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PREFACE 

 

This study explored and investigated motivational factors that are essential in 

influencing employees’ performance in the Department of Correctional Services 

(DCS): Leeuwkop Management Area with the purpose to propose appropriate 

motivational interventions and strategies. The theoretical chapters of this study 

provided the foundations for the study. It also provided a theoretical and conceptual 

framework of employee motivation. The literature review in this study highlighted 

various theories, approaches and principles of the two significant constructs of this 

study, namely motivation and employee performance. Motivational and demotivational 

factors that emanated from an analysis of these theories, and approaches and 

principles were further scrutinised to reveal those factors that may have a significant 

influence on employees’ performance. The former included potential mitigating 

strategies to curb demotivational factors in public sector settings. This theoretical 

analysis served as the first leg (i.e. data set) of data triangulation. The legal and 

regulatory obligations of motivating public servants were further discovered by 

analysing national legislation for effective service delivery. This served as the second 

leg of data triangulation to contrast and compare it with existing practices in the DCS: 

Leeuwkop Management Areas as case study. 

 

The study also identified and analysed the main challenges facing DCS: Leeuwkop 

Management Area by means of an empirical investigation. Furthermore, the study 

outlined motivational and demotivational factors and practices within DCS: Leeuwkop 

Management Area in comparison with the first and second data sets as highlighted 

above. The empirical investigation guided the formulation and development of an 

integrated model for enhancing motivation to improve employee performance. This 

model serves as the main contribution of this study and is intended to address the 

primary research problem. 
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ABSTRACT 

 

This study was aimed at revealing motivational factors that are essential in influencing 

employees’ performance in the Department of Correctional Services (DCS): 

Leeuwkop Management Area with the purpose to propose motivational interventions 

and strategies. Therefore, employee motivation and performance are central 

constructs of this study. The statutory and regulatory frameworks that underpin the 

motivation and performance of employees were explored to reveal the legal and 

regulatory obligations that the South African Public Service in general and the 

Department of Correctional Services, in particular, have towards ensuring efficient and 

effective public service delivery. To accomplish this goal, a robust literature review 

was completed based on numerous theories and approaches applicable to employee 

motivation and performance. Principles of motivation and employee performance were 

also outlined.  

 

An empirical investigation was conducted to determine which motivational factors are 

influential in employee performance. The empirical study also explored the dimensions 

of motivation in the public service and recognised the motivational strategies that were, 

during the time of the study, being used by the DCS: Leeuwkop Management Area. 

The study attempted to discover the ways of enhancing employee motivation in DCS: 

Leeuwkop Management Area. On the basis of the synthesis of a literature review, an 

analysis of practical approaches, as well as an empirical investigation, an integrated 

model for enhancing motivation in the DCS: Leeuwkop Management Area was 

developed. The study suggests that the integrated motivational model ought to be 

adopted and implemented by the Department of Correctional Services in South Africa 

in order to improve the dimension of motivation and performance among the 

employees and for the accomplishment of efficiency and viability in public service 

delivery. 

 

 

Keywords:  Department of Correctional Services (DCS), employee performance, 

Leeuwkop Management Area, motivation, motivational factors, motivational Theory. 
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CHAPTER 1  

 

INTRODUCTION 

 

1.1 ORIENTATION AND PROBLEM STATEMENT 

 

The significance of employees’ performance in the public service for the compelling 

and productive conveyance of services cannot be exaggerated. Public service 

employees can be viewed as the human capital of the government-of-the day, and 

their overall performance is a crucial marker of government's capacity to accomplish 

its constitutional mandate and important objectives (Mafini & Dlodlo, 2014:1). 

                  

According to Cong and Van (2013:213), motivation has been defined by scholars from 

different disciplines, notably from Sociology, Psychology, Management and related 

disciplines. Scholars generally emphasise that motivation is primarily what drives an 

individual to perform work in a specific way and with a certain amount of effort. 

According to Schultz, Bagraim, Potgieter, Viedge and Werner (2006), as cited by Van 

Zyl (2013:235), motivation can be regarded as the psychological feature that energises 

and directs goal-orientated behaviour in individuals and that it can influence an 

individual’s actions or give purpose and direction to specific behaviour. What is certain 

in this definition is that a worker would not work with a specific goal in mind if not 

propelled to do as such. In this context, Nel, Kirsten, Swanepoel and Poissat 

(2001:326) define motivation as a reason for acting with a certain goal in mind and 

furthermore incorporating a longing and eagerness to accomplish something with 

energy. According to Omollo (2015:88), motivation is about giving employees the right 

mixture of rewards, direction, resources and guidance so that they are keen and 

inspired to work in accordance with the organisation’s expectations. Motivated 

employees are more likely to stay and help build an organisation. Retaining motivated 

employees generally creates a competitive advantage, and also reduces the cost of 

recruitment and training (Nel et al., 2001:327). 

 

The English Oxford Dictionary (2014) defines motivation as “a reason for acting or 

behaving in a particular way or a willingness to do something (i.e. enthusiasm)”. 

Transferring this term in the organisational environment, it refers to a set of incentives 

(financial or non-financial) that compel the employees to act in a certain way; usually 

towards achieving the organisational short-and-long-term goals. Stelian (2010:4) also 

supports this definition by adding that studying motivations means studying why 

people act in a specific way and why they prefer certain actions above others. 

Therefore, human behaviour is mainly determined by certain motivational factors, and 

individuals’ performance is mainly the result of combining their practical abilities, skills 

and competencies with their levels of motivation.  
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According to Pardee (1990:5), the influence of motivational factors on employee 

performance does not stop with their general productivity but also typically leads to 

fewer work accidents, less ethical problems, lower levels of staff turnover as well as 

absenteeism. Motivated employees, in general, also feel less stress, enjoy better 

physical and mental health and appreciate their work. Re’em (2011:9) in this regard 

emphasises that inspired employees are generally more obliged to their employers 

and demonstrate minimal disobedience and cases of objections. The interesting part 

of motivated employees is that they are generally more creative, innovative and 

responsive and, as such, they become the greatest assets of any organisation 

(Pardee, 1990:6). According to Jasmi (2012:15), motivated employees would increase 

the capability of an organisation to achieve its mission, goals and objectives. Jasmi 

(2012:15) further argues that motivation is about creating an environment where 

employees would be motivated and hence work with their full effort. So, organisations 

should motivate their employees to enhance competitive advantage and realise their 

organisation’s vision and mission statements.  

 

According to Van Zyl (2013:235), in order to understand the complexities of motivation 

and its factors better, one must consider theories of motivation. Theories of motivation 

can help to explain the behaviour and attitude of employees. Quoting Hertzberg 

(1959), Tan and Waheed (2011:5) affirm that in order to understand people’s 

behaviour at work, managers and supervisors must be aware of the concepts of needs 

and motives to guide their staff to act in certain ways. Robbins (2001:23) elaborates 

on this statement and describes motivation factors as a “needs-satisfying” process; 

meaning that when an individual’s needs are satisfied by certain factors, the individual 

will exert superior effort toward attaining specific goals.  

 

Pardee (1990:11) and Richardson (2014:13) state that theories of motivation can be 

classified into content and process theories to analyse the behaviour and attitudes of 

employees. Content theories are mainly based on the assumption that people have 

individual needs that motivate their actions. McClelland (1961), Maslow (1954), 

Alderfer (1969) and Herzberg (1966) are all known scholars for their work in this field. 

Process theories, in contrast to content theories, reflect on the relations among 

variables which make up motivation. The work of Heider (1959), Vroom (1964), Adams 

(1965), Locke (1976) and Lawler (1973) are monumental in this regard. Most 

organisational, motivational policies are based on Maslow’s needs hierarchy and 

Hertzberg’s job enrichment Theory. 

 

Abraham Maslow’s (1964) “Hierarchy of Needs” Theory is premised on the assumption 

that within every individual there is a hierarchy of needs. According to Maslow, there 

are five fundamental needs categorised from lower to higher order aspirations. Each 

lower level of need must be satisfied before an individual will advance to pursue the 

next, higher level. (Omollo, 2015:90). Maslow went further to deduce that only a small 

percentage of the population reaches the highest level, namely self-actualisation 

(Omollo, 2015:90). An organisation can generally satisfy employees’ lower order 
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needs but not necessarily their psychological needs. Psychological needs may only 

be satisfied by having a friendly work environment where the workplace is conducive 

to positive interaction, collaboration and communication. Social gathering and team 

building exercises may also be helpful if most the employees are motivated merely by 

social needs. Providing promotion opportunities at work and recognition of higher 

performance within the organisation in the form of a formal reward may satisfy 

employees’ self-esteem (Omollo, 2015:90). 

 

The Existence, Relatedness and Growth (ERG) Theory, developed by Clayton 

Alderfer, acts as a modification of Maslow’s hierarchy of needs. Instead of the 

identification of five needs that are hierarchically organised, Alderfer proposed that 

basic human needs may be grouped under three categories which are existence, 

relatedness and growth. This ERG Theory is based on the first letter of each category. 

“Existence” refers to basic needs such as addressing hunger, thirst and safe condition. 

“Relatedness” refers to the need employees have for maintaining interpersonal 

relationships like involvement with families, friends, core workers and management. 

“Growth” refers to employees’ desire for personal development (Omollo, 2015:90). 

 

Herzberg’s work categorised motivation into two factors, namely “motivators” and 

“hygiene”. Motivators or intrinsic factors like recognition and achievement, produce job 

satisfaction to employees. Hygiene or extrinsic factors, such as job security and pay, 

generate job dissatisfaction. Research conducted by Herzberg about what people 

want from their jobs indicated that certain characteristics of jobs are consistently 

related to job satisfaction (“job satisfiers”) while factors associated with job 

dissatisfaction can be classified as “job dissatisfiers” (Obwogi & Mambea, 2015:2). 

 

McClelland’s Model of Realisation is significant for the purposes of analysing 

motivation since this model adds new dimensions, namely “affiliation” and “power”. 

McClelland argues that individuals are motivated by affiliation needs, mainly by looking 

for collaboration, relationships, friendship, love, and, generally, to conform to other’s 

opinion and wishes. Long-term and close relationships are crucial to motivate a 

person. The need for power, in turn, manifests through the need for control of a 

person’s social environment, including people with whom he or she interacts. In this 

regard, McClelland identified two forms of motivational power, namely personal power 

and institutionalised or socialised power. McClelland went on to argue that individuals 

with substantial needs for power are usually strongly motivated by money as their main 

incentive (Van Zyl, 2013:235). 

 

Herzberg’s work classified motivation into two elements, in particular, "motivators" and 

"hygiene". Motivators or intrinsic motivational factors, for example, accomplishment 

and acknowledgement, produce work fulfilment to employees. Hygiene or extrinsic 

factors, for example, pay and job security, produce work dissatisfaction. Considering 

the findings of the research led by Herzberg on what individuals need from their 

employment, specific qualities of jobs are reliably identified with job satisfaction (job 



 

4 
 

satisfiers) while factors related to work disappointment can be termed job dissatisfiers 

(Obwogi & Mambea, 2015:2). 

 

A further theoretical contribution as far as an analysis of motivation is concerned, is 

that from Douglas McGregor with his “hygiene” Theory. McGregor published his 

"Human Side of Enterprise" (1960) in which he clarified that supervisor’s work from 

one of two essential presumptions about human conduct. The first assumption, called 

“Theory X”, regards employees to be inherently lazy and therefore they need to be 

coerced, controlled and directed to do their work. “Theory Y”, alternatively, depends 

on the reason that employees are naturally mindful, willing to learn, and whenever 

given proper motivators, they will be propelled to perform. McGregor accentuated that 

what makes a difference was how individuals were dealt with and esteemed in their 

work setting. He went further by prompting supervisors to allow employees to 

contribute and to assume control and liability for their work (Tan & Waheed, 2011:121). 

The other motivating factors include recognition of their ability and giving them an 

opportunity for promotion. This analysis also found that the hygiene factors that need 

to address employees’ needs are to ensure that employees have good working 

conditions and are paid a decent income (Van Zyl, 2013:235).  

 

The Process Theory category of motivation, in contrast with contents theories, 

concentrates on how motivation occurs, how behaviour is initiated, directed, sustained 

and stopped. It, thus, addresses the mechanism of human needs changes. It focuses 

on the direction, intensity and persistence of behaviour. Equity Theory, Expectancy 

Theory and Goal Theory are conventional theories that could be categorised as 

process theories of motivation. As far as the Equity Theory is concerned, individuals 

would compare the efforts that they make against the efforts made by those around 

them. In other words, individuals would compare themselves to others in similar 

circumstances to themselves (e.g. work hours, treatment, remuneration and 

promotion), and if there is correspondence, the individual would perceive that as a 

sense of equity.  

 

Expectancy Theory, in turn, suggests that motivation is driven by an individual’s 

expectancy of his or her preferred (e.g. expected) outcome. Individuals would consider 

what they expect to gain from a given situation, what efforts they would need to expend 

and whether they see it as worthwhile, depending on their personal goals. Goal Theory 

further suggests that motivation and performance would be high if individuals set 

specific goals for themselves that are challenging but accepted as achievable. The 

premise of this Theory is that an individual’s intention plays a vital part in determining 

his/her behaviour (Gudduh, 2014:19). 

 

With regards to applying content and process theories to performance in the public 

service, Mafini and Dlodlo (2014:13) argue that inefficiency and ineffectiveness may 

be caused by the fact that public employees are faced with a number of factors that 

negatively impact on their overall wellbeing.  These factors include among other 



 

5 
 

things, a lack of motivation as well as low levels of job and life satisfaction. It is 

therefore logical for one to expect that since public service employees generally 

experience pressure and anxiety as a result of the high expectations of employers, the 

community and the media, that their performance would decline (Mafini & Dlodlo, 

2014:14). This situation poses numerous frustrations, tensions and challenges.  

 

The South African Department of Correctional Services (DCS) is known for its 

inefficiency and ineffectiveness when it comes to meeting its mandate of providing 

quality service delivery stipulated in its Annual Performance Plan (2015). To avert such 

challenges, it is vital to study and understand the interaction of motivation, employee 

retention and job satisfaction factors among its employees in the DCS: Leeuwkop 

Management Area. 

 

Essentially, the DCS is faced with the same challenge of motivating their employees 

to perform at an optimum level. According to the DCS Strategic Plan (2015-2016:1), 

the challenges facing the DCS: Leeuwkop Management Area influence overall 

employee performance negatively. These challenges are, among others: 

 

 poor remuneration (underpayment); 

 limited career growth and advancement, including the lack of a promotion 

policy; 

 general lack of interest in work life; 

 poor management and supervision; 

 unconducive work environment; 

 unrealistic job expectations; 

 limited skills; 

 personal problems; 

 high-stress levels; 

 inadequate resources; 

 lack of accountability and transparency; 

 poor performance management practices and applications; 

 staff shortages;  

 poor departmental housing (accommodation); 

 complicated policies, procedures and practices within the Department; and 

 underutilisation of certain employees. 

 

The above challenges result in staff turnover, absenteeism, lack of commitment, fraud 

and corruption, theft, low morale, underperformance, and slow service delivery. Taking 

the above factors into consideration, it is clear that the DCS should carefully assess 

the prevalence of motivational factors that would increase the morale of employees. It 

is, therefore, important to investigate all the motivational factors and to formulate an 

appropriate solution as to what the motivational elements are that would most likely 

impact negatively on DCS employees in order to encourage their morale. Discovering 
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approaches to inspire employees has turned into a persistent concern for the public 

service. Despite this, motivation remains a critical force that could energise 

employees, and lead to more positive behaviour (Covington & Martin, 1998:58). 

Considering factors that limit worker performance in DCS: Leeuwkop Management 

Area, it is imperative to reveal motivational factors that could increase morale and, 

eventually, overall performance. 

  

According to Saeed and Yaseen (2013:1205) and Borowski and Daya (2014:667-668), 

motivational factors play a pivotal role to improve organisational performance. These 

factors include remuneration, bonuses, commission and rewards (both financial and 

non-financial), frequent feedback, opportunities for employee development, sense of 

ownership, leadership, employee performance appraisal, and training and 

development as well as employee empowerment.  

 

1.2 RESEARCH OBJECTIVES 

 

The following primary and secondary objectives are applicable for operationalisation 

in this study: 

 

1.2.1 Primary objective 

 

The primary objective of this research was to uncover motivational factors that are 

essential in influencing employees’ performance in DCS: Leeuwkop Management 

Area with the purpose to propose appropriate motivational interventions and 

strategies. 

 

1.2.2 Secondary objectives 

 

 To outline appropriate theories, approaches and principles of motivation and 

employee performance; 

 To analyse the context and nature of motivational factors potentially influencing 

employee performance in the public service; 

 To establish the relationship between monetary and non-monetary incentives 

and employee motivation in DCS: Leeuwkop Management Area;  

 To reveal factors that limit employee performance in DCS: Leeuwkop 

Management Area; 

 To identify potential strategies to motivate employees towards improved 

performance in DCS: Leeuwkop Management Area; and 

 To propose a motivational strategy for improving employee performance in 

DCS: Leeuwkop Management Area.  
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1.3 RESEARCH QUESTIONS 

 

The following research questions are derived from the primary and secondary 

research objectives: 

 

 What are the theoretical foundations, approaches and principles underpinning 

motivation and employee performance? 

 What are the context and nature of motivational factors that could potentially 

influence employee performance in the public service? 

 What is the relationship between monetary and non-monetary incentives and 

employee motivation in DCS: Leeuwkop Management Area?  

 What are the motivational factors that could have a positive influence on 

employee performance in DCS: Leeuwkop Management Area?  

 What are the potential strategies that could be utilised to improve performance 

in DCS: Leeuwkop Management Area? 

 What could be recommended in the form of a motivational strategy to improve 

employee performance in DCS: Leeuwkop Management Area?  

 

1.4 CENTRAL THEORETICAL STATEMENTS 

 

A person who feels no aspiration to act is characterised as unmotivated, whereas 

someone who is activated towards a specific goal is considered to be motivated. 

Motivation is a universal phenomenon (Ryan & Deci, 2000:54) and is generally 

concerned with why people choose a particular course of action in preference to others 

and why they continue with a chosen action over a long period of time and in the face 

of difficulties, problems and challenges (Dugguh, Ayaga & Dennis, 2014:18).   

 

Pardee (1990:6) identified four common characteristics that underlie the definitions 

and explanations of motivation. These include intentional, multifaceted conduct, as 

well as the prediction of behaviour. Motivation is also defined as the cognitive decision-

making process, through which goal-directed behaviour is initiated, energised, 

directed and maintained (Buchanan & Hueznski, 2004:56).  

 

Motivation has been at the centre of many studies up to now. Pardee (1990:8) for 

example, has argued that motivation is a cornerstone in each employee’s success 

within an organisation. If employees are not motivated to deliver high-quality services, 

everyone suffers, including the very same employee. Motivation could be intrinsic and 

extrinsic. Intrinsic motivation is self-generated, which is influencing the employee to 

act in a certain way. This motivation encompasses responsibility, the freedom to act, 

the freedom to choose goals, developing one’s goals, performing interesting and 

stimulating tasks and promotion and developing opportunities. The good part of this 

type of motivation is that it is closely linked to the quality of active life and can have a 

long-term impact. This is because it is a self-driven motivation and not imposed from 
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the external (extrinsic) environment or sources. Extrinsic motivation involves 

incentives like salary and benefits, and recognition of one’s work and promotion. The 

difficulty of this type of motivation is that it, generally, is not a constant process (Stelian, 

2010:249).  

 

1.5 RESEARCH METHODOLOGY 

 

Research methodology alludes to the strategies, systems and philosophies that are 

utilised during the process of conducting a study (Schurink, 2010:428). Majam and 

Theron (2006:605) stress that research methodology articulates how the exploration 

will be led to concentrate on a specific topic. 

       

1.5.1 Literature review 

 

The rationale for reviewing previous work is to gain an understanding of the previous 

and present state of affairs and knowledge about the selected topic. According to 

Majam and Theron (2006:605), a literature review can be regarded as an organised 

evaluation and arrangement of what trustworthy scholars have written on the same or 

related topic. The process of a literature review is to engage in a rigorous scientific 

process of knowledge generation. This review would compare, summarise and 

analyse motivational theories that have an impact on the motivation of employees. 

Ying (2012:6) also elaborates by stating that reviewing scholars’ work on the topic is 

an assortment of content that goes for inspecting the underlying purposes of current 

information including substantive discoveries and hypothetical and methodological 

commitments to a specific topic.  

 

A literature review generally aims to show what other researchers already discovered 

and what they think about the topic, what exactly the findings were when researching 

the field, and how (i.e. methodology) they achieved the aim of the research. A robust 

literature review is imperative to gain a broad perspective of motivation, both from a 

theoretical and practical application point of view (Majam & Theron, 2006:608). 

According to Majam and Theron (2006:608), the challenge in reviewing the literature 

is the high volume of information which can often be irrelevant to the research. 

However, the review would compare, summarise and synthesise various motivational 

theories that have an impact on the performance of employees for the proposed study. 

A literature review is also necessary to reveal the potential causal relationship between 

motivation and employees’ performance. Despite the relatively large body of 

scholarship that examined the significance of motivation and performance, little 

research has been done to determine the relationship between an employee’s 

conception of the organisation’s mission (performance targets) and employee’s level 

of motivation (Benson, 2008:13-14).   

 

The literature review of this case study included secondary sources such as textbooks, 

DCS policy documents, procedure manuals and strategic plans, legislation, white 
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papers on corrections, the Correctional Services Act, conference papers and DCS 

internal communications relevant to the topic. Information was also obtained from 

sources such as Public Administration and Human Resource Management journals, 

academic books, Internet publications, and the North-West University library sources 

including: Catalogue of Theses and Dissertations of South African Universities; 

Catalogue of academic books; National Research Foundation (NRF): Nexus; EBSCO 

Host academic search elite; Index to South African Periodicals (ISAP); Journal articles; 

and Internet databases. 

 

An initial analysis of the literature made it evident that there is adequate material 

available to research this topic. 

 

1.5.2 Empirical survey 

 

This study was based on a qualitative research design, and a single case research 

method was employed. This study was conducted in the DCS: Leeuwkop 

Management Area: Gauteng region as a unit of analysis. According to Christensen, 

Johnson and Turner (2011:374), a contextual investigation is characterised as the 

concentrated and point-by-point portrayal and examination of at least one case. A case 

is a limited framework, for example, an individual, a gathering, an organisation, an 

action, a process or an occasion. 

 

1.5.2.1 Research method and design 

 

Research techniques and designs are systems encompassing choices from theories 

to explicit strategies for information gathering. The general choice includes the 

structure to be utilised to contemplate a subject. Qualitative case studies are fitting for 

tending to encounters related to organisations and social examinations evolving 

developing practices (Richardson, 2014:54). The term qualitative data can be 

characterised as a technique that can examine and review, yet, it cannot estimate. 

This technique is crucial in gathering information of people and groups. As indicated 

by Richardson (2014:55) qualitative research is a strategy for investigating and 

understanding the significance of the individual and groups attributed to a social and 

human issue. A qualitative case study is known to utilise information triangulation, 

which can be accomplished by applying diverse techniques for information gathering 

(Maree & Van der Westhuizen, 2009:35). In this research, literature review, contextual 

investigation and interviews acted as the three "legs" for data triangulation purposes. 

 

Interviews are one of the best ways through which in-depth information about the topic 

can be obtained. Through a qualitative research method, themes and patterns emerge 

which could be verified using interviews with key role-players and stakeholders 

(Christensen et al., 2011:53). The research is conducted in the field or the person’s 

natural setting and surrounding. The weakness of this method is that it is difficult to 

generalise because the data are based on local and particularistic data sets. 
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An examining case study design was used to establish and identify motivational 

factors that may have a positive influence on employee motivation and performance 

in DCS: Leeuwkop Management Area. This design was used because of the 

significant merits, including conceptual validity, the ability to capture complexity, and 

trace processes. The exploratory case study was considered to be an appropriate 

design for this study because the researcher could obtain information using archival 

documents, as well as interviews. The findings of the case study are more compelling 

and accurate if data comes from different sources of information. Furthermore, the 

exploratory case study design has conceptual validity and would help a researcher’s 

efforts to explore an authentic chosen setting within a specific location (Richardson, 

2014:58).  

 

1.5.2.2 Target population and sampling 

 

According to Christensen et al., (2011:150), sampling refers to drawing elements from 

the population to obtain a sample. The usual goal of sampling is to obtain a 

representative sample, which is a sample similar to the population on all 

characteristics. A sample is a “mirror image” of the population from which it was 

selected. For this qualitative case study, a non-probability sampling method was used. 

The samples of this study included purposive sampling, with sampling having regard 

to a case and context. This sampling allowed the researcher to apply own judgement 

in selecting the sample and that this study recognised the heterogeneous nature of 

the population, for which a purposive study wax considered appropriate (Burger & 

Silima, 2006:663). The context sample in this study was the Department of 

Correctional Services (National, Regional and Management Area) and the case of this 

study was employees working at Leeuwkop Management Area: Gauteng Region.  

 

The research was conducted among purposively-selected top managers, senior 

managers, middle management, supervisors, general employees and human 

resource personnel in DCS: Leeuwkop Management Area: Gauteng Region. These 

different units of analyses within the case study interact daily in the execution of their 

duties. It was useful to get information from all of them relating to their perceived level 

of motivation within their workplace and how it influences overall organisational 

performance. 

 

The Leeuwkop Management Area has a total population of 900 employees. The study 

selected 50 participants to be part of the study, and their consent to participate was 

sought. This sample was based on convenience, cost implications, and the degree of 

reliability of data obtained. The consent process informed each research participant of 

all aspects of the study that might influence their decision to participate. The sampling 

method population of the case study, together with the data collection instrument and 

rigorous data theme analyses procedures, ensured the validity and reliability of the 

data obtained.  
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1.5.2.3 Instrumentation 

 

According to Christensen et al., (2011:375), multiple sources and methods of data 

collection are used in a case study research. In qualitative research, the researcher 

acted as the primary data-collection tool. In qualitative procedures, the researcher is 

a key instrument because qualitative researchers collect data by examining 

documents, observing behaviour and interviewing participants (Richardson, 2014:61). 

In this study, data was collected using semi-structured face-to-face interviews and 

archival data. Semi-structured interviews involve questions organised in advance (i.e. 

interview schedule). The schedule was piloted (tested) with a small sample to verify 

whether all questions are well-formulated, understandable and that it is a valid 

instrument to obtain the necessary data (Mofokeng, 2009:17). Semi-structured 

interviews permit the researcher the freedom to explore and probe further based on 

participants’ responses. This method of interviewing also provided the opportunity that 

emerging ideas could be investigated (Richardson, 2014:61). The use of this method 

of data collection helped to address the challenges that DCS: Leeuwkop Management 

Area managers needed to address in order to reduce poor workplace performance. 

This method was regarded as a responsive interviewing method that shared 

involvement of both the interviewees and the interviewer.  

 

Each interview session took 20-30 minutes to complete, and it was recorded. Microsoft 

Excel was used to interpret the qualitative data through a coding system using 

segments of colour. The use of computer software allowed the researcher to organise 

large amounts of data and provide consistent data analysis. Archival data and 

documents consisted of notebooks maintained with work instructions or specific action 

plans, procedures housed on a computer database, and any variables that added 

meaning, increasing understanding and develop insights related to the research 

problem (Richardson, 2014:63). 

 

1.5.2.4 Data collection 

 

Data collection method refers to how the researcher obtained the empirical data to be 

used to answer the research questions (Christensen et al., 2011:54). The data 

collection method chosen for this case study was in-depth semi-structured interviews. 

Each respondent was given a consent form to read and sign before the interview. Data 

was collected from individuals at different responsibility levels, top managers, senior 

managers, middle managers, supervisors, general employees and human resource 

personnel in DCS: Leeuwkop Management Area: Gauteng Region. Permission to 

record all responses verbatim was requested at the beginning of each session.  
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1.5.2.5 Data analysis 

 

As data were collected, they were analysed to reveal themes, patterns and meanings. 

The researcher had to make some sense of the volumes of information that was 

collected (Christensen et al., 2011:374). Thematic data analysis was used for the 

purposes of sense making. Throughout the process, the data were checked for 

validity. Once the themes, patterns and meanings had been identified and validated, 

the researcher formulated a narrative account that provided a description and 

interpretation of the findings.  

 

1.6 LIMITATIONS OF THE STUDY 

 

The research only focused on DCS: Leeuwkop Management Area as a case study. 

No generalisation to the total population (e.g. national DCS or the South African public 

service) could therefore be made. A further potential limitation was security concerns 

and policy procedures, which hampered the scheduling of interviews. The 

Management Area has four different shift patterns, and interviews thus had to be 

scheduled based on the particular shift in which the sampled participant resorted. A 

limitation as far as the interviews were concerned was that participants did not always 

give truthful or complete answers to the interview questions. However, these potential 

limitations were mainly addressed by asking follow-up, cross-referenced questions.  

 

1.7 ETHICAL CONSIDERATIONS 

 

This study only commenced once ethical clearance and permission were obtained in 

writing from the North-West University Research Committee (Ethical Clearance 

Number: NWU/00081/12/50) and the National Department of Correctional Services 

Research Committee (Head Office). Permission to conduct this research was also 

requested from the DCS: Gauteng Region (Regional Commissioner) and Leeuwkop 

Management Area (Area Commissioner) in writing. Further permission was requested 

from employees who were selected to be part of this study in writing. All participants 

were informed that their involvement is voluntary and that their decision to participate 

would not inconvenience them in any way. The objectives of this study were also 

explained to all participants. The participants were guaranteed that their responses 

would be treated as strictly confidential, and that they could stop at any time and stage 

of the study without any consequences. Participants were also informed about the 

data collection method and that no personal information was required. The researcher, 

lastly, provided a contact number to all participants should any questions have arisen 

from the study. 

 

1.8 SIGNIFICANCE OF THE STUDY 

 

By identifying and establishing the motivational factors that have a positive influence 

on employees’ performance; Management of Leeuwkop Management Area will be 
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able to initiate a comprehensive employee motivation strategy to manage their 

employees. When DCS is familiar with the current motivating factors and 

organisational commitment of their employees, they will be able to make informed 

decisions in taking the Department forward. When motivational factors are 

established, supervisors will also be able to know which factors promote an 

employee’s performance, staff retention and job satisfaction and those factors which 

are not useful in solving the problem. Because this study will identify obstacles that 

hinder an employee’s performance and commitment, managers will be able to remove 

these obstacles. This study will further contribute by suggesting appropriate 

interventions (i.e. a strategy) to improve employees’ performance, retention, job 

satisfaction, and motivation within DCS: Leeuwkop Management Area. 

 

1.9 CHAPTER LAYOUT 

 

To operationalise the research objectives and answer the research questions, the 

following five chapters were utilised: 

 

Chapter 1: Orientation 

 

This chapter provided an overview of the study using an orientation of the focus and 

locus of the study. The problem statement was also highlighted. The research 

methodology to be used, objectives of the study and research questions was also 

explained. 

 

Chapter 2: Employee motivation and performance: A theoretical exposition 

 

This chapter explored and analysed relevant theories, approaches and principles of 

employee motivation and employee performance through a robust literature review. 

Various researchers’ arguments, comments, recommendations, similarities and 

contrast were outlined in this chapter. The purpose of this chapter was to pinpoint 

motivational factors that could influence employee performance. 

 

Chapter 3: Employee motivation and organisational performance in the South 

African Public Service 

 

The critical interface and causal relationship between motivation and organisational 

performance were analysed in this chapter. The chapter further explored best practice 

as far as motivational interventions were concerned to improve morale and, eventually, 

organisational performance. Organisational interventions (i.e. strategies to improve 

motivation within organisations) were also revealed. The particular context of the 

South African public service setting was investigated to determine the statutory and 

regulatory framework that currently exists to address issues about employee 

motivation and performance. 
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Chapter 4: Motivational factors hampering employee performance: Empirical 

findings 

 

The chapter commenced with an overview of the case, DCS: Leeuwkop Management 

Area to explore existing realities and challenges. It focused on the current motivational 

factors that positively and negatively influenced employee motivation and 

organisational performance in DCS: Leeuwkop Management Area. The purpose was 

to empirically reveal problems and challenges that employees experienced. This 

chapter thematically analysed and presented the research findings of the empirical 

investigation. 

 

Chapter 5: Conclusion and Recommendations: A motivational strategy for 

improving employee performance of DCS: Leeuwkop Management Area 

 

The conclusions drawn from the study results were highlighted in this chapter. Based 

on data triangulation, this chapter also made recommendations, in the form of a 

motivational strategy, to the management of DCS to address current motivation and 

performance-related problems. 

 

1.10 CONCLUSION 

 

The primary objective of this chapter was to provide an overview of the study by means 

of an orientation of the focus and locus of the study. This chapter was also intended 

to place the research into context by providing the background of motivation in the 

public service. The chapter also highlighted the rationale for the study through a 

problem statement and theoretical framework. The chapter also explained and clarified 

the objectives and the research questions of the study and clearly outlined the 

research methodology to be used. The chapter also specified the limitations and 

significance of the study.  

 

The next chapter will explore and analyse relevant theories, approaches and principles 

of employee motivation and performance by means of a robust literature review. The 

purpose of chapter two will be to pinpoint Motivational Factors that could Influence 

Employee Performance.  
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CHAPTER 2 

 

EMPLOYEE MOTIVATION AND PERFORMANCE: A THEORETICAL 

EXPOSITION 

 

2.1 INTRODUCTION 

 

In this study, improving employee performance was taken into consideration with 

regard to motivation of all correctional officials in the Department of Correctional 

Services (DCS) Leeuwkop Management Area. Some of the de-motivational factors 

that reduce employees’ productivity include the lack of adequate planning and 

materials, improper scheduling, confusion, frequent delays, constant disruption of job 

assignments, communication breakdowns, overcrowded work areas, unsafe working 

conditions, lack of recognition and training, job security, poor labour relations, 

disrespectful treatment, poorly trained and incompetent supervisors and management, 

and restrictive procedures. Managers should be able to identify what motivational 

factors suit their employees and which interventions work better than others. The 

purpose of this chapter is to provide a general theoretical orientation of the primary 

constructs of this study, namely motivation and employee performance. As such, the 

chapter will outline the foundational theories, principles and dimensions that underpin 

motivation and employee performance in organisations. The chapter will scrutinise 

literature that elaborate on different motivational theories that have surfaced from 

different approaches on aspects that motivate employees to perform and to be 

productive. The chapter attempts to show these theories, principles and approaches 

that would eventually inform the development of a comprehensive motivational 

strategy for an organisation.  

 

Different motivational theories are reviewed, namely, content theories and process 

theories of motivation. Content theories are based mainly on the assumption that 

people have individual needs, which motivate their actions. Maslow’s Hierarchy of 

Needs, McClelland’s Achievement Theory and Herzberg’s Two Factor Theory are 

renowned works in this field. Content theories of motivation include Maslow’s 

Hierarchy of Needs, McGregor’s Theory X and Theory Y, Alderfer Existence, 

Relatedness and Growth Theory, McClelland’s Achievement Theory, and Herzberg’s 

Two Factor Theory. The process Theory category of motivation, in contrast with 

contents theories, concentrates on how motivation occurs, how behaviour is initiated, 

directed, sustained and stopped. It thus addresses the mechanism of human needs 

changes. It focuses on the direction, intensity and persistence of behaviour. Equity 

Theory, Expectancy Theory and Goal Theory are conventional theories that could be 

categorised as process theories of motivation. These theories are Reinforcement 

Theory, Vroom’s Valence-Instrumentality and Expectancy (VIE) Theory, Adam’s 

Equity Theory, Locke’s Goal-Setting Theory, Cognitive Consistency Theory and Deci’s 

Cognitive Evaluation Theory. Understanding of motivational theories would assist the 
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Leeuwkop Management Area managers to define and explain specific behaviour 

within the organisation and attempt to mitigate the lack of motivation and productivity 

in the current work environment. Managers should thus be able to identify specific 

behaviour in their organisation and try to increase employee motivation through factors 

that negatively influence their performance.  

 

2.2 SETTING THE CONTEXT: EMPLOYEE MOTIVATION 

 

According to Rajput (2011:21), motivation can be defined as “desires to demonstrate 

the behaviour and a reflection of willingness to expand effort. The term motive is 

usually described as something that causes a person to act or behave in order to reach 

a particular goal or desired endpoint”. In short, a motive is a reason why people do 

something. The term gained prominence especially during the behaviourist movement 

which emerged during the early 1900s (Ndirtagu, 2013:42). To early behaviourists, 

motivation was considered to be a factor that compelled one’s action. According to 

Ndirtagu (2013:42), motivation can be defined as “the psychological process that gives 

behaviour purpose and direction”. Aarabi, Subramaniam and Akeel (2013:301) concur 

and add that “motivation involves the processes of individual intensity, which means 

how hard a person’s effort is directed towards the goal and persistence that is how 

long a person can maintain this effort”. This argument is supported by Campbell et al. 

(1973:65) who added that motivation has to do with persistent effort directed towards 

a goal within the organisation.  

 

According to Campbell, Dunnette, Arvey and Hellervik (1973:65), motivation refers to 

the amount of effort being applied to the job as directed, and a willingness to stay with 

a task until it is completed. However, these authors mentioned different kinds of goals 

that can be pursued simultaneously by the employee; they are individual and 

organisational goals. Dubin (2002:78) also supports the above definition in that 

“motivation is the complex of forces starting and keeping a person at work in an 

organisation, and that motivation is something that puts the person into action and 

continues the person in the course of action already initiated”. Dubin (2002:78) further 

illustrates that “motivation is the way a person is enthused at work to intensify his 

desire and willingness to use energy for the achievement of an organisation’s 

objectives. It is something that moves a person into action and continues that person 

in the course of action enthusiastically”. Greenberg and Baron (2003:63) add that 

motivation can be regarded as “a goal to action”. These definitions are supported by 

Mitchell (1982:56) by adding that motivation is an individual phenomenon and pertains 

to determination, intention and self-choice. Mullins (2006:184) deduces that the 

motivation of employees is a cornerstone for every organisation to be active and 

prosper.  

 

According to Mitchell (1982:83), “employees need to have the knowledge and skills 

required for the job in particular and must understand what they are required to do and 

the motivation to expand to do so in general”. Mitchell (1982:83) further emphasises 
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that a conducive working environment with adequate resources have a motivational 

element to it. The positive impact of motivating employees is that employees will have 

fewer work-related incidents at work, less stress, enjoy their work and will experience 

better physical and mental health (Mitchell, 1982:83). Furthermore, motivated 

employees are more committed to their organisations and show less insubordination 

and grievances (Mitchell, 1982:83). In this respect, Safiullah (2015:80) describes 

motivation “as a driving force that makes people willingly want to put in their best in 

what they do”. Baron (1983:37) further adds that motivation can be considered as the 

collection of various processes influencing an employee’s behaviour to accomplish 

specific goals. Pinder (2008:32) deduces that motivation can be regarded as a set of 

forces that originate both within as well as beyond an individual to initiate work-related 

behaviour and to determine its form, direction, intensity and duration.  

 

According to Greenberg and Baron (2000:190), motivation, in the context of work, is a 

psychological process that results from interaction between an employee and the work 

environment and that a certain level of willingness characterises it. The employees are 

therefore willing to increase their work effort in order to obtain a specific need or desire 

that they consider to be important. If the level of motivation increases, the performance 

of employees would also increase. Antonioni (1999:29) states that motivation is the 

way by which employees, through a physiological or psychological need stimulates a 

performance that is intended at a goal. Sokro (2012:106) further reasons that, when 

the motivational level is high, it determines the full potential of the employees. 

Therefore, the more motivated the employees are, the better they perform, and this 

improves the overall efficiency and productivity of the organisation. 

 

2.3 NATURE AND SIGNIFICANCE OF MOTIVATION IN ORGANISATIONAL 

SETTINGS 

 

As stated by Smith (1994:23), the fundamental reason why organisations require 

motivated employees is for the former’s survival and long-term sustainability. 

Motivated employees, in general, improve the sustainability and resilience of 

organisations by increasing its productivity and thus its general competitiveness. 

Mullins (2006:184) summarises the significance of motivation in an organisational 

context as the fact that the willingness by employees to put more effort on the time to 

achieve a goal, is based on the incentives on offer to accomplish that specific goal. 

According to Vandenabeele (2007:548), dissatisfaction in the work environment, leads 

to low levels of employee motivation, and could have a negative outcome. Employees 

who lack the passion for succeeding in their work usually influence others negatively 

and, in turn, affect the success of the organisation (Perry & Hondeghem, 2008:11). 

Low productivity is a consequence of not being motivated and other employees may 

feel that they must work harder to compensate for unfinished tasks.  

 

According to Perry and Wise (1990:368), when organisational goals are aligned with 

employee objectives, employees see the importance of their positions. 
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Encouragement helps employees to know that they are appreciated. However, 

employees who perform poorly will end up consuming the time of the organisation 

unnecessarily and will arrive late at work and delay in doing their daily duties. A 

backlog of work is then imminent while dealing with such employees and this affects 

organisational productivity (Vandenabeele, 2007:548). According to Vandenabeele 

(2007:549), low motivation is the main cause of low morale for employees and lack of 

job satisfaction could influence other employees negatively. These would result in high 

staff turnover. Rewarding employees who completed assigned duties on time can 

significantly improve job satisfaction and reduce staff turnover. According to Wiley 

(1997:264), “unmotivated employees may not have the energy or patience to deal with 

the objectives of the organisation and may not adequately represent the organisation 

to the public”. Table 2.1 illustrates some of the demotivational factors that reduce 

employees’ productivity. 

 

Table 2.1: Demotivational factors 

 

 low salaries and other incentives; 

 lack of opportunities for career growth and promotions; 

 lack of ability and knowledge; 

 poor and ineffective performance management; 

 unconducive work environment; 

 poor management and leadership;  

 personal problems; 

 inadequate resources; 

 lack of accountability and transparency; 

 staff shortages; 

 lack of training and development; 

 lack of team spirit; and 

 high job stress level. 

Source: Osabiya (2015:73). 

 

For any organisation to be successful and productive, managers need to possess 

enough knowledge about how to keep employees motivated. Managers should 

explore all motivational factors that influence employee performance. Employees who 

are effectively motivated have an interest in their daily work and always want to know 

how well they are performing their task. In other words, motivated employees value 

feedback as their motivational factor as compared to the demotivated low-achiever 

employees who are more concerned about the working environment rather than their 

efficiency at work (Dobre, 2013:53). Table 2.2 illustrates some of the motivational 

factors that were proven to have a good relationship with employees’ performance. 
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Table 2.2: Motivational factors that have an influence on employee performance 

 

 rewards: salaries, and other 

incentives 

 freedom 

 job security 

 a friendly working environment 

 formal recognition 

 good and safe working 

environment 

 training and development 

opportunities 

 job design, challenging and 

interesting work 

 challenging and interesting 

work 

 communication  

 sound labour relations 

 respectful treatment 

 a feeling of accomplishment 

 adequate planning and materials 

 ability and knowledge 

 participation in decision-making  

 trained and competent supervisors 

 feedback and performance 

management  

 good management and leadership 

 flexible working hours 

Source: Safiullah (2015:83). 

 

Factors that may influence employee motivation in Leeuwkop Management Area are 

listed in Table 2.2 above. Managers should be equipped to be able to identify 

motivational factors that influence the performance of employees in their organisation. 

The above factors as listed by Safiullah (2015:83) complement each other in different 

combinations and different organisational dynamics. One motivational factor can work 

effectively in motivating the employees of one organisation but could be ineffective in 

another organisation. The most essential tool for the managers to identify and analyse 

what causes poor performance in the organisation is a sound performance 

management system (Robbins, 2001:12). The above motivational factors contribute 

directly to determining the level of employee performance within the organisation 

(Safiullah, 2015:83). Their presence has a positive influence on employee 

performance, and if one or two are absent from the work environment, it would 

generally negatively influence employee satisfaction levels. In this regard, the 

assumption is that highly motivated, satisfied and committed employees will lead to 

the organisation being able to achieve its goals and survive (Osabiya, 2015:75). The 

organisation that has learnt how to apply the above motivational factors on employee 

management would experience a beneficial advantage for the attainment of long-term 

goals (Saleem, Mahmood & Mahmood, 2010:27). A literature survey revealed a causal 

relationship between employee performance and motivational factors listed in Table 

2.2.  

 

Nzuve and Njambi (2015:88) conducted a study on behalf of Kenya’s Independent 

Electoral and Boundaries Commission on factors perceived to influence employees’ 

performance. The study established that employees of the commission perceived their 

performance to be mainly influenced by rewards.  Rewards such as wages, salaries, 
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and retirement benefits encouraged the commission employees to work more 

effectively and efficiently. Lazear (2000:1348) further elaborates and deduced that 

when employers increase the salary and other incentives of employees, most 

employees tend to work on their tasks and duties more diligently. Therefore, it seems 

that there is a causal relationship between job payment and employee performance. 

However, according to Rynes, Gerhart and Parks (2005:588), incentives are not the 

only motivator, but it is a powerful potential motivator of them all.  

 

Research conducted by Harrison and Novak (2006:684-692), showed that efforts by 

management to establish promotion opportunities contribute to employees’ job 

satisfaction and acts as a motivator for job performance. There is a significant 

relationship between promotion and opportunities for career growth and employee 

performance. Simon and Enz (1995:42) support the statement and deduce that 

promotion and advancement opportunities are among the best tools to motivate 

employees while Riketta and Dick (2005:85) emphasise that behaviour of employees 

in the workplace is related to satisfaction in their careers.  

 

Employee freedom as a motivational factor influences employee performance 

(Greenberg & Baron, 2000:192). To improve employee performance, management 

should give freedom and flexibility at the workplace. An empirical investigation 

indicated that employees’ freedom is the significant factor which motivates them to 

improve performance. According to Across (2005:52), “employees do not perform well 

in situations where they lack autonomy, especially after they have gained the skills to 

work independently”. A study conducted in Nigeria on employee motivation and 

organisational performance in multinational companies by Solomon and Hashim 

(2012:308) confirmed this by stating that by giving employees freedom to make 

decisions about their work is a vital motivational factor as it enhances organisational 

productivity. Blanchard and Witts (2009:24) also agree but add that, for employees to 

perform their duties more effectively and efficiently, they must have the equipment, 

tools, proper training, management support, and the authority to make decisions.  

 

Empirical investigations on job security and job performance by Gabris and Simo 

(1996:35) indicate that there is a positive relationship between job security as a 

motivational factor and job performance. These results were consistent with Nzuve 

and Njambi’s (2015:88) findings in Kenya that employees find job security as 

satisfactory and encouraged them to improve their performance. They further noticed 

that when an organisation offers job security, employees would respond to a higher 

level of performance. Miller (2001:2056) in his study established that job security has 

significant effects on the performance of employees in that employees are less 

motivated to work when their job security is low. Therefore, there is a significant 

relationship between job security and performance. While there are many studies 

linking job security as a motivational factor for employees’ work performance, some 

studies have found results to the contrary (Lemieux, Macleod & Parent, 2009:28). 
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However, most studies have highlighted job security as a motivational factor for job 

performance. 

 

A friendly working environment is another motivational factor that influences employee 

performance within the organisation. A friendly work environment has been found to 

have a direct impact on influencing employee performance within the organisation. 

This Theory was supported by Chen and Lien (2008:3014) when they state that a large 

number of employees are likely to change their jobs when they are under pressure. A 

friendly work environment can also influence employees in carrying out their tasks and 

duties effectively. Similarly, respect among employees and management would assist 

in creating a good working environment and therefore serves as an incentive for 

employees in the workplace.  

 

When work is valued and appreciated, formal recognition plays a vital role in employee 

performance (Safiullah, 2015:86). A study conducted by Safiullah (2015) on employee 

motivation and its influential factors in the telecommunication industry in Bangladesh, 

found that appreciation is one of the top-most desires of employees which motivate 

and keep them productive by enhancing their morale. According to Maslow 

(1943:370), formal recognition is an “esteem factor” while Herzberg’s two-factor 

Theory deduced that employees are more satisfied when there is a conducive working 

environment. Adam’s equity Theory supports this motivational factor and states that 

an appreciation should be done to all employees to avoid inequity and demotivating 

other employees (Safiullah, 2015:86).  

 

Another empirical study conducted by Kruger and Rootman (2010:114) in the Nelson 

Mandela Bay Metropolitan Municipality in South Africa on how small business 

managers influence employee satisfaction and commitment, found that there was a 

sound connection between employee satisfaction and good, safe working conditions 

which, in turn, uplift employees’ performance. This finding was supported by Aarabi, 

Subramaniam and Akeel (2013:301) in their study on the relationship between 

motivational factors and job performance of employees in the Malaysian service 

industry when they found that a good and safe working environment have a positive 

impact in the productivity of the organisation and it enhances job performance. 

Management should, therefore, devise an innovative way to develop and implement 

programmes that will promote a workplace which is friendly, safe and suitable for every 

employee (Kruger et al., 2010:42). 

 

Herzberg (1986:433-448), in his Two-Factor Theory, did mention that offering 

vocational and on-the-job training and development opportunities of employees will go 

a long way in pursuing the position they want within the organisation. Roca, Chiu and 

Martinez (2006:683) in their study on understanding the e-learning model discovered 

that there was a connection between training and development, and opportunities and 

job performance within the organisation. This finding was supported by a study 

conducted by Nzuve and Njambi (2015:95) in Kenya’s Independent Electoral and 
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Boundaries Commission that was eluded to earlier on factors perceived to influence 

employees’ performance. They established that employee training provides 

opportunities for employees to increase their knowledge and abilities for more efficient 

team work and to achieve individual development while improving job performance. 

This was found to be consistent with the argument by Mondy, Neo and Premeaux 

(2002:49) when they argue that training and development are the regular activities 

designed by an organisation to help its employees acquire the necessary skills and 

knowledge to perform current or future jobs. For the employees to get much-needed 

support, training, skills and knowledge for future performance, the organisation should 

have the following activities in place: training and development, on-the-job training, 

coaching, and mentoring and counselling (Nzuve & Njambi, 2015:95).  

 

Job design, challenging and interesting work and job performance were also 

investigated in the study by Nzuve and Njambi (2015:88) and they found that job 

responsibility and challenging tasks are the results of a well-established job design 

within the organisation. This was consistent with Kahn’s (1990:694) study on the 

psychological conditions of personal engagement and disengagement at work wherein 

he found that a high level of satisfaction was due to skill variety, autonomy, task 

significance and regular feedback.  

 

The role of a leader in employee motivation in a constantly changing environment is 

of the utmost important in enhancing employee performance in the organisation 

(Nzuve & Njambi, 2015:89). The effect of trained and competent leaders on 

employees’ work performance cannot be underestimated. Therefore, employees’ 

ideas should be used constructively, communication should be effective, and leaders 

must listen to employees’ work-related problems (Nzuve & Njambi, 2015:92). The 

study by these researchers further established that when employees participate in 

decision-making processes that influence their job, their job performance improves. A 

study conducted by Buford and Jelinek (2006:32) on the human resource essentials 

for managers, found that poor management was a primary reason for low morale and 

unsatisfactory employee performance, yet management is usually tempted to promote 

employees to management and leadership roles without assessing their readiness for 

the roles by the provision of sufficient orientation and training. 

 

The empirical study by Safiullah (2015:85) established that flexible working hours 

generally contribute to a healthy workplace and positive relationships between 

employees and supervisors. When they maintain this working relationship, a higher 

performance rate is imminent. This empirical study was consistent with the study 

conducted by Tyilana (2005:12) in that there are a variety of ways in which 

management can develop the relationship between parties involved through 

consultation, giving regular feedback, taking ideas from employees, showing respect 

and caring for each other and, more importantly, team building exercises. This study 

further revealed that life balance is achieved by flexible working conditions, which in 

turn, enhance performance.  
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Communication as a motivational factor is the pillar of every organisation when it 

concerns performance, and managers should therefore be open to communication 

with their subordinates and how the employees’ work is keeping the organisation’s 

objectives and goals focused through their efforts (Strebler, 2004:52). In a study 

conducted by Re’em (2011:43), it was determined that when managers show interest 

in the work done by employees and regularly communicate possible changes and 

expectations for the organisation, it has a significant impact on employee performance 

and productivity (Re’em, 2011:44). This finding is supported by Durant (2006:1542) 

when he asserts that participation serves not only as a motivator but as a training 

intervention as well, which prepares employees for future leadership tasks.  

 

Currently, performance management as a motivational factor deals with ensuring that 

employees are directing their work efforts to realise the achievement of the 

organisational mission and goals (Strebler, 2004:52). All the phases of performance 

management have an impact on the performance of the employees. Setting realistic 

and accurate goals and objectives over a time period will act as guidance to employees 

to perform their duties effectively and efficiently. These phases will also increase 

commitment in the workplace (Strebler, 2004:52). Strebler (2004:52) further argues 

that all employees should be workshopped to know what exactly constitutes good 

performance, and what performance is desirable and what is not. Strebler (2004:53) 

also found in her research that a sharper focus on training and development is one 

way to proceed in order to improve performance. She also asserted that fitting 

employees to roles that they have skills and knowledge of, have a positive impact on 

performance. Therefore, good performance should be rewarded, and poor 

performance should be discouraged. In this instance, there was evidence that 

performance management and the development of employees have a positive impact 

on employee performance.  

 

There are different motivational theories that elaborate on motivational factors that 

influence employee performance. These theories are based on intrinsic and extrinsic 

motivation. Intrinsic motivation refers to “doing something because it is inherently 

interesting and enjoyable while extrinsic motivation has to do with doing something 

because it leads to a separate outcome” (Ryan & Deci, 2000:54). 

 

2.4 MOTIVATION: META-PERSPECTIVES AND THEORIES 

 

According to Venugopalan (2007:37), there are competing theories to explain the 

nature of motivation. All these theories assist in explaining the complexities of human 

behaviour in work environments. Perspectives regarding motivation vary over time and 

depend upon particular settings and circumstances. Theories of motivation are 

essential for managers to guide their human resource management endeavours within 

an organisation. According to Poisat (2006:466), theories of motivation provide 

frameworks within which attention is incorporated to the problem of how best to 
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motivate employees to work willingly, and efficiently and effectively. These theories 

are not conclusive and are usually divided into two approaches, which are content and 

process theories. The former focuses on “what” and the latter focuses on “how” to 

motivate human behaviour (Venugopalan, 2007:37).  

 

According to Landy and Conte (2007:341), content theories are the earliest theories 

of motivation. Within the work environment, they have had the most significant impact 

on management practices, policies, and performance. Muchinsky (2006:383) states 

that content theories attempt to explain specific things that motivate individuals in the 

workplace. Content theories are also called needs theories; they try to identify what 

employees’ needs are and relate motivation to the fulfilling of these needs. In other 

words, content theories are concerned with identifying employees’ needs and their 

relative strength and the goals they pursue in order to satisfy these needs (Kreitner, 

2004:428). According to Muchinsky (2006:385), content theories cannot explain what 

motivate or demotivate employees. On the other hand, process theories are 

concerned with “how” motivation occurs and what kind of process can influence 

employee motivation (Landy & Conte, 2007:348). Therefore, process theories attempt 

to identify the relationship among the dynamic variables that constitute motivation. 

Furthermore, process theories are concerned with how behaviour is initiated, directed 

and sustained because they emphasise the actual process of motivation (Beck, 

2000:405). However, no single motivation Theory explains all aspects of employees’ 

motives or lack of motivation. Each theoretical explanation can serve as the basis for 

the development of techniques for motivating employees (Beck, 2000:405).  

 

Content theories include Maslow’s Hierarchy of Needs, McGregor’s Theory X and 

Theory Y, Alderfer Existence, Relatedness and Growth Theory, McClelland’s 

Achievement Theory and Herzberg’s Two-factor Theory. Process theories include 

Reinforcement Theory, Vroom’s Valence-Instrumentality and Expectancy (VIE) 

Theory, Adam’s Equity Theory, Locke’s Goal-Setting Theory, Cognitive Consistency 

Theory and Deci’s Cognitive Evaluation Theory (Muchinsky, 2006:411). The 

discussion of both categories of theories (content and process theories) of motivation 

will be analysed, and their impact on and implications for Leeuwkop Management Area 

will be illustrated and described. The exploration and review of content and process 

theories will attempt to explain and describe the situation that prevails in various 

components at Correctional Centres within the Leeuwkop Management Area. An 

identification of different factors that influence employees’ behaviour related to their 

work performance will also be attempted. According to Stotz and Bolger (2013:16), 

content theories assume that an individual is motivated by a strong need of belonging, 

love, social interaction, need for esteem and status or by a need for self-actualisation. 

This content Theory assumption is also supported by Banks (1997:19) by 

acknowledging that when an individual’s needs for food, shelter, security and status 

are met, that individual feels more motivated that when those needs are not met.  
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According to Arnold and Schoonman (2002:161), process theories are extrinsic, and 

they attempt to identify the relationships among the dynamic variables that constitute 

motivation and the actions required to influence behaviour and action. They also 

provide a contribution to employee understanding of the complex nature of work 

motivation. These theories are also known as a cognitive Theory because it is 

concerned with employees’ perceptions of their work environment, and the way in 

which they interpret and understand it. Osabiya (2015:71) argues that “process 

theories provide a much more relevant approach to motivation than Maslow and 

Herzberg”. The most useful theories to managers are the process theories because 

they provide guidance on motivational techniques (Kreitner, 2004:434). Content and 

process theories of motivation will be discussed in more detail in the next section. 

 

2.4.1 Content theories 

 

Some of the most significant content theories impacting on motivation are briefly 

analysed below.  

 

2.4.1.1 Maslow’s Hierarchy of Needs 

 

Probably the most well-known and pioneering Theory of motivation is that of Abraham 

Maslow with his “Hierarchy of Needs”. This Theory made a basic proposition that 

employees are “wanting beings”. This proposition was based on the way employees 

are always looking for more wants, and their wants are dependent on what they 

already have (Maslow, 1943:370). According to this Theory, employees are motivated 

by five basic needs. Abraham Maslow suggested that human needs are arranged in a 

series of levels; a hierarchy of importance. The hierarchy is usually shown as ranging 

through five main levels from the lowest need being physiological, through safety 

needs, love needs and esteem needs to the highest level of needs being self-

actualisation. These are illustrated in Figure 2.1 below. This Theory states that when 

a lower need is satisfied, it is no longer a strong motivator and hence the demand for 

the next higher need becomes dominant, and the individual’s attention is turned 

towards satisfying this higher need (Mullins, 2005:1052). According to Armstrong 

(2006:251), this Theory also states that those needs that are not satisfied needs 

motivate an individual. Irrespective of the demand for satisfaction of higher needs, it 

has been established that self-actualisation being the highest level can never be 

satisfied. Maslow believed that people are motivated to fulfil their own needs.  Every 

person starts at the bottom of the pyramid and works to achieve the goals of the next 

layer working to the following top sector. One is not able to move on to the next level 

of the pyramid until the needs of the first level are met. Once people move to the next 

level, those needs should be met, and if they are not, then it is possible to fall back 

down the pyramid.   

 

  



 

26 
 

Figure 2.1: Maslow’s Hierarchy of Needs 

 

 

 

 

 

 

 

Self-actualisation 

Realisation of potential and  

abilities 

 

Self-esteem 

Status, promotions, respects, raises,  

good grades, prizes 

 

Belongingness and love 

Relationship with our family and friends, colleagues,  

team members 

 

Safety and security 

Security of income, salary, body, employment.  

To have a place to live, good health, financial aid, permanent scholarship 

 

Physiological needs 

Water, food, shelter, sleep 

Source: Mullins (2005:1052) 

 

 Physiological needs 

 

The need for sunlight, food, water and others, which are fundamental to human 

survival, are called physiological needs. At work level, these needs can be met by 

providing the right working conditions, an attractive wage or salary, subsidised 

housing, catering, and so forth. According to Maslow (1943:375), physiological needs 

refer to basic needs of life. It comprises the need to satisfy thirst, hunger, physical 

drive, oxygen and sexual desire while safety needs include safety and security, 

freedom from pain or threat of physical attack, and protection from danger or 

deprivation; thus the need for predictability and orderliness. 
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 Safety needs and job security 

 

According to Greenberg and Baron (2003:194), “the safety needs include the need for 

freedom from threat caused by the environment, animals and people. It also includes 

the need for shelter, security and peace”. According to Robbins (2001:23), provision 

of private health insurance cover, attractive pension provisions, and safe working 

conditions in the work environment are of paramount importance. Greenberg and 

Baron (2003:194) added that security could also include financial security, recognition, 

salary, body wellness, employment, to have a place to live a good health, retirement 

packages, sound insurance, and financial aid and permanent scholarship so that there 

is no financial uncertainty (Burton, 2012:8). Job security is the second motivational 

factor that has a powerful influence on employee performance, and it enhances 

employee motivation in organisations. According to Burton (2012:12), job security is 

one of the major concerns of employees in most organisations. It is a safety factor 

because employees are always in fear about their job security whenever there is a 

recession or economic downsizing. According to Shipley and Kiely (1998:18), any 

changes in the working environment trigger an employee’s job security. Proper 

communication is necessary if any significant changes are to occur within the 

organisation.  

 

 Love and belonging needs 

 

According to Burton (2012:9), love and belonging needs affect the need for 

relationships, affection, giving, receiving love and having a sense of belonging and 

being loved. The following activities could take care of these needs: social clubs, team-

building exercises, organisational sports, employees’ year-end parties, and more 

importantly, management should open a line of communication.  This must include 

factors such as a relationship with their families and friends, a good working 

environment, and challenging and interesting work and flexible working hours. 

Employees feel loved by the organisation when they participate in decision-making 

processes (Maslow, 1943:379).  

 

 Self-esteem needs 

 

Self-esteem needs are associated with self-confidence, and they fulfil the need for 

appreciation, achievement, strength, recognition, prestige, and respect (Burton, 

2012:8). For the organisation to understand this level, employees should encompass 

self-respect and a positive image of themselves. Self-esteem needs include feelings 

of self-worth and respect from others. In order to fully understand this level, the 

employees must have a positive image of their own and embrace self-respect (Burton, 

2012:9). These needs are the circumstances where factors such as feedback, 

performance management, status, promotions respect, raises good grades, and 

prizes and freedom exist.  
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 Self-actualisation needs 

 

Burton (2012:10) defines self-actualisation as someone being all they can be, and they 

have met each of the previous stages. On this particular level, the person’s talents are 

being utilised to the fullest extent. According to Maslow, no single individual ever 

completed this need because people always strive for better almost every time. An 

individual can be motivated to fulfil his/her needs and strive for the next level until 

he/she reaches self-actualisation. Burton (2012:10) further elaborates that people are 

always striving to be better and use their talents in new ways and that it is important 

to motivation because a person must be motivated to fulfil their needs and strive for 

the next level until they reach self-actualisation. Human beings are motivated by the 

following needs to care for themselves: career growth, opportunities, skills and 

abilities, and development and realisation of potentials (Armstrong, 2006:251). 

According to Safiullah (2015:84), Maslow’s Hierarchy of Needs has covered most 

motivational factors that have an influence on employee motivation for better 

performance.  

 

In this study, the focus will be on establishing whether the Leeuwkop Management 

Area has made provision for adequate salaries and other financial incentives that 

would satisfy their needs and provide job security. Emphasis will also be placed on 

whether employees are given opportunities for career growth and development for 

self-esteem and self-actualisation. A determination on whether employees are feeling 

part of the team and cooperation among colleagues and their supervisors will also be 

emphasised to establish whether employees are part of the different teams within the 

organisation. This study will also focus on whether employees are feeling that their 

work is valued and appreciated, and are being given formal recognition for the work 

well done. Job security, good working environment and flexible working hours would 

also be emphasised. The basis for all these motivational factors emanates from 

Maslow’s “Hierarchy of Needs”. Theory X and Theory Y will be discussed in the 

following section which deals with Douglas McGregor’s two distinct views of humans. 

 

2.4.1.2 McGregor’s Theory X and Theory Y 

 

According to Venugopalan (2007:41), Douglas McGregor developed the X and Y 

Theory about human beings in that Theory X denotes a negative human being while 

Theory Y denotes a positive one. These two theories, according to McGregor’s labels 

describe contrasting sets of assumptions about human nature. This Theory relates to 

the manager’s feelings about human nature that people have to have a positive or 

negative assumption concerning human nature.  
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 Theory X 

 

According to McGregor (1960:356), Theory X is the traditional approach to managing 

human beings as represented in this Theory, due to the inherent dislike of work. As a 

result, employees should be forced, limited, guided and threatened with punishment 

to push them to work effectively and efficiently in attaining organisational goals and 

objectives. Human beings prefer to be directed as they normally avoid responsibility 

and have little ambition, and, above all, they need security. McCaffer and Harris 

(2005:63) added that as a result, strict control measures and supervision are exercised 

to achieve desired outcomes from them. The manager, in this case would take a 

decision on the duties to be fulfilled and communicate it in writing and, in certain cases 

verbally, and members of the group would then have to carry out these duties (Bloisi, 

Cook & Hunsaker, 2013:134).  

  

 Theory Y 

 

According to Bloisi et al., (2013:134), Theory Y is a people-centred approach. It refers 

to the higher order needs and the motivation to fulfil these needs at work. Theory Y is 

based on the assumption that physical and mental effort is as natural as play or rest. 

According to Osabiya (2015:70), commitment to objectives is a function of rewards 

associated with their achievement; human beings learn, under the proper conditions, 

not only to accept but to seek responsibility. The capacity to exercise a relatively high 

degree of imagination, ingenuity, and creativity in the solution of organisational 

problems is also widely distributed in the population (Osabiya, 2015:70). Osabiya 

(2015:70) further states that “the implications of Theory Y are that leaders operating 

under these assumptions would be more likely to consult the group, encourage 

members to contribute to decision-making and work without strict supervision”.   

 

2.4.1.3 Alderfer’s Existence, Relatedness and Growth (ERG) Theory  

 

Alderfer’s Theory can be regarded as a simplified version of Maslow’s Hierarchy of 

Needs. Alderfer ERG Theory, as compared to Maslow’s Hierarchy of Needs Theory, 

reorganised Maslow’s hierarchy of needs into three levels of core needs, which are 

existence needs, relatedness needs and growth needs. Their meanings are as follows: 

 

 Existence needs 

 

Existence needs refer to the needs that are satisfied by material substances or 

conditions such as food, water, clothing, air, physical love and affection. These 

existence needs are directly related to Maslow “hierarchy of needs” levels one and 

two, namely the physiological, and safety and security needs with the same 

characteristics (Johnson, Nader & Fornel, 1996:692).  
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 Relatedness needs 

 

Relatedness needs are those needs that can be satisfied using communication or 

interacting with one another (Greenberg & Baron, 2003:195). The combination of 

intrinsic and extrinsic rewards motivates these needs. Rewards in this instance include 

honest feedback, social and external esteem and relationship with one another 

(Greenberg & Baron, 2003:195). Relationship with one another in this instance 

involves the family, friends, fellow-employees and employers. Relatedness needs are 

directly related to Maslow’s “hierarchy of needs” levels three and four, which are 

belongingness and self-esteem (Johnson et al., 1996:692).  

 

 Growth needs 

 

Growth needs are characterised by strong personal involvement that fully uses 

employees’ skills, ability and creativity. These needs require of employees to be 

creative and productive and complete a given task effectively and efficiently. This 

Theory has a direct link to Maslow “hierarchy of needs” level four and five, which are 

self-esteem and self-actualisation (Johnson et al., 1996:693). These needs are less 

specific than existence needs, and it is dependent on a relationship between two or 

more people. All these needs are considered to be equal as far as motivation is 

concerned (Johnson et al., 1996:692).   

  

The relationships between three different categories of Alderfer's ERG Theory: 

 

 Satisfaction-progression: relates to employees moving to higher level needs 

based on satisfied needs (Venugopalan, 2007:39). 

 

 Frustration-regression: if the value needs are not fulfilled an employee can 

resort to the lower level needs that are easier to satisfy (Venugopalan, 

2007:40). 

 

 Satisfaction-strengthening: relates to maintaining already-satisfied needs or 

strengthening the lower-level need, and more than one need can be operational 

at the same time (Johnson et al., 1996:694). 

 

2.4.1.4 McClelland’s Three-Needs Theory 

 

McClelland’s “Three-need Theory” encompasses achievement needs, affiliation needs 

and power needs. It is similar to the higher order (social esteem) needs as indicated 

by Maslow “Hierarchy of needs”. This Theory emphasises that individuals are 

motivated by three primary drivers as mentioned above (Venugopalan, 2007:41).  
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 Achievement needs 

 

For these needs, establishing a set of standards could drive employees to excel in 

their work (Yamaguchi, 2003:325).  As employees excel in their duties, the results will 

in all probability be that achievement needs are satisfied because employees were 

able to actualise their purpose regardless of the situation they were in (McClelland & 

Koestner, 1992:143). People generally dislike succeeding by chance and usually need 

a personally-identifiable source for their success and failure (Hochwarter, Witt, 

Treadway & Ferris, 2006:229). High achievement individuals are more convinced and 

content in a job that contains and comprises of both skills and difficult challenges, and 

they are more frequently seeking feedback (Eisenberger, Jones, Stinglhamber & 

Shanock, 2005:772).  They seek a situation in which they can obtain personal 

responsibility, and they are good in problem-solving (Brunstein & Maier, 2005:207). 

According to Mullins (2005:1052), “the degree of effective task performance is related 

to the degree to which the individual behaves accountably in his/her position. Explicit 

motives, on the other hand, are manifest by deliberate choice behaviours (e.g., 

explicitly stated preferences for difficult tasks)”.  

. 

 Affiliation needs 

  

Affiliation needs encompass the desire to have a close friendly relationship with others 

(Robbins, 2003:23). Furthermore, employees with this type of needs engage in 

organisational team activities, which have a high number of participants with high 

interdependence and cooperation (Yamaguchi, 2003:324). Sympathy and 

accommodating one another characterise these needs (McClelland & Koestner, 

1992:149). According to McNeese-Smith (1999:244), “there is a positive relationship 

between high-affiliation needs and enabling others to act in ways deemed desirable”. 

McNeese-Smith (1999:247) further suggested: “those high in affiliation needs lead 

others in desirable directions and that in doing so, they feel answerable to the same 

ethical codes of conduct common to their peers”. Spending time interacting with one 

another gives an employee a strong affiliation with the needs of team activities. High-

affiliation needs have a positive impact on leading others in the right direction and they 

easily promote an organisation’s code of conduct as they pass along important and 

useful information about how to behave in the workplace (Venugopalan, 2007:40). It 

also relates to creating strong interpersonal acts as a resource in the future when 

manoeuvring in threatening or uncertain settings (Royle, 2012:27).  

 

 Power needs 

  

The core of power needs is an individual’s desire to be influential in the workplace. 

This relates to managing the behaviour of others to behave differently (Venugopalan, 

2007:43). In short, an individual with high-power-needs is looking for a position of 

power to compel the actions of others. High-power-needs individuals enjoy 
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competition and status-driven situations. They make sure that the strategy they are 

implementing is within their control (Veroff, 1992:280). As a result, these individuals 

would naturally be turned on by holding a position of power authority and influence 

within the organisation. By placing such high-power-needs individuals into higher 

positions, will be to the organisation advantage as they will ensure that organisational 

policies and orders are followed and carried out by employees (Yamaguchi, 

2003:328). According to Royle (2012:29), “individuals who are aware that another 

person has been helpful will reciprocate by ensuring that relevant mutual goals are 

met or corrective measures taken if perceived performance decrements exist”. 

According to Spangler, House and Palrecha (2004:48) a person with high-in-power 

needs, suggests that others will often indirectly cede a portion of their autonomy to 

them. Consequently, it is plausible that positive changes to one’s job might occur and 

satisfy implicit power motives. Essentially, it is contended by these authors that power-

needs do promote accountability but only if the specific high-in-power person also feels 

an obligation to act morally. According to Kreitner (2004:429), “Frederick Herzberg in 

the 1950s challenged the traditional view of job satisfaction compared to job 

dissatisfaction when he proposed a Theory of employee motivation based on 

satisfaction”. The following section elaborates on intrinsic and extrinsic motivational 

factors as analysed in Hertzberg’s Two-Factor Theory. 

 

2.4.1.5 Herzberg’s Two Factor Theory 

 

Herzberg’s-Two Factor Theory or Motivation Hygiene Theory is one of his many 

theories. Herzberg’s Theory relates to the redesigning of jobs at the time 

(Venugopalan, 2007:40). He believed that the mental health of employees is related 

to performance. Figure 2.2 below illustrates the motivational factors explored by 

Herzberg (Mullins, 2005:1058). He labelled these factors as content and context 

factors of motivation. Job content was related to good feelings while job context was 

related to bad feelings of employees at work. The study revealed satisfiers and 

dissatisfiers as two distinct types of motivation factors. In essence, content factors are 

intrinsic which are satisfiers while context factors are extrinsic and are regarded as 

dissatisfiers. Together they are called Herzberg’s “Two-factor Theory”.  
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Figure 2.2: Herzberg’s Two-factor Theory  

 

 
Source: Mullins (2005:1058). 

 

According to Mullins (2005:1058), the existence of motivational factors makes 

employees to be motivated while the hygiene factors do not motivate them.  According 

to Herzberg, the following factors have a significant role in motivation of employees in 

the job: recognition, work itself, stimulation, responsibility, advancement, and 

development and personal growth. Concerning the above factors, Herzberg concludes 

by saying that “there is a set of extrinsic job conditions that, when not present, result 

in dissatisfaction among employees. If these conditions are present, this does not 

necessarily motivate employees. These conditions are the dissatisfiers or hygiene 

factors because they are needed to maintain at least a level of no dissatisfaction. 

These factors are related to the context of the job and are called dissatisfiers. These 

include job security, salary, working condition, status, organisational policies, 

supervision, interpersonal supervision and fringe benefits”. 

 

Herzberg posits that in motivating employees, good job design is critical.  

Organisational policies alone are not sufficient for motivating employees. However, 

organisations and managers must make use of employee skills, and talents and 

abilities for effective performance every time. It is essential to give employees a 

challenging and exciting work so that they can feel a sense of achievement, growth 

and recognition (Burton, 2012:12). Considering the content theories discussed above, 

one can generalise that the Hierarchy of Needs Theory by Maslow forms the basis of 

all content theories.  
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This Theory emphasises that employees are motivated by five basic needs in the 

workplace and that these needs are in the Maslow hierarchy of needs, namely, 

physiological needs, needs for safety and security, needs for belonging and 

acceptance, needs for self-esteem and the need for self-actualisation (Burton, 

2012:12). This study would determine the level of physiological needs such as shelter 

and basic needs in the workplace. The study would also seek to discover the level of 

employees’ safety and security needs in the workplace. The research would further 

determine the level of employee acceptance by the group, sense of belonging, love, 

self-esteem, freedom from danger, recognition, feeling achievement, and whether 

employees are using their capabilities in the workplace. This research would also 

determine if the employees’ workplace supports personal development, employee 

training, promotion, work progression, and whether the employees feel they have been 

given the recognition they deserve in the workplace (Burton, 2012:13).  

 

The study would further determine whether employees who are forced, limited, guided 

and punished to work are more effective than those who exercise self-direction and 

self-control as mentioned in McGregor’s Theory X and Theory Y (Burton, 2012:14). As 

it relates to Alderfer’s ERG Theory, the research would determine whether employees’ 

needs are satisfied by material conditions or those that are more related to the 

physiological need of Maslow’s Hierarchy of Needs. The study would further determine 

whether employees experience the categories of ERG Theory such as satisfaction, 

frustration progression and satisfaction-strengthening activities in the workplace 

(Burton, 2012:17). McClelland’s Three Needs Theory mentioned that employees have 

three needs that are achievement needs, affiliation needs and power needs. 

Therefore, the study would further seek to determine whether there are set standards 

to achieve promotion to the top position in the workplace. The study also seeks to 

determine whether the desire to be influential, drives an employee to excel at work 

and to establish whether employees’ desire to be influential has an impact on 

employee motivation to perform to their full potential. Because jobs can be redesigned 

in some organisations to motivate employees as illustrated by Herzberg’s Two Factor 

Theory, this study would determine whether job redesign would motivate employees 

(Burton, 2012:19). 

  

Content theories discussed in this research have an impact on employee motivation 

in the workplace (Burton, 2012:19). Managers should be made aware of these theories 

so as to gain much-needed knowledge and understanding on how to motivate different 

employees to perform more than expected. When managers are aware and master 

these content theories, the expectation is that they would know the needs of 

employees and manage working relationships more effectively (Burton, 2012:19). With 

the use of content Theory managers will be able to comprehend the factors and 

conditions that motivate and demoralise employees. Having been informed about 

content Theory knowledge and engagement through this research process, managers 

could develop strategies that are relevant and enhance employee motivation in the 
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organisation (Burton, 2012:19). It is inevitable that people will be influenced by stimuli 

from events, people and themselves. The responses to such stimuli would in one way 

or another cause another event to occur and could result in another response. In this 

regard, the modern work environment is not immune to this phenomenon (Burton, 

2012:22).  

  

2.4.2 Process theories 

 

This section briefly elaborates on five dominant process theories. 

 

2.4.2.1 Reinforcement Theory 

 

According to Muchinsky (2006:396), Reinforcement Theory is one of the oldest 

theories of motivation, and is a way to explain behaviour and why employees do what 

they do. The Theory is also known as Behaviourism, or Operant Conditioning, which 

is still commonly taught in psychology today. Employee behaviour can be changed by 

way of reinforcement, extinction and punishment. Factors such as rewards are used 

to change an employee’s behaviour to the employer’s requirements. On the other 

hand, punishment imposed on employees to prevent the behaviour the employer does 

not need within the organisation, may also contribute to a changed behaviour. 

According to Venugopalan (2007:54), extinction is a means to stop someone from 

performing a learned behaviour. Therefore, there exists positive and negative 

reinforcement in the workplace in terms of this Theory.  

  

 Positive Reinforcement 

 

According to Osland, Kolb, Rubin and Turner (2007:111) “positive reinforcement 

occurs when a manager provides a positive response when an employee behaves in 

an appropriate manner” For example, if an employee stays late to finish an important 

project, a word of appreciation and praise is a positive reinforcement. Positive 

reinforcement such as rewards (bonus and gift cards, amongst others) is an 

acceptable motivation to many and employees are likely to repeat such behaviour in 

future Muchinsky (2006:398).  

 

 Negative Reinforcement 

 

Negative reinforcement is used to guide employees to behave in the way the 

organisation expect them to so that they can able to reach the goals and the objectives 

of the employer (Osland et al., 2007:111). According to Muchinsky (2006:398), “if an 

employee fails to meet several deadlines, a leader might require the employee to 

submit a progress report to him every day. The employee may view this requirement 

negatively, especially if the employee previously worked independently. When the 

employee demonstrates that he can meet deadlines consistently, removing the 

negative consequence of the progress reports acts as a negative reinforcement”.  
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The following process Theory will be instrumental in achieving a valued organisational 

goal. 

 

2.4.2.2 Vroom's Expectancy Theory 

 

As mentioned by Ramlall (2004:52), “Vroom’s Expectancy Theory assumes that 

behaviour results from conscious choices among alternatives whose purpose it is to 

maximise pleasure and minimise pain”. Vroom (1964:25) suggested that “the 

relationship between people's behaviour at work and their goals was not as simple as 

was first imagined by other scientists”. Vroom realised that individual factors like skills, 

knowledge, personality, experience and abilities influence employee motivation. 

According to Nadler and Lawler (1983:46), the Theory suggests that, even when 

employees have different sets of goals, they can be motivated if they trust that their 

efforts and performance correlates positively. Good performance will result in good 

reward and that the need should be satisfied with the reward and that the need should 

be satisfied at all cost; hence they perform adequately for the reward.  

 

 Valence variable 

 

As indicated by Vroom (1964:15), valence alludes to the passionate feelings 

individuals hold for results (rewards). The understanding of the need for employees 

for extrinsic (cash, advancement, time-off, and benefits) or intrinsic (fulfilment) 

rewards, could motivate management to establish what employees' priorities in the 

workplace are. For valence to be certain, the individual must incline toward 

accomplishing the result. For instance, if somebody is essentially motivated by cash, 

the person probably would not regard offers of extra time off highly. Valance is the unit 

of money that the individual connects with the outcome (remuneration) (Venugopalan, 

2007:51). As indicated by Klitzner and Anderson (1977:347), a constructive valance 

demonstrates that the individual has an inclination for getting the reward rather than a 

negative valance, which holds the characteristic that the individual is aware that the 

reward does not fill a need or individual objective. In this way, the person in question 

does not put any value or incentive towards their achievement (Venugopalan, 

2007:51).  

 

 Expectancy variable 

 

Employees have distinctive desires and dimensions of certainty about what they can 

do (Buchanan & Hueznski 1985:58). Management must find what assets, training, or 

supervision employees need. Expectancy is the conviction that expanded exertion 

would prompt expanded performance. This is influenced by such things as having the 

correct assets accessible (for example crude materials and time); having the correct 

aptitudes to carry out the responsibility; and having the vital support to take care of 
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business and getting the job done (for example manager support or correct data at 

work) (Buchanan et al., 1985:58).  

 

 Instrumentality variable 

 

According to Vroom (1964:16), the view of employees whether they would get what 

they want regardless of whether a supervisor has guaranteed it, is known as a 

characterised instrumentality variable. Management must guarantee that guarantees 

of remunerations are satisfied and that employees are informed about it. Vroom 

recommends that a worker's convictions about expectancy, instrumentality, and 

valence must interface mentally to make a motivational power with the outcome that 

the employees’ demonstrations in manners will bring joy and evade distress. 

Instrumentality is the conviction that if employees perform well, a much-needed result 

would be realised (Venugopalan, 2007:51). Critically, the weakness of Vroom's Theory 

is less valuable when sensitivities are at stake. So, regardless of whether an 

organisation has given everything proper to motivate people, it does not imply that an 

individual would not see that it does not work for him/her (Greenberg, 2011:46).  

 

As indicated by Venugopalan (2007:51), the Expectancy Theory of motivation has 

been the objective of numerous commentators. Graen (1969:24) states that since 

Vroom initially published his Theory in 1964, other scholars are of the view that its 

development is more of an expansion of the first ideas instead of a deviation from 

them. All things considered, Vroom conceded himself that the Expectancy Theory of 

motivation ought to be refreshed with new research discoveries (Graen, 1969:25). One 

of the real reactions of the anticipation hypothesis of motivation model was that it does 

not clarify the distinctive dimensions of endeavours carried on by an individual 

(Venugopalan, 2007:52). There is also the assumption that a reward would tempt an 

employee to create more notable actions in order to obtain the reward, but ignore the 

manner in which the reward referred to could hurt the individual, while requiring 

motivational speculation to explain what persuades people in the work setting. 

Expectancy Theory is increasingly criticised about the subjective occasion that goes 

into motivation and how they identify with one another (Graen, 1969:25). 

 

In terms of Vroom's hypothesis of motivational viewpoints inside a person, it presents 

the idea of a powerful connection among individuals and the impact of sentiments of 

value and imbalance concerning employees’ dimensions of motivation. In such 

manner, Adam's Equity hypothesis will be explored in the next section. 

 

2.4.2.3 Adam’s Equity Theory 

 

According to Venugopalan (2007:55), John Stacey Adams, a work environment 

specialist and a social analyst, set out his Equity Theory on employee motivation in 

1963. There are similarities with Charles Handy's augmentation and explanation of 

past interpretations of Maslow, Herzberg and different pioneers of working on 



 

38 
 

environment psychology research, in that, his hypothesis recognises that variable 

elements influence every individual's evaluation and view of their organisation within 

which they work (Adams, 1965:25). Discernment of the more extensive circumstances 

and urgent correlation is highlighted more vigorously in the Equity Theory than in 

numerous other prior motivational models. As indicated by Venugopalan, 2007:55) 

Adams' Equity Theory’s reaches out past the individual himself, and joins the impact 

and correlation of other individuals' circumstances, for instance, associates and 

companions who are framing a similar view and consciousness of Equity, which 

ordinarily indicates a feeling of what is reasonable (Venugopalan, 2007:52). As 

indicated by Perry and Wise (1990:367), when individuals feel decently or favourably 

treated they are bound to be propelled; when they feel unreasonably treated they are 

inclined to sentiments of resentment and demotivation. How individuals measure this 

feeling of reasonableness is the core of the Equity Theory. Value and, consequently, 

the persuasive circumstance one may look at to evaluate utilising this model is not 

reliant on the degree to which an individual’s trust compensates or surpasses actions; 

nor even primarily on the conviction that remuneration surpasses actions by any 

stretch of the imagination (Armstrong, 2006:251).  

 

Adams called individual activities and remuneration and other comparable “give and 

take” issues at work separately as “data sources” and “yields”. Sources of information 

are what employees give or put into their work, where yields are all that are 

consequently taken out. These terms help emphasise that what individuals put into 

their work incorporates numerous components other than working hours and that what 

individuals get from their work incorporates numerous things besides cash (Armstrong, 

2006:253). Adams’ Equity Theory goes further and is not quite the same as just 

evaluating actions and reward. Practically speaking, this clarifies why individuals are 

unequivocally influenced by the circumstances and perspectives of associates, 

companions, and accomplices amongst others, in setting up employees’ very own 

feeling of decency or value in their work circumstances. As indicated by Tyler and Bies 

(1990:78), the Equity Theory clarifies why individuals can be exited and propelled by 

their circumstances on a certain day, but then, with no change to their terms and 

working conditions, can become extraordinarily miserable and demotivated in the 

event that they learn, for instance, of a partner (or more seriously, a whole gathering) 

receiving an amount of money out of a superior’s reward-to-action proportion. It 

clarifies why giving one individual recognition or a pay-rise can have a demotivating 

effect on others.  Thus, Adams’ utilisation of the terms “information”, “sources” and 

“yields”, spread to all parts of the work that an individual performs, amends, endures 

and contributes to (Moorhead & Griffin, 1995:21).  

 

Equity Theory comprises of four suggestions:  

 

 Individuals look to boost their results (where results are characterised as 

remuneration with fewer expenses).  
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 Groups can amplify aggregate rewards by creating acknowledged frameworks 

for distributing prizes and expenses among them. Frameworks of value would 

advance inside gatherings, and individuals would motivate different individuals 

to acknowledge and hold fast to these frameworks. 

 

 When people end up taking part in discriminatory practices, they are left upset. 

The more discriminatory the relationship, the more pain people feel.  

 

 Individuals, who see that they are in an unjust relationship with their activities, 

dispense with their troubles by re-establishing value. The more prominent the 

disparity, the more misery individuals feel and the more they re-establish value 

(Walster, Walster & Traupmann, 1978:84).  

 

As indicated by Landy and Conte (2007:350), Vroom’s Expectancy hypothesis and 

Adam's Equity Theory depends on the presumption that individuals are consistently 

reasonable. These two hypotheses did not continue and advance as much as 

speculations that concentrated on the individual as deliberate.  Goal-Setting Theory is 

one such hypothesis that did persist and develop into a mature and extensive way to 

deal with work motivation. 

 

2.4.2.4 Goal-Setting Theory of Motivation 

 

Locke and Latham (2002:309) give a comprehensive Goal-Setting Theory of 

motivation. The Theory underlines the essential connection between goals and 

performance. Literature underscores forecasts that the best employee’s performance 

appears to result when goals are explicit and testing, and when they are utilised to 

assess performance and connected to feedback on results. Mediators might influence 

the motivational effects of goals, for example, capacity and self-adequacy (Lunenburg, 

2011:1). Due dates enhance the adequacy of objectives. A learning-goal introduction 

prompts higher performance than performance-goal introduction, and group Goal-

Setting is as imperative as an individual, objective setting. Goals impact on a worker’s 

conduct and performance in institutions and management practices (Locke & Latham, 

2002:716). Almost every cutting-edge institution has some type of objective setting in 

a task.  

 

As indicated by Lunenburg (2011:2), projects and programmes, for example, 

management by objectives (MBO), high-performance work practices (HPWPs), the 

management information systems (MIS), and benchmarking, extend focuses 

incorporating the improvement of explicit goals. Moreover, Goal-Setting is the primary 

clarification for every real Theory of work performance whether that be Vroom's (1994) 

VIE Theory, Maslow's (1970) or Herzberg's (1986:23) motivational theories, Bandura's 

(1997:14) social cognitive theories, or operant-based behaviourism (Skinner, 

1979:33). Managers generally acknowledge Goal-Setting as a way to enhance and 
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continue good performance (DuBrin, 2012:42). In view of several studies, the real 

finding of Goal-Setting is that people, who are furnished with explicit, troublesome yet 

feasible goals, perform superior to those given simple, nonspecific, or no goal. 

Nonetheless, people must have adequate capacity, acknowledge the goals, and get 

feedback identified with performance. Goal-Setting is a good method for propelling 

individuals to perform their work to the best of their ability (Latham, 2003:309). 

 

 A clear and specific goal 

 

As indicated by Locke and Latham (2002:716), clear goals are quantifiable and 

unambiguous. At the point when a goal is clear and explicit, with a positive time set for 

its accomplishment, there is less misconstruing about what practices would be 

remunerated. One can realise what is achievable and can utilise the particular 

outcome as a source of motivation (Lunenburg, 2011:3). To enhance a team's 

performance, it is necessary to set clear goals, and utilise explicit and quantifiable 

principles. Employees perform at more elevated levels when requested to meet a 

particular superior goal (Lunenburg, 2011:3). Requesting that employees enhance 

their work to work more enthusiastically, or to do their best, is not useful because these 

kinds of goals do not give them an intended target. Explicit goals (regularly evaluated) 

let employees recognise what to pursue and enable them to gauge their own 

advancement (Locke & Latham, 2002:716). Explicit goals help realise other 

institutional goals, for example, decreasing non-appearance, lateness, and turnover in 

the workplace (Locke & Latham, 2002:716). 

 

 Goal level of challenge 

 

Noticeable among the most important attributes of goals is the dimension of challenge 

(Lunenburg, 2011:5). Individuals are regularly persuaded by accomplishment, and 

they would pass judgment on a goal depending on the criticalness of the foreseen 

achievement (Lunenburg, 2011:3). When one realises that what one does would be 

generally welcomed, there is a natural motivation to work admirably. According to 

Bandura (1997:55), if the individual trusts that completing a challenging job would be 

remunerated, it would help eagerness and motivate the employee to complete it. It is 

imperative to strike a proper harmony between a challenging goal and a practical goal. 

Defining a goal that employees would neglect to accomplish is potentially more 

demotivating than defining a goal that is excessively simple (Lunenburg, 2011:7). 

 

 Employee commitment 

 

Goals ought to be comprehended and agreed upon if they are to be powerful. 

Employees are bound to become engrossed in a goal if they believe they were part of 

making that goal (Lunenburg, 2011:7). Concurred goals lead to responsibility. This 

does not imply that each goal must be consulted with and endorsed by employees 
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(Bandura, 1997:54). It means that a goal ought to be predictable and in accordance 

with past desires and management concerns.  

 

 Employee feedback 

 

Notwithstanding choosing the correct sort of goal, a powerful goal programme should 

incorporate feedback (Lunenburg, 2011:7). Feedback gives chances to clarify 

misunderstandings, modify goal challenges and, provide acknowledgement of 

successful achievement. It is, therefore, important to provide benchmarks or targets, 

so that employees can decide for themselves how they are progressing with its 

achievement (Lunenburg, 2011:9). The standard regular progress reports, which 

measure explicit accomplishment routes, are especially needed where it will require a 

long investment to achieve a goal. Feedback helps in two essential ways. Firstly, it 

enables individuals to decide how well they are getting along because performance 

feedback will, in general, support better performance. Secondly, input to goal 

attainment additionally enables individuals to decide changes in their performance that 

are required to enhance it (Lunenburg, 2011:9). 

 

 Task complexity 

 

According to Bandura (1997:55), the last factor in the Goal-Setting Theory presents 

two additional necessities for progress. For goals or assignments that are exceedingly 

confusing, consideration must be had to guarantee that the work does not turn out to 

be excessively overpowering. Individuals who work in complex and demanding jobs 

presumably must have an abnormal state of motivation.  However, they can frequently 

propel themselves excessively hard if measures are not incorporated into the Goal-

Setting process to represent the complexity of the undertaking. It is along these lines, 

important to do the following:  

 

 give the individual sufficient time to meet the goal or enhance performance; and 

 Provide enough time for the individual to rehearse or realise what is normal and 

required for progress (Bandura, 1997:55).  

 

As indicated by Lunenburg (2011:13), goal-setting is something most executives 

perceive as crucial for institutional achievement. By understanding Goal-Setting 

Theory, managers can successfully apply the standards to a goal that he has set with 

colleagues. The manager should utilise clear, challenging goals, and invest in 

accomplishing them. The supervisor ought to give objective criticism on each 

colleague’s performance and contemplate the complexity of the assignment. If the 

manager pursues these basic guidelines, his Goal-Setting procedure would be 

considerably more effective, and the general performance of his/her subordinates 

would increase positively. 
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2.4.2.5 Cognitive Consistency Theory 

 

The concept "cognitive" alludes to "considerations, convictions, familiarities, 

sentiments, frames of mind, and aims (Howell & Dipboye, 1986:808). In this manner, 

the term is characterised rather extensively and encompasses nearly everything 

people hold dear. The term “consistency” alludes to always behaving in the same way 

over insights, implying that frames of mind ought to be understood, adjusted, or having 

a similar focus. Clashing discernments put people in an undesirable mental state. As 

indicated by Howell and Dipboye (1986:809), since pleasant states are favoured, 

people experience a strain to have these clashing discernments settled, and they 

make a move to lessen pressure and achieve mental parity. According to the Cognitive 

Consistency Theory, individuals look for consistency among frames of mind and 

perceptions (Osgood & Tannenbaum, 1955:48). Cognitive consistency (a sort of 

genuine feelings of serenity) can in this manner be extreme; when defied with 

conflicting data, the mind's safeguard components can examine through undesirable 

data and adjust its memory of such choices. Each employee takes risks on peace of 

mind (Howell & Dipboye, 1986:810).  

 

The Cognitive Consistency Theory is, for the most part, connected when attempting 

to comprehend and tackle issues, and are endeavouring to guarantee that their 

convictions and qualities remain steady (Osgood & Tannenbaum, 1955:49). Cognitive 

consistency equilibrium includes converting data and making it fit into one's plans. This 

inside fight between cognitive consistency and cognitive disharmony could have 

damaging negative impacts. Cognitive Consistency Theory centres on the impacts of 

irregularities propelling individuals to respond. This Theory posits how social 

motivation happens when contemplations contrast and cause strife, bringing about 

production of strain (Osgood & Tannenbaum, 1955:52). This pressure is the main 

thrust for an adjustment in conduct to facilitate the strain. At the point when the change 

happens, and an individual respond at that point, the strain is diminished.  

 

Individuals need consistency in their lives, and this Theory demonstrates how 

individuals persuade themselves to function and alter conflicting measures. According 

to Howell and Dipboye (1986:811), there are three stages to this Theory: Step one 

expresses that individuals expect and have an inclination for consistency in their lives.  

Usually, individuals need things to work out as indicated by a plan and how it is relied 

upon. There are physical and mental support structures that individuals rely on day-

by-day. Stage two emphasises the factor that much of the time, circumstances emerge 

that are unforeseen and sets an irregularity between what was normal and what 

happened. Pursuing this irregularity is called disharmony (Osgood & Tannenbaum, 

1955:54). Disharmony is the intellectual, enthusiastic, mental, and social expression 

that emerges when things do not proceed how they were anticipated. Stage three 

represents the strategies dismantled which that will break mental distress to return 

one back to balance. There are various approaches to adapt to disharmony. The 

central matter is to understand that individuals are always going to utilise diverse 
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mental strategies for the way in which disputes are treated in an undesirable state 

(Osgood & Tannenbaum, 1955:54). 

 

2.4.2.6 Cognitive Evaluation Theory 

 

Cognitive Evaluation Theory is a predecessor of self-determination Theory and 

focuses on the distinction between intrinsic and extrinsic motivation (Deci, 1975:23-

24). At the point when people experience intrinsic motivation, they take part in 

practices they see as fascinating, fulfilling, satisfying, pleasant, satisfying, and 

retaining (Vansteenkiste, Lens & Deci, 2006:20). At the point when people experience 

extrinsic motivation, they take part in practices only as a result of the target outcomes 

they may acquire, for example, substantial rewards or commendations. As opposed 

to extrinsic motivation, intrinsic motivation will, in general, improve diligence, 

prosperity, and innovativeness. In a few examples, these extrinsic rewards do not 

trade off the natural motivation of people. In particular, compensation that does not 

rely upon performance does not have an effect in employee motivation, probably on 

the grounds that such motivations did not appear to control conduct (Deci, Koestner & 

Ryan, 1999:21). Altogether, these discoveries show that any powers that check 

independence and decision-looming rewards, dangers, or evaluations, will, in general, 

diminish inherent employee motivation (Deci, Koestner & Ryan, 1999:23). Thus, a 

social atmosphere that is strong, instead of controlling, will in general diminish natural 

motivation. Deci et al., (1999:28) likewise contended that information that supports the 

ability of people presents intrinsic motivation.  

 

As indicated by Farr (1976:226), self-determination Theory offers some knowledge 

into the variations of passion, amicable and over-the-top enthusiasm. Amicable 

enthusiasm emanates when people participate in beloved undertakings. That is, in this 

case, the action is characteristically pleasant or has been disguised into the 

personality of people. People feel to decide about whether they might want to 

participate in these interests. Interestingly, obsessive enthusiasm emanates from an 

impulse in people to complete these exercises. That is, people experience a controlled 

motivation. They believe they ought to embrace this undertaking to improve their 

feeling of worth, to inspire someone else, or to satisfy a wild desire to look for pleasure 

(Pinder, 2008:86-87). 

 

According to Lawler (1973:532), process theories are generally regarded as modern 

theories of motivation, and that makes them more important in any organisation. It is 

because they emphasise that employees can be motivated sufficiently to perform their 

duties to the best of their ability. However, viewing these theories independently with 

content theories would be a big mistake. This is because several ideas in the theories 

correspond and an organisation would be better-off having knowledge of how to 

motivate employees if managers see how the motivational theories fit together. In 

reinforcement Theory, it was emphasised that propelling employees can be 

troublesome, as every worker has a particular identity and distinctive goal. Finding the 
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motivational structure that works for a whole group may appear to be unthinkable. 

Utilising the reinforcement Theory of motivation can assist organisations with 

managing a group with different identities since it concentrates on worker conduct and 

performance to accomplish wanted results. The reward in this Theory is intended to 

strengthen the ideal reaction. Vroom's Expectancy Theory recommends five 

noteworthy parts that may impact on the workers to build their performance. These 

parts are as follows: job results (pay, advances and various benefits), valences (what 

the worker appreciates most as help, instrumentality (confidence that if a worker is 

able to perform well, the person concerned would be compensated), anticipation 

(expanded actions would prompt expanded performance) and power (weight or effort 

measurement) to achieve good performance. In this manner, exploration of these 

theories could assist in understanding which part of a theory propels employees to the 

desired performance.  

 

Then again, Equity Theory as indicated by Beck (2000:404), can be viewed as “a 

handy instrument in contrasting how hard it is to function properly and what the worker 

is acquiring or receiving as a result, and if there are errors, the worker ends up 

despondent”. Besides, the worker may contrast him or herself to another employee 

doing a similar work. At the point when the yield of employees in the form of a type of 

remuneration differs, a worker may either encounter a feeling of decency or value 

considering the proportions are equivalent, or employees may experience a feeling of 

shamefulness if they are not remunerated the same when the proportions are 

analysed are not the equivalent. Hence, this study would determine whether the 

Department of Correctional Services is designating resources to employees 

reasonably and whether rewards assigned to them are related to a value necessity. 

 

The Goal-Setting Theory of Locke and Latham underline the significance of the 

connection between goals and performance. This relationship was supported by a few 

scholars in that the best performance appears to be attained when goals are explicit, 

clear, difficult, satisfactory and complex.  

 

Employees’ commitment and feedback could also have a significant influence on 

employee performance in accordance with the Goal-Setting Theory. The motivational 

effect of this Theory might be influenced by components of the goals, for example, 

capacity and self-adequacy. Due dates enhance the viability of goals. In this theory, 

an increase in goal orientation prompts higher performance compared to performance 

goal orientation. In any case, group Goal-Setting is as critical as individual Goal-

Setting. This study attempts to determine if the performance feedback process 

assumes a job and worker performance as an input as intended to give data about 

representative performance in the working environment. The Cognitive-Consistence 

Theory suggests that employees need self-esteem behaviour in the performance of 

their tasks. This research also seeks to provide clarity about what gives employees 

peace of mind at work and whether self-esteem has a positive effect on employee 

performance. This study would also attempt to determine whether extrinsic motivation 
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and intrinsic motivation tends to enhance persistence, wellbeing, and creativity that, in 

turn, increase employee performance in the workplace. The last process Theory is 

Cognitive Evaluation Theory. It focuses on the distinction between intrinsic and 

extrinsic motivation. This Theory proposes that when people experience intrinsic 

motivation, they take part in practices they see as characteristically exciting, fulfilling, 

satisfying, charming, satisfying, and engrossing. This study would explore if extrinsic 

motivation and intrinsic motivation would in general improve ingenuity, prosperity and 

innovativeness that, in turn, increases employee performance in the workplace.  

 

2.5 CONCLUSION 

 

Through the thoughts expressed in different motivational theories, it has become 

evident that the science of motivation is one of vast measurement and unpredictability, 

and that there is likely the same number of applications as there are employees on the 

planet. Understanding and knowledge of how to use motivational theories contributes 

towards the aptitudes set for anyone assuming liability for the dimension of work 

performance of others. A further test lies in the use of these theories, and in dissecting 

and finding those variables that enhance employee motivation to perform, which give 

a feeling of remuneration that would prompt an enhancement in work performance. 

With the end-goal of this exploration, the following components referenced by both 

content and process motivation were explored: salary and other money-related stimuli; 

opportunities for professional development and improvement; feeling as a team; salary 

and other financial incentives; opportunities for career growth and development; team 

spirit; self-esteem and self-efficacy; formal recognition and promotion; level of ability 

and knowledge; performance management and employee feedback; challenging and 

interesting work; job security; conducive working environment; organisational 

commitment; equity and fairness; job design; and coerced and self-controlled 

employees. 

 

In the following chapter, motivational factors that influence employee performance will 

be identified. Challenges and factors that hinder employee performance will also be 

identified and assessed. The practical implications of motivation and employee 

performance will further be analysed. 
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CHAPTER 3 

 

EMPLOYEE MOTIVATION AND ORGANISATIONAL PERFORMANCE 

IN THE SOUTH AFRICAN PUBLIC SERVICE 

 

3.1 INTRODUCTION 

 

For the past two decades, numerous control strategies, management techniques and 

practices had been followed and applied with the aid of most governments around the 

globe to enhance public administration. This was mainly caused by the challenges 

faced by governments because they were involved in massive debts, operational 

inefficiency and ineffectiveness in public service delivery, which included a lack of 

accountability from political leaders and public service employees (Mothusi & Dipholo, 

2008:239). These challenges generally emanated from the implementation and 

practice of new fiscal measures due to rampant corruption and weak public services. 

The public demand for good governance and the initiatives taken to address the public 

service challenge gave rise to a new approach regarding the task and functioning of 

government in general and public institutions in particular. This, in turn, gave rise to 

new paradigmatic developments regarding public administration, including New Public 

Administration (NPA), New Public Management (NPM), Public Governance, and the 

New Public Service paradigms. These paradigms have all a common denominator, 

namely the restructuring and reform of the public sector in an attempt to recover and 

improve performance, efficiency, effectiveness, the quality of public quality services 

standard, as well as to adhere to the value-for-money principle.   

 

The South African public service experienced a significant revolution, restructuring, 

right-sizing and general administrative reform initiatives since 1994. These initiatives 

were aimed mainly at improving public sector management by utilising new outcomes- 

and performance-based imperatives. Despite these imperatives, the institutional, 

technical and administrative capacities remain largely inadequate to support large-

scale social transformation. These realities influence the general performance levels 

of public institutions, including the motivation of employees.  

 

The motivation of employees and their performance were analysed from a purely 

theoretical vantage point in the previous chapter. The purpose of this chapter is to 

apply the theoretical principles to the context of the South African public service in 

general and the Department of Correctional Services as a case study in particular. The 

public service’s mandate for efficiency and effectiveness will first be investigated by 

considering the paradigmatic thought development regarding the role and functioning 

of the public sector in society. These paradigmatic developments had a significant 

influence on programmes taken to advance the performance of public sector 

institutions and to advance the motivational levels of public employees. This chapter 
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will, furthermore, explore public sector transformation inclusive of re-inventing it and 

outcome-based approaches to governance. The South African context is then 

considered by assessing constitutional principles as well as the guidelines contained 

in strategic documents such as the National Development Plan (NDP) and the 

Government’s Programme of Action (GPA). The statutory and regulatory structure 

about public service performance, in general, and employees’ motivation, in particular, 

will also be analysed in this respect. Lastly, the chapter will probe the general factors 

contributing to and preventing organisational performance, and employee motivation 

are furthermore identified to guide the empirical inquiry into the prevalence thereof in 

the case study.  

 

3.2 THE QUEST FOR PUBLIC SERVICE EFFICIENCY AND EFFECTIVENESS 

 

According to Kickert (1997:731), the new forms of governance were driven by the 

failures and rampant corruption in most previously colonised African states. These 

incidents propelled debates on new forms of governance in these states. Government 

institutions and agencies were generally characterised by systemic corruption, 

nepotism and bureaucratic red-tape operations. The World Bank (2002:20-25) utilises 

the following four elements to gauge the level of proper and effective governance:  

 

 “powerful public service management emphasising the need for powerful 

financial and human resource control through progressive budgeting, 

accounting and reporting, and rooting out inefficiency mainly in public 

institutions (i.e. through reform);  

 duty in public services, such as effective accounting, auditing, and 

decentralisation; also, always making public servants responsible for their 

activities and their consciousness of customers;  

 a predictable legal structure with policies acknowledged in advance, along with 

a reliable and impartial judiciary and law enforcement mechanisms; and 

 transparency and availability of information in order to improve policy support, 

and to encourage public debate and decrease the hazards of corruption”. 

 

The prevalence of service delivery problems such as corruption, nepotism, lack of 

transparency and accountability are generally regarded as the stimuli for a better and 

changed public service administration and management. Public service management 

is regarded as encompassing organisational systems, managerial practices, and 

institutionalised values. Public service management seeks to intensify the role and 

scope of authorities for an efficient service delivery device for its citizen as customers. 

It is for this reason that a comprehensive machinery of governance that can be initiated 

through deregulation, decentralisation, privatisation, downsizing the management, de-

bureaucratisation and the creation of a partnership among the state and civil society 

to  improve  the relationship between citizens and  the government are necessary 

(Mothusi & Dipholo, 2008:240). It is, therefore, at the centre of public service 
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management to pay attention to the final results in place as well as the process. It aims 

to revitalise a conventional bureaucratic organisation to maximise its efficiency and 

effectiveness and fulfil the challenges of socio-financial improvement within the 

country.  

 

3.2.1 Paradigmatic developments regarding good governance and public 

service performance 

 

Within the quest for optimising performance and effectiveness, there was a re-shaping 

of the concept of public management that has moved from its traditional, centralised, 

impartial, controlled and professional function of legal guidelines, policies and 

regulations, to the present public service administration (Goldsmith, 2005:106). The 

primary purpose was to achieve a proper public administration performance by 

engaging in the missions of the government. As such, public organisations needed to 

be re-designed with a specialised focus in modern management and cooperation 

among personnel to ensure effectiveness and efficiency in public service delivery 

(Hanekom, 1988:67).  These developments are tested in paradigms such as the New 

Public Administration (NPA), the New Public Management NPM, and the New Public 

Service (NPS) (Thornhill & Van Dijk, 2010:103). These aforementioned paradigms are 

defined according to a chronological order and commences, firstly, in the paragraphs 

below with traditional public administration.  

 

3.2.1.1 Traditional public administration  

 

As stated by Denhardt and Denhardt (2007:12), traditional or conventional public 

administration has allowed public servants to efficiently and successfully deal with 

complicated issues within the public service. It has additionally, helped public servants 

to keep a sense of stability between political and administrative reforms (Rommel & 

Christiaens, 2006:611). Given the circumstances of its time, the more-conventional 

conceptions of public administration generally served society well. Most government 

institutions still follow some of the basic premises of this model of bureaucracy and 

management (Denhardt & Denhardt, 2007:12). However, despite its many 

contributions, traditional public administration has been regarded as synonymous with 

forms, hierarchy and control (Denhardt & Denhardt, 2007:24). Current governments, 

which might be faced with new and specific demanding situations because of 

globalisation and technological developments, are now accepting as true that the strict 

hierarchical structures and top-down tactics to policy implementation, are not powerful 

anymore. In this regard, Thornhill and Van Dijk (2010:103) suggest that current public 

administration organisations desire to exhibit a greater customer-focused method for 

it to be more effective and efficient. 
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3.2.1.2  New Public Administration (NPA)  

 

The critique that arose against conventional conceptions of public administration, the 

public demand for better services, and the complexities that face modern government 

have led to a global discourse regarding alternative models of public administration. 

This discourse, in turn, gave upward thrust to the emergence of the New Public 

Administration (NPA) paradigm. The NPA referred to organisational humanism and 

openness, proper communications and professionalisation of its individuals, urging all 

administrators to play an extra lively function inside the development of public policy 

(Denhardt & Denhardt, 2007:38). This new paradigm stated that the complexity of 

modern-day issues required the knowledge of professionally trained administrators 

and professionals to diagnose the function of values in public management towards 

the improvement of efficiency and effectiveness. This Theory of public management 

developed into the New Public Management (NPM) paradigm (Henry, 2004:334). 

 

 3.2.1.3 New Public Management (NPM)  

 

According to Schmidt (2008:623), a new managerial approach in the public sector 

emerged in the 1980s and early 1990s and was called New Public Management. This 

new approach emphasised the economy, efficiency and effectiveness of government 

organisations, instruments and programmes, and higher quality service delivery 

(Horton, 2008:29). This new model of public sector management is regarded by many 

as a transformation of the public sector and its relationship with government and 

society. According to Bourgon (2007:16), the NPM is expected to provide answers to 

the citizens as they demand and deserve a high-quality service that is free from 

patronage or influence-peddling actions. They expect access to information, services 

according to their needs and circumstances at the time they need them, and not at the 

convenience of departments or public servants. They expect to be treated with respect 

by public servants and earn and maintain public trust (Denhardt & Denhardt, 2007:26). 

The central doctrines of the NPM, among others, are hands-on professional 

management, specific standards and performance measures, emphasis on output 

controls and emphasis on greater discipline and frugality in the usage of resources 

(Hood, 1991:4-5). This paradigm further indicated that the application of the above-

mentioned doctrines would transform the organisational structure, processes, as well 

as public service provisions. Reformers from all parts of the world consider these 

doctrines as fundamental tools in transforming the public sector. They include the 

following:  

 

 “a lean state;  

 the separation of decision-making levels;  

 a lean management; 

 a new services attitude;  

 a new model of control; 
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 decentralisation; and 

 a product approach” (Teehankee, 2003:63). 

 

In line with Schmidt (2008:623), this new managerial paradigm in the public sector 

emerged in the 1980s and early 1990s and emphasised a proper financial system, 

efficiency and effectiveness of government establishments and policy applications, 

and excellent service delivery (Horton, 2008:29). This new model of public service 

management was regarded by many scholars as a beneficial change of the general 

public sector. According to Bourgon (2007:16), the NPM is predicted to offer solutions 

to citizens because they deserve exceptional services that are free from patronage.  

They expect to get right of entry to statistics, services in accordance with their wishes 

and they need them but not at the benefit of departments or public servants. They 

expect to be recognised and be respected by public service employees to earn and 

hold public acceptance (Denhardt & Denhardt, 2007:26). The critical doctrines of the 

NPM amongst others are on management experts, specific requirements and overall 

performance measures, emphasis on output controls and an emphasis on more 

discipline and frugality in the utilisation of assets (Hood, 1991: 45). This paradigm 

further proposed that the function of the above referred-to doctrines would lead to re-

organisation of form and techniques as well as public provider provisions.  

 

In line with the new attention on managerial elements, public management should 

attempt to work towards the direction of maximising economic growth and 

performance and the effective use of practices like those familiar to the non-public 

area (private sector) (Shafritz & Hyde, 1997:3). The NPM additionally followed for an 

increased political awareness that stresses the importance of representativeness, 

political and administrative responsiveness, and responsibility to the citizenry through 

elected office bearers. Those values, which promote transparency and participation in 

administrative selection-making processes, are seen as crucial for the protection of 

constitutional democracy (Rosenbloom & Kravchuk, 2002:18). Consistent with this 

approach, public management performs the function of a driving force of continuously 

improving the suitable nature of its management guidelines and the satisfactory 

conformity with the law (Chevalier, 1996:122). 

 

The managerial, political and criminal processes in public administration apply to the 

management of scarce assets to accomplish the objectives set by public policies.  The 

management of assets to attain maximum performance is associated with the 

concepts of value for money and yields on savings and, therefore, public management 

concepts and practices ought to strive closer to maximising economy, efficiency and 

effectiveness; and the use of responsive service or product delivery like those time-

honoured practices in the private sector (Bourgon, 2007:19). 

 

In South Africa, bureaucratic long-windedness (red tape) is the main obstacle affecting 

the maximum performance of government departments in many areas of service 

delivery (Gumede & Dipholo, 2014:46). Since the early Nineties, South Africans 
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throughout the political and expert divide have expressed the issues of governmental 

performance, effectiveness, and competitiveness in service delivery to its citizens. 

With the creation of a single public service for the Republic of South Africa after 1994, 

government paperwork became an onerous issue within a hierarchical institutional 

environment.  According to Gumede and Dipholo (2014:46), Public Management has 

become known as the number one cause of negative and poor service delivery to 

people. As a consequence, a method of decentralisation became formalised with the 

constitutionally-established order of local and provincial governments as partners in 

the form of cooperative government. New Public Management set off a brand-new 

wave of performance management efforts in authorities. The latter scholars further 

stated that performance dimensions and control is a first-rate issue for the new public 

sector. Performance size is often taken to be fundamental to the delivery of improved 

services as part of the NPM. Emphasis on performance management for the delivery 

of outcomes is inspired by way of the primary assumption of performance 

management, which lies in its potential to unite the interests of the organisation’s 

participants on a common objective and inspire them in the direction of the attainment 

of this goal (Gumede & Dipholo, 2014:46). 

 

3.2.1.4 Public Governance 

 

A shift gradually occurred in the global debate regarding the role and functioning of 

the public sector. This shift towards Public Governance can be regarded as a further 

paradigmatic development as far as public sector performance is concerned. The 

function of good governance inside the public service is to ensure that entities always 

act in the interest of society (International Federation of Accountants, 2013:11). Acting 

in the interests of the public calls for strong dedication to integrity, moral values and 

the rule of law is vital in the public service. It also requires openness and 

comprehensive stakeholder engagement. Good governance of public sector 

institutions also calls for “sustainable monetary, social and environmental outcomes; 

growing institutional capacity; and fostering transparency and public accountability” 

(International Federation of Accountants, 2013:11). With the rapid trends in 

communication technology, globalisation of the economic system, and subsequent 

difficulties in public service delivery in recent years, the conventional practices of 

public management proved to be rather unacceptable, unresponsive and ineffective in 

resolving societal problems (Roosenbloom & Kravchuk, 2002:129). Authorities and its 

public institutions, being the valuable organiser and issuer of public services, produced 

undesirable effects such as inefficiency, corruption, and people’s dissatisfaction with 

service delivery (Pollitt, 2003:38). It also needs to be stated that, governance cannot 

be separated from stewardship. Accurate governance is a shape of governance that 

embodies eight characteristics, known as “super governance”, namely: 

 

 “responsibility and accountability;  

 a consensus-orientation; 
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 effectiveness and performance;  

 equity; 

 inclusiveness;  

 inclusive participation; 

 rule of regulation and law; and 

 transparency” (International Federation of Accountants, 2013:11). 

 

Good governance is about overall performance and conformance. It entails how a 

group makes use of governance preparations to contribute to its common 

performance, and efficient delivery of goods and services. It also involves the way in 

which an organisation uses governance structures to ensure that it meets the 

necessities of regulation, rules, post requirements and network expectations of probity, 

duty and openness. Performance and conformance is aligned with the typical 

capabilities of public administration on an everyday basis; governance is typically 

about the way public servants make decisions and implement guidelines (Rowe, 

2008:2). 

 

3.2.1.5 New Public Service (NPS)  

 

In line with Denhardt and Denhardt (2007:3), the New Public Service (NPS) can be 

regarded as the most recent development in the paradigmatic discourse regarding 

public sector reform and performance. The NPS advocates democracy; therefore, 

authorities must be run by elected people and public servants should act on this 

guideline. This paradigm envisages that public servants need to express a 

commitment to the general public interest, the governance system, and democratic 

citizenship (Garcia, 2003:356). Public servants ought to study new talents in policy 

development and implementation, understand and receive the complexity of the 

demanding situations they face, and deal with their fellow public servants and 

residents with renewed dignity and appreciation. Within this manner, public servants 

could experience valued, inspired and energised commitment and therefore pay extra 

attention to residents’ needs for service delivery for all (Rossouw, 2014:144). Citizens 

and public servants have to work together in cooperative and beneficial way using 

Batho Pele (“people first”) principles to outline and to cope with common service 

delivery demands. This new mindset and involvement could assist public servants to 

serve residents properly, and to make a contribution to a higher life for all 

(Frederickson, 1994:458). This mindset manifests in the manner in which public 

servants interact with political leaders, have interaction with citizens, and results in 

organisational adjustments in the public service (Denhardt & Denhardt, 2007:4). 

 

The various paradigms highlighted above all emphasised the commitment to the 

general improvement of public sector performance and the motivation and 

commitment of public servants. Further developments as far as performance 

enhancement and employee motivation in the government services are concerned; 



 

53 
 

include broad-scale transformation and administrative reform. This will briefly be 

explored in the next section to identify the tenets of organisational performance and 

employee motivation. 

 

3.3 PUBLIC SERVICE TRANSFORMATION AND ADMINISTRATIVE REFORM 

 

Governments around the globe generally embark on continuous process-improvement 

initiatives that are facilitated by public sector transformation and administrative reform 

programmes. These tasks are commonly geared toward enhancing the general 

performance of public establishments. Effective governance in the public service 

encourages a higher order of decision-making and the green use of public resources 

and strengthens accountability for the custodian of those resources (International 

Federation of Accountants, 2013:6). Powerful governance is moreover characterised 

by tight oversight that creates a force for enhancing public service performance and 

confronting corruption. It could also enhance management, leading to effective 

implementation of the chosen interventions, better service delivery, and, in the end, 

better results. The livelihoods of people are thereby positively influenced (International 

Federation of Accountants, 2013:6) 

 

Public service transformation and administrative change in South Africa have as their 

most fundamental principles, the democratic values and principles of section 195(1) 

and (2) of the Constitution of the Republic of South Africa, 1996 (hereinafter referred 

to as “the Constitution, 1996”). These tenets must guide the functioning of every 

sphere of government and offer the framework for the effective functioning of the public 

service (Russel & Bvuma, 2001:244). According to the Constitution, 1996, public 

administration must be, among other matters, widely consultant of the people, and be 

development-oriented and responsible towards them. In line with Russel and Bvuma, 

(2001:244), one of the critical points of reform is highlighted as a goal in the Public 

Service Act (PSA) 103 of 1994 which is the creation of a human-centred public 

administration. The PSA further stipulates that the South African public service must 

be characterised by the aforementioned values and principles, including equity, 

quality, transparency, accountability, and professionalism.  

 

3.4 THE SOUTH AFRICAN PUBLIC SERVICE IN CONTEXT 

  

Worldwide, an effective public administration is a key to the delivery of public services. 

The Constitution, 1996 (in section 197(1), creates the framework for the state and the 

public service to perform service delivery duties with loyalty and in the context of the 

law (Franks, 2014:48). The South African public service is the largest employer in the 

country, and many people are dependent on the services described in its executive 

institutions (Franks, 2014:48). The public service consists of national, provincial, and 

local government spheres, including   organs of state and public enterprises. The total 

number of employees in the public South African public sectors both national and 

provincial level, as of February 2018 was just over 1, 3 million. Of these, over 364 000 
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(28%) were employed on the national sphere and just over 936 000 (72%) were 

employed on the provincial sphere.  

 

According to Franks (2014:48), public service employees may not be favoured or 

prejudiced because they support a particular political party or cause (the Constitution 

1996, section 197(3), but it does not prevent the appointment in the public service of 

a number of persons on policy considerations. It is important, however, that the 

persons appointed within the public service have a high standard of ethics (section 

195(1) (a).    

 

The Bill of Rights in Chapter 2 of the Constitution, 1996, can be regarded as the 

cornerstone of democracy in South Africa by giving citizens human rights to bring the 

state to work when they think that their constitutional rights have been infringed and 

to have access to state and government information to protect their rights (the 

Constitution, 1996, sections 7(1) and 32). In keeping with the values and principles of 

public administration and the Bill of Rights, the White Paper on the Transformation of 

the Public Service (WPTPS) determines that two spheres of government (national and 

provincial) must make service delivery a priority to the citizens of the country. The 

WPTPS also offers a framework to permit national and provincial departments to 

develop departmental service delivery strategies and techniques. These strategies 

need to be continuously developed for the magnitude, value and equity of the provision 

of services (Van der Westhuizen & Naidoo, 2015:33). Chapter 11 of the WPTPS 

stipulates, among others, the following for the central and provincial spheres of 

government:  

 

 “in keeping with the Reconstruction and Development Programme (RDP) 

priorities, the principles of affordability and the redirecting of resources to 

regions and organisations formerly under-resourced; 

 service requirements, described outputs and goals, and overall performance 

signs, benchmarked against similar worldwide requirements; 

 tracking and evaluation mechanisms and systems, designed to facilitate 

development and introduce corrective action where appropriate; 

 plans for staffing, human aid improvement and organisational ability building, 

tailor-made to service delivery wishes;  

 the redirection of human and other resources from administrative duties to 

service provision, mainly for deprived communities; and 

 economic plans that link budgets to provider needs and personnel plans” 

(Department of Public Service and Administration (DPSA) (DPSA, 2016:2). 
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3.4.1 Political and economic principles for good governance in the public 

service 

 

Governance is based on a representative and accountable form of government-of-the 

day.  Good governance calls for a secure and multicultural civil society, where there 

is freedom of expression and affiliation. It also requires correctly establishing units of 

policies governing the activities of individuals.  Moreover, good governance needs the 

primacy of guidelines of regulation, maintained through an independent and powerful 

criminal justice system, as well as a high level of transparency and responsibility in 

public and commercial strategies (Downer, 2000:13). Good governance typically 

entails rules to promote broad-based economic growth, active private undertakings, 

and social regulations that would result in poverty reduction. Economic growth is best 

carried out in an efficient, open, marketplace-based economic system. Investing in 

people is a priority, and this can be achieved through policies and establishments that 

improve entry into quality education, and health and other services that underpin a 

country’s human resource base. Effective institutions as a part of good corporate 

governance are needed to improve a competitive private sector; especially for markets 

to function, social norms are needed that appreciate settlement and property rights; 

and careful management of the national economy is essential with the intention to 

maximise monetary and societal advancement (Downer, 2000:56). 

 

3.4.2 National Development Plan: Vision 2030 (Chapter 13 - Building a Capable 

State) 

 

The Constitution, 1996, describes a public service that is professional, responsible 

and development-oriented. The Department of Public Service and Administration is 

required to put into effect, and coordinate interventions aimed toward attaining an 

efficient, effective and development-orientated public service that is capable as 

described in the National Development Plan (NDP) 2030. The NDP identifies steps 

that need to be taken to promote the values and principles of public administration 

contained within the Constitution, 1996, and establish an efficient, effective and 

development-orientated public service as part of a prosperous and developmental 

state. The NDP highlights the need for well-run and successfully coordinated state 

institutions with professional and skilled public servants who are dedicated to serving 

the interests of the public and can offer high-quality services while, at the same time, 

the state’s developmental targets are prioritised.  

 

The NDP was developed by the National Planning Commission (NPC) within the ambit 

of the New Growth Path (NGP) formulated by the economic Cluster under the 

leadership of the former Minister for economic development Ebrahim Patel (NDP, 

2016:2). Both the development plan and the growth path originated from the Cabinet’s 

popular view that South Africa cannot gain social brotherly love and sustained 

monetary improvement until all players work together to address poverty and 

inequality (Hendricks, 2013:5). The National Development Plan target is to ensure that 
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all South Africans achieve a decent place of living through the elimination of poverty 

and the decline of inequality. The central element of what constitutes a decent 

standard of a place of living encompasses: “housing, water, sanitation, secure and 

reliable public commuting, quality education and talents development, safety and 

security, satisfying everyday healthcare, social protection, employment, exercise and 

leisure, and habitable surroundings and adequate nutrients” (Hendricks, 2013:6). 

 

As defined in the NDP, there may be irregular potential that leads to unequal overall 

performance in the public service (NDP, 2016:2). This is caused by a complicated set 

of elements which includes tensions in the political-administrative interface, instability 

of administrative leadership, skills deficits, inadequate attention to the character and 

the function of the state in providing for the abilities it needs the erosion of duty and 

authority, negative organisational layout, and, occasionally, employees’ morale 

(DPSA, 2016:6). There had been challenges in achieving positive relations among 

departments and between the spheres of the government, and a reluctance to manage 

the organisational structure properly has caused anxiety and instability. Steps are 

therefore, needed to reinforce skills, enhance morale, create organizational 

effectiveness, and build an ethos of public service.  The NDP focuses on the following 

public service reforms and transformation factors: “policy and research analysis, 

labour and human resource management development, information technology, 

service delivery improvement, incorporation of NDP recommendations in government 

plans, and actions required for public service reform and transformation for public 

service delivery that is effective and efficient” (NDP, 2016:5). 

 

3.4.2.1  Labour and human resources management development 

 

The Department of Public Service and Administration (DPSA) is answerable for the 

improvement and management of human resources practices in the public service. 

These encompass human resource planning, human resource improvement, 

employee fitness and health and overall performance management (DPSA, 2016:2). 

These improvements and management practices guarantee that there is uniformity in 

the implementation of these practices throughout the public service. To do this, the 

DPSA must develop norms and standards and must issue directives to help 

government departments with the implementation of these tools. The National 

Development Plan: Vision 2030 (NDP, 2016:6) displays that improved human 

resource potential in departments is critical for the effective implementation of the 

steps identified above, and to the broader professionalisation of each department. 

Human resource researchers need to be prepared to administer guidelines and initiate 

administrative processes to this effect and to sensitise and train senior management 

on all factors of strategic human resource management and improvement. The NDP 

report has identified a number of areas that require urgent and centralised attention to 

ensure that the general public service will become a profession of desire, has the 

requisite skills and the capacity to deliver on the targets of government (PSC, 

2016:15). It is also essential that there would be public confidence in the skills of public 
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officials to serve the residents properly with the values and principles espoused in 

chapter 10 of the Constitution, 1996, referred to earlier. The NDP further highlights the 

importance of adopting techniques for developing the competencies and expert ethos 

that underpins an improvement-oriented public service. In summary, the state has to 

be proactive in producing and reproducing the skills that it needs (NDP, 2016:6). 

 

3.4.2.2 Service delivery improvement 

 

The NDP focuses on service delivery improvement in all national and provincial 

departments. Chapter 13 of the NDP recognises the disproportion in the ability of 

rendering services; a state that leads to overall disapproving performance of the public 

service (NDP, 2016:23). A number of the present challenges that have an effect on 

the service delivery value chain include the shortage of proficient and robust 

management and operations structure, and insufficient management of procedures 

that can deter employees from offering efficient and courteous service delivery to 

residents (DPSA, 2016:12). Public officials need to recognise how their overall poor 

performance in their positions could impact on the broader objectives of their 

departments. Managers need to pay adequate attention to the planning and 

performance of operational matters inclusive of establishing what services must be 

rendered in accordance with departmental mandates, how they might be provided, 

and the manner in which they must be observed, and the resources that must be 

required to deliver such services (NDP: Vision 2030, 2016:23). 

 

In order to address the aforementioned gaps and weaknesses, the DPSA could 

implement some of its interventions and measures over the Medium Term Strategic 

Framework (MTSF) (2014), strengthen the implementation of the Service Delivery 

Implementation Plan (SDIP), which aims, among others, to revitalize the Batho Pele 

Programme and improve the efficiency of service delivery structures and processes 

that would ensure that the frontline team of employees to provide proficient and 

courteous services to residents (DPSA, 2015-2020:15). In order to bolster citizen 

participation, it is vital to create platforms and install systems in an area; allowing 

service users to offer feedback regarding the quality of services and problems that 

arose. The DPSA has also commenced with implementing a Citizen Participation 

Guide (CPG) whose impact might be monitored over the Medium-Term Strategic 

Framework period. South Africa has concluded the first section of the implementation 

of the African Peer Review Mechanism (APRM) National Programme of Action (NPA) 

and is due for its second era review within the current Medium-Term Strategic 

Framework period duration. In this regard, the DPSA must continue coordination of 

and reporting on the implementation of this mechanism (DPSA, 2015:15). 

 

The National Planning Commission and the Department for Performance, Monitoring 

and Evaluation (DPME) in the office of the President work together in implementing 

the Medium-Term Strategic Framework (MTSF). This manner calls for intensive 

engagements and negotiations with specific departments, and a collection of 
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departments and clusters to acquire agreement on the precise contents of the MTSF. 

The NDP can be regarded as the blueprint for removing poverty and lowering 

inequality in South Africa in 2030 through uniting South Africans, unleashing the 

strength of its residents, growing an inclusive economic system, constructing abilities, 

improving the potential of the state, government and leaders, and running collectively 

to solve complicated problems. It is also the overarching authorities’ plan to steadily 

realise the socio-monetary rights of the Constitution, 1996 (PSC, 2016:12). 

 

3.4.3 Government’s Programme of Action 

 

The NDP is measured by the government’s National Programme of Action (NPoA) 

through the MTSF. The Medium-Term Strategic Framework is the five-year 

implementation segment of the NDP (MTSF, 2016:11), the former is organised into 

fourteen priority areas which protect the focal point regions identified in the National 

Development Plan chapters. This programme of radical transformation is about 

placing the financial system on a qualitatively direction that ensures greater and faster 

sustainable growth, higher investment, increased employment, and decreased 

inequality and racial discrimination in the economic system (MTSF, 2014-2019:11). 

Consistent with Chapter 10 (Section 195(1)) of the Constitution, 1996, public 

administration must be governed by the democratic values and principles enshrined 

in this chapter, namely:  

 

 “A high standard of professional ethics must be promoted and maintained;  

 efficient, economic and effective use of resources must be promoted;  

 public administration must be development-oriented;  

 services must be provided impartially, fairly, equitably and without bias;  

 people’s needs must be responded to, and the public must be encouraged to 

participate in policy-making;  

 public administration should be accountable;  

 transparency must provide the public with timely, accessible and accurate 

information;  

 good human resources management and career-development practices, to 

maximise human potential; must be cultivated; and 

 public administration must be broadly representative of the South African 

people with employment and personnel management practices based on 

capability, objectivity, fairness, and the need to redress the imbalances of the 

past to achieve broad representation”.  

 

The essence of these values and principles became endorsed through the adoption 

of what has come to be known as the Batho Pele principles (MTSF, 2014-2019:11). 
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3.4.4 Particular public service performance improvement measures 

 

Annually, the President of the Republic signs performance agreements with the 

ministers concerning new outcomes in terms of the overall performance-based 

approach in government. Apart from the signing of the performance agreements, 

ministers who politically lead outcomes are responsible for coordinating the 

improvement of the so-called “delivery agreements” across all spheres of government 

and its entities. The delivery settlement for outcome 12 has been finalised and would 

give direction to the implementation of the programme of action for authorities (MTSF, 

2014-2019:1). This delivery settlement is a combination of commitments made through 

key departments in all spheres of government to ensure that authorities are working 

together to enhance service delivery and, consequentially, the lives of the people. The 

delivery agreement for outcome 12 covers the following key strategic areas:  

 

 “first-rate service delivery;   

 human resource management and development;  

 commercial enterprise;   

 tackling corruption; 

 nation construction and national identification;  

 citizen participation; and 

 social brotherly love” (MTSF, 2014-2019:1).  

 

The delivery agreement encompasses detail to the results, objectives, and critical 

accomplishments to obtain outcome 12, such as the identification of required inputs 

and clarification of the roles and responsibilities of the delivery departments (DPSA, 

2016:16).  

 

The advent of the outcome-based technique, of which delivery agreements are a small 

part, is the beginning of a procedure in introducing a greater systematic and complete 

monitoring and evaluation (M&E) in the public service, and acts as a critical 

mechanism for improving the performance and effectiveness of the public service 

(Department for Performance Monitoring and Evaluation (DPME), 2015:26). The 

central awareness of this M and E initiative is not on the monitoring of departments’ 

establishments by external bodies, but on developing the capability of the managers 

of departments and institutions to do monitoring and evaluation themselves. This is 

the most effective manner whereby a sustainable improvement in service delivery can 

be achieved. This involves getting the general public service to pay attention to 

consequences, develop measurable indicators for the outputs and activities that are 

aimed towards reaching the outcomes (DPME, 2015:26). In addition, M&E involves 

efficient, powerful and improvement-oriented public service that delivers high-quality 

services supported by the aid of the subsequent four key projects to ensure the 

accomplishment of overall performance:  

 



 

60 
 

 service delivery plans and implementation, together with, among others, - 

 

 service allocation; 

 service delivery improvement plans;  

 service charters and rights;  

 enterprise manner management;  

 service delivery models;  

 diagnostic tools and effective tracking; and  

 evaluation and impact tests;  

 

 organisational development, along with, among others - 

  

 macro-organisation;   

 design equipment;  

 generation of service delivery factors;  

 multipurpose service centres;  

 citizen segmentation; and  

 process evaluation and organisational restructuring; 

 

 exchange management; and 

 the Batho Pele principles (DPME, 2015:26). 

 

The following section focuses on the statutory and regulatory framework for worker 

performance and motivation in the public service. This analysis is important for data 

purposes and source triangulation while assessing the overall organisational 

performance and employee motivation within the National Department of Correctional 

Services. 

 

3.5 STATUTORY AND REGULATORY FRAMEWORK FOR EMPLOYEE 

PERFORMANCE AND MOTIVATION IN THE PUBLIC SOUTH AFRICAN PUBLIC 

SERVICE 

 

A comprehensive statutory and regulatory framework supports employee motivation 

and performance in the national and provincial government spheres of government. 

Some of the most significant legislation (i.e. statutory framework) as well as the core 

of white papers, policies, official guidelines and regulations (i.e. regulatory framework) 

are highlighted below in chronological order. 

 

3.5.1 Labour Relations Act 66 of 1995 

 

The provision made by the Labour Relations Act 66 of 1995 is that it focuses on the 

incapacities of employees and negative performance. To avoid litigation, the 

performance management process must be legally sound and in keeping with the 
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Constitution, 1996 (Nel et al., 2014:488). This Act makes provision for poor 

performance management by providing motivational remedies to assist in the case of 

an underperforming employee. This Act is aimed at preventing labour exploitation 

whereby employees are dismissed without following the necessary procedures and 

remedies for poor performance (Nel et al., 2004:489). Before any dismissal is 

established, corrective measures must be taken. Section 14(4) of this Act determines 

that an employee has the right to be protected and to be aided by employing a 

representative or a co-worker throughout the disciplinary process as a result of under-

performance (Byars & Rue, 2006:245). Byars and Rue (2006:246) further state that 

employees should consider poor performance improvement plans such as coaching, 

counselling and training to motivate employees to perform at their optimum level. 

When a good performance improvement plan is followed and properly implemented 

employees would be motivated to perform their duties better. Van der Waldt (2004:94) 

adds that outstanding performance must be rewarded and that by rewarding 

outstanding performance employees are being motivated to perform even better.  

 

3.5.2 Constitution of the Republic of South Africa, 1996 

 

The Constitution, 1996 stipulates in Section 2 that it is the supreme law of the country 

and that no law, regulation, policy and guideline must be inconsistent with it. Any law, 

regulation, policy and guideline inconsistent with the Constitution, 1996, are deemed 

invalid. This commitment of the Constitution, 1996 must be fulfilled at all times. Section 

195 of the Constitution also sets the requirement of career development and good 

human resource management practices, and promotes efficient, economical and 

effective use of resources in the public service. The Constitution, 1996, therefore, 

serves as a supreme guide for the conduct of public officials’ performance in all 

spheres of the government. Section 195 (1) (f) of the Constitution, 1996 places 

emphases on the importance of accountability in the management of employee 

performance. According to Van der Waldt and Du Toit (1999:384), the Constitution is 

one of the founding legal prescripts from which the performance management system 

emanated. This is because it implies that all legislation and policies regarding 

performance and motivation should at all times be informed by it. 

 

3.5.3 Basic Conditions of Employment Act (BCEA) 75 of 1997 

 

The purposes of this Act is to advance economic development and social justice by 

fulfilling the primary objects of thereof. These objectives are “(a) to give effect to and 

regulate the right to fair labour practices conferred by section 23 (1) of the Constitution 

(i) by establishing and enforcing basic conditions of employment; and (ii) by regulating 

the variation of basic conditions of employment; (b) and to give effect to obligations 

incurred by the Republic as a member state of the International Labour Organisation” 

(BCEA, 1997:27).  
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According to Robbins (2001:162), the basic conditions of employment such as reward, 

flexible hours, benefits, and a good working environment carry out an important role 

in the performance of employees through motivation. Grobler (2006:235) argues that 

the primary conditions of employment such as promotion, recognition and 

opportunities among others, play a positive role in motivating employees to perform 

even better. Promotion, recognition and opportunities motivate employees to perform 

and also provide employees with the opportunity for growth and development. 

 

3.5.4 White Paper on Human Resource Management in the Public Service, 

1997 

 

The White Paper on Human Resource Management in the Public Service (WPHRM) 

of 1997 was introduced to produce a diverse, competent and well-managed workforce, 

which is capable of and committed to delivering quality services to the people of South 

Africa (DPSA, 1997:2). Unlike before the democratic dispensation instituted in 1994, 

the new public service has values and principles which are enshrined in section 195 

of the Constitution, 1996. These values and principles include fairness, equity, 

accessibility, transparency, accountability, participation and professionalism (Van der 

Westhuizen & Naidoo, 2015:188). According to this white paper, if an employee is not 

satisfied with his/her final assessment, such an employee may be given the 

opportunity to appeal the decision. Ensuring fairness and objectivity can be achieved 

through intervention by the immediate supervisor or the manager. The white paper 

also makes provision for certain principles regarding the PMS in the public service 

(Van der Westhuizen & Naidoo, 2015:189). Training and development as one of the 

principles of a PMS are provided for by it and assist an institution to identify the 

strengths and weaknesses of employees as well as other possible interventions that 

are necessary (Banfield & Kay, 2008:288).  

 

3.5.5 White Paper on Transforming Public Service Delivery (Batho Pele), 1997 

 

To improve service delivery to the public, the public service in South Africa has been 

radically changed through a policy called ‘Batho Pele’ meaning people first (DPSA, 

1997:15). Over the years, the South African public service has been characterised by 

red tape, inefficiency, lack of customer services and a bad attitude (Van der Waldt, 

2004:87). The Batho Pele principles comprise of eight principles that aim to change or 

transform the behaviour of public servants and politicians in their interactions with the 

citizens to hold these officials and political office bearers accountable (Banfield & Kay, 

2008:288).  In accordance with the Batho Pele principles, all public service institutions 

must at all times put service to the people first and also improve the way they have 

been rendering services. The principles as set out by the white paper are consultation, 

service standards, access, courtesy, information, openness and transparency, redress 

and value for money (DPSA, 1997:15). To ensure that service delivery is continuously 

improved, the white paper stipulates that national and provincial departments should 

make service delivery a priority. Improving the delivery of public services means 
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redressing the imbalances of the past and includes those who were previously 

disadvantaged such as Africans, the disabled and women (DPSA, 1997:11). Banfield 

and Kay (2008:288) added that when those who were previously disadvantaged, are 

motivated through several regulatory frameworks such as employment equity and 

affirmative action, employees tend to perform better. 

 

3.5.6 White Paper on Public Service Training and Education, 1998 

 

Setting up a reasonable vision and strategy structure that could be used as a manual 

for the presentation of new arrangements and systems, and enactments aimed at 

changing the public service training and education, is the primary guideline of the 

White Paper on Public Service Training and Education of 1998 (DPSA, 1998:13). 

Public service authorities need ordinary and ceaseless education and training to be 

changed into active, needs-based organisations and dynamic work environments. 

Education and training have a fundamental impact during the time of building a new 

public service for a new democratic society in South Africa while propelling employees 

to perform obligations viably and efficiently (DPSA, 1998:13). As indicated by Byars 

and Rue (2006:222), education and training proved to be the best motivational factors 

in expanding workers’ performance. The foreseen result of this white paper is that 

education and training ought to be incorporated the following:  

 

 “linking change and human asset advancement in people in general public 

service;  

 effectively sorting out and planning ways which ought to advance quality, 

responsibility and cost-adequacy;  

 be dependent on wide support and inclusion by important partners;  

 be equipped for advancing the strengthening of previously disadvantaged 

groups;  

 be request-driven needs, and competency-based education and instruction; 

and  

 be ready to increase the value of individual and institutional limits”.  

 

As indicated by Ivancevich, Konopaske and Matteson (2011:209), employees ought 

not to be required to perform obligations for which they do not have the requisite 

training and development.  The white paper likewise accentuates the need for a self-

improvement plan and that it ought to be connected to workers’ performance checking, 

and advancement and professional movement (DPSA, 1998:16). Employees are 

inspired and show improved performance when the self-development plan relates to 

key performance areas. Education and training, as indicated by this white paper, 

assume an essential role in the performance management system of the public service 

(DPSA, 1998:17). Mello (2006:446) asserted that when education and improvement 

programmes are fused with performance, the employers’ work framework need 
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advancement. Along these lines, the connection between education and performance 

is clear and plans must be made by employers to facilitate it. 

 

3.5.7 Employment Equity Act (EEA), 55 of 1998  

 

The Employment Equity Act (EEA) 55 of 1998’s main objective is to “achieve equity in 

the workplace by promoting equal opportunity and fair treatment in employment 

through the elimination of unfair discrimination”. This is possible by implementing 

affirmative action measures to redress the imbalances of the past. In redressing the 

imbalances of the past, this Act would ensure that there is equitable representation of 

designated groups in all occupational categories and levels in the workplace. In this 

Act, a designated employer is an employer who employs 50 people or more, and has 

an annual turnover as reflected in schedule four of the Act (EEA, 1998:2). Designated 

groups in this Act refer to black people, women, and people with disabilities. However, 

this Act does not apply to the South African Defence Force, National Intelligence 

Agency and the South African Secret Service. This Act deals mainly with unfair 

discrimination, pre-employment medical and psychological testing, and affirmative 

action in the workplace DPSA, 1998:16). When employees are rewarded for a job well 

done, the workplace generally becomes more conducive to work, and employees 

become more motivated and are inspired to perform duties to the best of their abilities 

(Ivancevich, Konopaske & Matteson, 2011:209). 

   

3.5.8 White Paper on Affirmative Action in the Public Service, 1998 

 

This white paper refers to specific minorities and previously disadvantaged population 

groups in society for whom measures are expected to guarantee that reasonably 

qualified representatives from assigned groups have a fair business opportunity (Van 

der Westhuizen & Naidoo, 2015:179). Such fairness promotes diversity, reasonable 

accommodation, improvement and training of assigned groups, and special treatment 

and numerical objectives to guarantee fair representation. According to Dyer 

(2005:152), an employee development plan should be linked with a performance 

management system to motivate employees to perform duties competently. 

Affirmative action, according to Faye and Alison (2002:42), has been successful in 

improving educational and employment opportunities for the previously disadvantaged 

employees. It is the only government programme that requires organisations to be 

proactive in eradicating bias and discrimination, hence increasing employee morale 

and performance (Faye & Alison, 2002:42). 

 

3.5.9 Public Finance Management Act (PFMA), 1 of 1999 

 

This Act relates to the performance management system (PMS) policy provisions, 

more especially to the expenditure of the remuneration budget. The Act additionally 

directs monetary administration in general public entities, national and provincial 

departments and further guarantees that assets, income, and consumptions are 
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overseen successfully and productively (PFMA, 1999:5). The bookkeeping officer is in 

charge of the successful, productive and monetary utilisation of assets as stipulated 

in section 38 (1) (b) of the Act. It also stipulates that performance estimations ought to 

get special consideration for employees of the public service. Bookkeeping officers 

through their chief financial officers (CFOs) have the essential duty of actualising 

performance measures (Archibald, 1994:131). When performance measures are in 

place and implemented correctly, employees will receive feedback and be rewarded 

for a job well done. Rewarding good performance is vital in motivating employees to 

perform even better (Archibald, 1994:131). 

 

3.5.10 Public Service Regulations (PSR), 2001 

 

The executing authority should determine, in consultation with their management of 

the department, a system that links individual performance to institutional goals as 

stipulated in Part VIII of Chapter 1 of the Public Service Regulations (PSR) of 2001. 

This regulation also states that the performance of all members of the senior 

Management services (SMS) should be managed through performance agreements 

as stipulated in Part III of Chapter 4 of the Act (Van der Westhuizen & Naidoo, 

2015:178). It is further stipulated in the regulations that a supervisor must monitor, 

supervise and assess the subordinates’ performance regularly, using the prescribed 

format of performance assessment. The PSR further stipulates that an executive 

authority (i.e. ministers in national departments or members of executive councils in 

provincial departments) shall determine and develop the system of performance 

management and development for employees in the department other than employees 

who are members of the SMS (Masango, 2000:66). The executive authority in every 

department must establish an appropriate performance assessment instrument for 

different occupational categories or levels in order to assist the management to decide 

on probation, rewards, and promotion and skills development of employees as 

motivational factors that enhance performance (Van der Westhuizen & Naidoo, 

2015:179).  

 

According to Van der Waldt (2004:93), unsatisfactory performance should be 

managed by the process of development undertakings to better employees’ 

performance and that all performance programmes should be directed at ensuring 

efficient service delivery. Stipulated in these regulations is the importance that all 

spheres of government must make sure that personnel are regularly motivated to 

perform duties effectively and efficiently to match public needs and demands, given 

the scarce resources at government’s disposal (DPSA, 1997:2). 

 

3.5.11 Public Service Act (PSA) 30 of 2007 

 

The Public Service Act (PSA) 30 of 2007 outlines the responsibility of different parties 

in the process of performance management, including executive authorities, senior 

management and supervisors. Section 3(5) (c) of the Act indicates that performance 
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appraisal should be provided for in the public service (Van der Westhuizen & Naidoo, 

2015:268). Section 7(3) (b) of this Act goes even further to stipulate that the head of a 

particular public service institution shall be responsible for effective management and 

administration which includes the managing of employees’ performance (DPSA, 

2014:33). The performance in the public service institutions as stipulated by the PSA 

shall be managed in a consultative, supportive, and non-discriminatory manner in 

order to enhance institutional effectiveness, efficiency and accountability (DPSA, 

2014:33). Van der Waldt (2004:4) further illustrates that public services institutions 

should minimise the administrative burden while maintaining transparency and 

administrative justice. 

 

Over and above the statutory prescripts aiming to improve the overall performance of 

public institutions and address all issues associated with staff matters, there are 

numerous institutions involved in facilitating performance and human resource-related 

matters. These institutions include the following: 

 

 The Public Service Commission (PSC), which, according to Section 196 of the 

Constitution, has the responsibility to “investigate, monitor and evaluate the 

organization and administration, and the personnel practices of the public 

service”;  

 The Department of Public Service and Administration (DPSA);  

  The National Anti-Corruption Forum;   

 The Portfolio Committee on Public Service and Administration;  

 The Auditor-General;  

 The Office of the Public Protector;  

 The Human Rights Commission; and 

 The Commission for Gender Equality. 

 

It is evident that the South African Government has an extensive legislative and 

institutional framework in place to facilitate public sector performance and improve the 

overall morale and motivation of public employees. In the next section, attention shifts 

to general factors that may hinder or contribute to motivation and employee 

performance. This orientation is necessary as further data is necessary to compare 

and contrast current motivation and performance issues in the Department of 

Correctional Services. 

 

3.6 FACTORS CONTRIBUTING TO MOTIVATION AND PERFORMANCE IN 

THE PUBLIC SERVICE 

 

The notion that people are motivated to work in the public service as a result of 

devotion to the welfare of others, a desire to serve, or a wish to have an impact on 

society is a long-standing one (Cawley, 2013:366). It is closely associated with the 

idea of public service ethos, which is rooted in an understanding that the public service 
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is different from the private sector, both because of the tasks it performs and the 

behaviours it expects of its employees. Public service motivation is not the only, or 

even the most important criterion of individuals choosing to take up or remain in public 

service employment (Cawley, 2013:368). Recent research cites the superseding 

importance of good, or at least market-rate, levels of pay and security of tenure. The 

prevailing economic situation in the country and long-standing cultural issues which 

impact on the prestige and social standing of public officials are likewise relevant. 

Public service motivation does matter, and is among the fundamental reasons that 

become prominent when individuals choose where to work (Cawley, 2013:369). A 

robust literature review revealed the following factors that typically act as employee 

motivational factors: 

 

3.6.1 Reward: salaries and other incentives 

 

Rewards are the most efficient but not the only way of motivating people in the public 

service. Rewards include tangible incentives, for instance advancements, increments 

in pay, expanded attentiveness, predominant work assignments and arrangements 

concerning extra duty (Van Wart, 2005:181). Public service directors are currently 

concentrating on viewpoints that propel employees and make a match between an 

official’s wants and the offered reward (Greenberg & Baron, 2003:209). While offering 

rewards, just as acknowledgement in people in the public service produces productive 

work, supervisors must ensure that they do not demotivate unrewarded employees. In 

this manner, it is also important to keep a feeling of decency in the process by putting 

together rewards and acknowledgements concerning clear rules and by connecting 

them to worker performance (Mikander, 2010:87). 

 

3.6.2 Job security  

 

One of the primary benefits of working in the public sector is job security, because 

organisations have the stability of government backing (Aarabi et al., 2013:303). It 

means that individuals would feel secure in their job role so they would have fewer 

anxieties. There is also the benefit of working flexitime, which can be very 

accommodating to individuals’ lifestyles. The staff training schemes put in place are 

also a considerable benefit to allow the staff to reach their full potential. Another benefit 

of working in the public sector is the pension scheme offered. Public servants have a 

guaranteed pension plan. These pensions are approximately 14% higher than other 

comparable private sector pensions. Finally, individuals would have the opportunity to 

work less, while earning more as a result of the majority of job roles being higher paid 

in the public sector compared to the private sector (Aarabi et al., 2013:303). 

 

3.6.3 Positive working environment 

 

This is a particularly wide-ranging concept in the public service, with factors including 

the nature of informal relationships, the quality of communication, the way conflict is 
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managed, the collegiality of the organisation and, not least, the incentive systems, 

which together shape the relationship between an employee’s public service 

motivation and their performance at work (Cawley, 2013:368). At a basic level, aligning 

incentives with intrinsic motivations is an essential element in managing the public 

service work environment. A healthy working environment drives the employee to 

exceed the expectations in the public service. The work environment in the public 

service is improved through the provision of better resources and facilities (Cawley, 

2013:369).  

 

3.6.4 Formal recognition and promotion 

 

Recognition pertains to both informal and formal intangible incentives that show 

appreciation and provide praise. Recognition in the public service always has a 

positive connotation, and it acknowledges good behaviour or actions. Recognition 

generally costs nothing and is immensely motivating; yet it is underutilised (Van Wart, 

2005:180). Public service managers, on intervals, provide informal recognition while 

managing by walking around sub-units of departments. Formal recognition in the 

public service does not cost a lot, but it requires thought and preparation. Formal 

recognition in the public service is in the form of letters of appreciation, trophies, or 

plaques that state the achievements. A public recognition in the public service 

motivates not only the employee in question but also colleagues and subordinates. 

Feeling valued is a fundamental emotional need for public service employees (Aarabi 

et al., 2013:303).  

 

3.6.5 Employee training and development 

 

Training in public service plays a vital role in motivating employees and preventing 

them from failing, due to a lack of abilities. Hence, managers should provide 

employees with as much training as possible in order to increase their competencies 

and opportunities of doing a successful job (Clark & Wheelwright, 1992:56-57). 

Informal training in public service is probably the most important training an employee 

can get, and it includes the sum of experiences employees undergo at work. Informal 

training pertains mainly to observing; watching how peers perform a task, following the 

actions of an assigned mentor, and even closely looking at the actions of the 

supervisor. According to Clark and Wheelwright, 1992, informal training in the public 

service is also the result of every project an employee performs; thus it is essential to 

have a lesson learning process after accomplishing a project. Career development for 

individuals is a prerequisite for organisational development in the public service. 

Organisations need committed people to prepare for change, and one way to ensure 

that this occurs, is to have developed managers who not only implement change but 

handle its consequences as well for their own and others’ benefits (Clark & 

Wheelwright, 1992:56-57). 
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3.6.6 Job redesign 

 

Job redesign exerts a major influence over employee motivation in the public service 

(Neo & Tews, 2012:417). How a job is designed has a significant impact on employee 

motivation, job satisfaction, and commitment to an organisation, low absenteeism, and 

low turnover. When a job in the public service is carefully planned, and employees 

would be paid to perform the tasks in the way specified by management, it contributes 

to job satisfaction (Cawley, 2013:370). One of the early alternatives in public service 

to job specialisation was job rotation. Job rotation involves moving employees from 

job to job at regular intervals (Neo & Tews, 2012:418). When employees periodically 

move to different jobs in the public service, the monotonous aspects of job 

specialisation can be relieved. Job enlargement refers to expanding the tasks 

performed by employees to add more variety. By giving employees different tasks to 

be performed in the public service, as opposed to limiting their activities to a small 

number of tasks, the public sector can be instrumental to reduce boredom and 

monotony as well as utilise human resources more effectively. Job enrichment is a job 

redesign technique that allows workers more control over how they perform their tasks. 

This approach allows public service employees to take on more responsibility (Van 

der Westhuizen & Naidoo, 2015:336). 

 

3.6.7 Effective management and leadership  

 

Management in the public service needs to lead by example and create a positive 

working environment for employees to perform at their best capacity. When employees 

are not recognised for their accomplishments or are only criticised for their 

shortcomings, they do not feel valued and work in a state of fear of making a mistake 

(Cawley, 2013:7). Strong and effective leadership has consistently shown to be a 

significant driver of employee satisfaction and commitment. However, transformational 

leadership goes further than effective change management, good communications 

and other characteristics of good leadership. Value-based leadership requires the 

articulation of public service values and the communication of goals and objectives 

consistent with those values. It is also necessary that the leaders themselves model 

these behaviours, leading by example in exhibiting values that transcend self-interest 

and proving themselves to be trustworthy (Cawley, 2013:371). 

 

3.6.8 Team spirit and feeling of accomplishment 

 

Both managers and subordinate employees in the public service should communicate 

their uniqueness to the rest of the organisation (Clark & Wheelwright, 1992:56-57). 

Occasional successes must serve as a window of opportunity to build the team’s 

reputation as an elite group since everybody wants to belong to and work for the elite 

group. Establishing a reputation of an elite team inside the group, managers should 

increase employees’ opportunities to meet and work together. For example, common 

projects can be assigned, or a seminar can be jointly attended. Recurring staff 
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meetings allow peers to update each other and exchange experience as a team. 

Having lunch together, celebrating birthdays in the office, or having a one-day outing 

together, are all means to the same end (Clark & Wheelwright, 1992:56-57). 

 

3.6.9 Ability and knowledge 

 

High motivation is a significant contributor to exceptional performance in the public 

service (DPSA, 2016:25). The effectiveness of an employee in the public service 

depends on key factors such as ability and knowledge to perform the assigned task; 

skills and abilities can determine whether an employee is capable of performing a task. 

Deficiencies in skills can be managed by providing appropriate training, on-the-job 

coaching and matching the employees’ skills against different tasks and roles (Stevens 

& Campion, 1994:505). Employee performance is a function of two things: ability and 

motivation. Ability is having the skills and knowledge required to perform the job. It is 

also important and is sometimes the key determinant of effectiveness. Ability is the 

physical, intellectual or emotional capability of employees to get the job done. 

Motivation, however, has to do with desire and commitment (Stevens & Campion, 

1994:505). 

 

3.6.10 Performance management and employee feedback 

 

An efficient performance management system in the public service should support 

motivation through the goal-setting process, honest feedback provided by managers 

and via a strong consequence management system (DPSA, 2015-2020:35). Many 

organisations act only on top performers and high potentials. Most organisations fail 

to act decisively on middle and low performing employees. The proper consequence 

management is a crucial part of the performance management in the public service. 

Motivation is affected if employees see no action on low performers in the team 

(Saldanha, Brayton and Sangiovanni-Vincentelli, (1994:1). A Human Resource 

Department could act on employees not meeting the required minimum standard. 

Each employee wants to be a part of a successful and winning team; the low 

performers are the highest risk for the team. Feedback in the public service addresses 

poor performance and has a more formal and structured nature than recognition. 

Feedback is the way public managers continuously shape employees’ performance, 

and when feedback is done correctly in the public service, it motivates employees and 

improves their actions. However, poorly carried out, it can achieve adverse results and 

demotivate employees. Feedback may come from other people such as supervisors, 

peers, subordinates, customers, or from the job (Paile, 2012:5-6).  

 

3.7 FACTORS HAMPERING MOTIVATION AND PERFORMANCE IN THE 

PUBLIC SERVICE 

 

There are distinctive factors that limit employee motivation and performance in the 

public service. The identification and evaluation of these factors provide valuable 
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insight into the prevalence or absence of similar factors in the Department of 

Correctional Services. 

 

3.7.1 Low salaries and other disincentives 

 

Low income in the public service is not limited to wages and salaries, it involves total 

compensation such as other incentives like transportation, housing, health, 

entertainment, feeding, educational allowances and tax rebate given to staff of an 

organisation on either weekly or monthly or yearly basis (Ukandu & Ukpere, 

2011:11524). Diminishing productivity takes the form of different stages in public 

sector organisations. The remuneration of low income to workers in the public sector 

has psychological, economic and social implications on their attitudes towards work in 

a workplace. The psychological implication in public service includes the late coming 

of employees. The implication of low income on employee performance is often 

depicted in the attitude of public service workers towards work. The late coming of 

employees may not have a devastating effect on performance in the short run but can 

be more pronounced in the long run. With regards to spending your time at work not 

doing anything (loafing), workers in the public sector may get to work early and still 

decide to slide down productivity by diverting from one office to the other out of 

frustration (Ukandu & Ukpere, 2011:11524). 

 

3.7.2 Lack of promotion  

 

Promotion is an emotional and explosive issue with far-reaching implications. It means 

that one has journeyed steadily and has arrived somewhere in an organisation and 

the process of growing professionally has begun (Ukandu & Ukpere, 2011:11525). 

Some organisations give impressive designations to please their employees as a part 

of succession planning at the top management. Many employers state clearly in 

advance the criteria for granting promotions while others take into consideration the 

amount of time expended on work, as well as one’s desire to improve his/her 

performance. People strive to get absorbed in organisations at higher level posts or 

try to maintain proper contact with top-level management to get promotions. But some 

organisations strictly keep senior level positions for personnel with a professional 

employee attitude or management qualifications, especially to limit the number of 

aspirants. Due to an increase in automation and rationalisation, many intermediate 

jobs are fast disappearing, and promotional avenues are getting considerably narrow. 

Lack of promotion for a long time is regarded as an absence of recognition (Ukandu & 

Ukpere, 2011:11525).  

 

3.7.3 Lack of opportunities and career growth 

 

The potential for growth is a huge motivational factor in engagement (Greenberg, 

2011:10). When the public service needs top talent to drive public service delivery, it 

needs to look at employment opportunities and a work environment from the 

https://www.mbaskool.com/business-articles/human-resource/227-succession-planning-the-executive-continuity.html
https://www.mbaskool.com/business-articles/human-resource/119-employee-attitude-an-asset-or-a-liability.html
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employee’s point of view and offer training regularly. When opportunities to earn 

bonuses and other financial incentives are lacking, this leads to demotivated 

employees. The public service often has poor programmes, policies and practices in 

place to support employees’ personal and professional growth and satisfaction, thus 

affecting the employees’ performance (Greenberg, 2011:11). 

 

3.7.4 Lack of ability and knowledge 

 

Public services depend on the ability and knowledge of their employees (DeRue, 

Nahrgang, Hollenbeck and Workman, 2012:997). Lack of training and mentorship 

programmes in the public service demotivate employees to perform their duties to the 

optimum level. Besides, such lack of training and mentorships to the task-in-hand, 

given the ever-changing environment, results in public service employees becoming 

dismal performers. Most of government departments lack job coaching and they do 

not match the skills of employees against different available tasks and roles. This could 

also be eliminated by introducing career-support programmes such as career 

protection, sponsorship and providing challenging assignments, exposure and 

visibility (DeRue et al., 2012:999). 

 

3.7.5 Poor and ineffective performance management  

 

Poorly conducted performance appraisals may create significant problems in the 

public service as well as its employees and, in turn, demotivate employees (Ukandu 

& Ukpere, 2011:11525). If a hard-working public employee is underrated, besides 

being unfair, it creates an inferiority complex in the mind of the employee, while if an 

employee is being overrated, it may create egoism (PSC, 2014:23). The introduction 

of performance-related pay and financial incentives could also have desirable 

consequences for the retention of high achievers and the turnover of low achievers 

over time. The essence of performance-related pay is to appreciate the efforts of those 

public servants that are committed to increasing productivity so that those that are not 

performing well would be influenced to improve on their performances. The central 

reasons for performance-related pay must be that it acts as a motivator for public 

servants in the public sector, and that it contributes to overall improvements in 

productivity, and gives greater power to managers and weaken trade union influence 

in bargaining and representation of staff (DPSA, 2015-2020:35).  

 

3.7.6 Unconducive working environment  

 

The quality of work depends upon safe and healthy working conditions in determining 

an employee’s job behaviour in the public service (Srivastava & Bhatnagar, 2008:254). 

The organisational climate is an essential indicator of employee behaviour as a 

combination of social and psychological factors. It was found that working conditions 

are attached to an employee’s job involvement and job satisfaction.  This ultimately 

leads to an employee’s improved performance.  (Scott, Mannion & Marshall, 
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2003:103). It is perceived that adequacy or inadequacy of a work environment, both 

physical and psycho-social, exerts a noticeable effect on an employee’s job-

satisfaction, performance and perception of the public service’s effectiveness 

(Srivastava & Bhatnagar, 2008:42).    

 

3.7.7 Poor management and leadership 

 

Managers in public service often lack managerial skills to motivate their subordinates, 

instil confidence, and evoke enthusiasm concerning their work (Hughes, 2003:87).  But 

if the same supervisor engages in aggressive and punitive behaviour, it results in 

harassment at the workplace. Poor management skills carry long-lasting effects and 

may infect an entire public service. The results of toxic, misguided leadership reach far 

and wide (Hughes, 2003:88). The degree in which individuals in the public service 

exhibit leadership depends on the characteristics and personal abilities. It also 

depends on the characteristics of the location and environment in which the manager 

operates. The environment in the public service is different from that of the private 

sector; therefore, managing public servants is more difficult compared to the private 

sector (Hughes, 2003:90). 

 

3.7.8 Personal problems  

 

In general, a public employee's personal life is not a public service business, but 

performance at work is a public service concern, and thus it is entitled to be addressed.   

In doing so, the public service may have to support public employees through personal 

crises (Williams, 2014:2). According to Williams (2014:2), warning signs of a personal 

problem for a public service employee include out-of-character behaviour, such as 

poor time-keeping, irritableness, absenteeism or a persistent drop in performance. The 

public service has a legal duty to help staff deal with work-related mental health, so it 

would need to be established whether the employee's problem is a work-related issue. 

The public service must concentrate on instances of poor performance and whether 

employees are experiencing any workplace problems. In most public service 

departments, the lack of support for employees leads to poor performance and 

deficient levels of motivation (PSC, 2006:14). 

 

3.7.9 Inadequate resources  

 

If there is an alarming increase in workload, employees sometimes become 

disgruntled with their work, and this is reflected in the quality of work (Puleo, 2015:1). 

It also takes a toll on their health and demoralises them. Adequate time and material 

resources should be available to employees to enable them to perform their work 

efficiently. This would help them perform to the best of their ability and be proud of 

their achievements (Puleo, 2015:2). 
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3.7.10 Lack of accountability and transparency 

 

A lack of accountability is generally the result of when there is no clarity among the 

employees regarding their roles and responsibilities and their relationship with team 

members (Ssonko, 2010:5-7). This may lead to a situation wherein, when something 

goes according to plan, everyone would like to take credit for it, and when something 

goes wrong, no one comes forward to accept responsibility. When there is a lack of 

transparency, and employees are not informed about decisions, they will make their 

assumptions which can lead to the spreading of rumours. This can hurt the image of 

the organisation and also destroy trust in management (Acosta, 2013:94). 

 

3.7.11 Lack of proper training development  

 

Training and development activities in the public service are designed for the 

employees and organisational development to cope with the challenges of current and 

future operations (DeRue et al., 2012:1002). It aims to increase and refine the 

knowledge and skills of employees for better performance. Training has a direct 

relationship with employees’ performance. Given the vast pool of employees in the 

public service, it is not possible and realistic to give every public servant proper 

training. Training has acquired a strategic value for the organisations and service 

quality depends on employee customer care effectiveness (Tsaur & Lin, 2004:472). 

Organisations must reduce the gap between desired and actual performance 

(Sahinidis & Bouris, 2008:65). 

 

3.7.12 Lack of team spirit and feeling of accomplishment  

 

One of the most challenging aspects of low income in the public service is that it turns 

some of the workers into “parasites” (Tarricone & Luca, 2002:56). Rather than 

boosting their team spirit, it destroys their morale by causing them to resist team ideas 

and cooperation. Four prominent roles performed by leaders typically include 

knowledge building, team building, stakeholder liaison, and standard supporters. 

Knowledge sharing in a team is not automatic. The team leader in the public service 

has the potential to strongly influence the extent of knowledge sharing. In a situation 

where every individual avoids cooperating with other workers, the public sector would 

not be able to secure its organisational goals (Tarricone & Luca, 2002:58). 

 

3.7.13 High-stress levels  

 

The modern public service workplace is full of demands, deadlines, targets and 

standards. Some employees sustain and perform under pressure while others 

succumb to this increasing pressure (Camilleri, 2007:356). Most public sector 

employees are facing more job stress due to a lack of freedom, autonomy, delegation 

and empowerment. The majority of the public sector employees are unable to cope 

with job stress due to a decreased level of adaptability and due to a lack of benefits 
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and authority in the public sector. The employees of the public sector are facing more 

stress according to a mechanistic organisational structure and are not given 

opportunities for communication and expression (Gilboa et al., 2008:228).  

 

This chapter concludes a general theoretical orientation of motivational factors and 

employee performance. In the next chapter, the focus shifts to the presence and 

application of these factors in the case study of this research, namely the Department 

of Correctional Services. An empirical analysis of the extent or degree of prevalence 

or absence in this case will be made. An analysis of this case is necessary to design 

appropriate interventions to address deficiencies. These interventions will serve as 

possible solutions to the stated research problem. It is envisaged that these 

recommendations could apply to other government departments, institutions and 

agencies. 

 

3.8 CONCLUSION 

 

The chapter dealt with employees and organisational performance in the South Africa 

public service. Due to the challenges faced by it such as operational inefficiency, 

ineffectiveness, lack of accountability, and poor service delivery among others, there 

was a public demand for good governance. To realise these demands, the South 

African public service took steps and initiatives to address these challenges, and this 

gave rise to a new thinking that led to new paradigmatic developments regarding 

public administration such as New Public Administration (NPA), New Public 

Management (NPM), Public Governance and the New Public Service (NPS) 

paradigms. The main aim of these paradigms was to restructure and reform public 

service in order to improve efficiency, effectiveness, service quality and value for 

money, among others. These paradigms development also played a vital role and 

influence on initiatives taken to improve the performance of the public service and to 

advance the motivational level of the public employees. 

 

Reinventing and outcome-based approaches to governance should be the main focus 

of the government-of-the-day to improve public employee performance. These 

approaches would be well executed when constitutional values and principles and 

guidelines are considered and maintained at all times. These values and principles 

and guidelines include, among others, the National Development Plan (NDP), 

Government Programme of Action (GPA), public service improvement measures such 

as the Batho Pele principles, monitoring and evaluation and a performance 

management system. Statutory and regulatory frameworks for the South African public 

service performance are regarded as the key to closing the gaps that prevent 

employees’ and organisational performance. This chapter also identified, described 

and explored factors that contribute to employees’ and organisational performance in 

the public service.  
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In the following chapter, employee motivation and performance in the Department of 

Correctional Services will be explored, and empirical findings would be analysed and 

discussed so to provide recommendations on positive motivational strategies. 
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CHAPTER 4 

 

MOTIVATIONAL FACTORS HAMPERING EMPLOYEE 

PERFORMANCE: EMPIRICAL FINDINGS 

 

4.1 INTRODUCTION 

 

Chapter Two of this study centred on the theoretical exposition of employee motivation 

and performance. Theories, approaches and principles of employee motivation and 

performance were explored and analysed through a robust literature review. The main 

purpose of Chapter Two was to indicate the motivational factors that could influence 

an employee’s performance. Chapter Three, in turn, focused mainly on employee 

motivation and organisational performance within the public service in South Africa, in 

which the critical interface and the causal relationship between motivation and 

performance were analysed. Chapter Three further explored best practices 

concerning typical motivational interventions to improve morale and performance. 

Chapter Three also investigated the legal or constitutional (statutory framework) and 

monitoring and guiding framework (regulatory framework) on the issues that influence 

employee motivation and performance. 

  

This chapter (Chapter Four) serves the purpose to explore the gaps between the 

theoretical underpinnings (Chapter Two) relating to the motivation of employees and 

performance, the statutory and regulatory prescripts (Chapter Three), and the current 

status of employee motivation and performance in the case study of the Department 

of Correctional Services (DCS): Leeuwkop Management Area. For this purpose, this 

chapter contains a summary of the research procedures used in the empirical 

investigation. This chapter also outlines the research design, target population and 

sampling, data collection instrumentation, data analysis, as well as the main findings. 

Ethical considerations and measures to provide trustworthiness are also highlighted. 

This chapter commences with an overview of the case under investigation namely, 

DCS: Leeuwkop Management Area to explore existing realities and challenges, 

including current motivational strategies and performance in DCS. 

 

 4.2 CASE STUDY ANALYSIS: DCS LEEUWKOP MANAGEMENT AREA 

 

The DCS: Leeuwkop Management Area is located in Gauteng Province, South Africa, 

in the Northern Suburb of Johannesburg between Sandton, Fourways and Kyalami 

Main Road and has an 871-hectare farm. DCS: Leeuwkop Management Area 

comprises of four correctional centres and reintegration office: Medium A, Medium B, 

and Medium C, Maximum and corrections (reintegration), which was established in 

the Randburg Central Business District (RCBD). Leeuwkop Management Area staff 

complement is just over 869 employees of which 44 form part of management and the 
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rest are lower level correctional officers: 1 area commissioner (Director), 5 heads of 

centres, including reintegration (deputy directors), 4 heads of the Directorate 

Development and Care, Correction, Corporate Services and Finance and Supply 

Chain (deputy directors), 17 assistant directors and 18 senior correctional officers. The 

above official complement is responsible for just over 3254 offenders housed in DCS: 

Leeuwkop Management Area during this study. The capacity of this management area 

is 2372, and at the moment it is 37.22% overcrowded. The majority of correctional 

officers are residing on DCS: Leeuwkop Management Area premises. Medium A 

houses 785 sentenced offenders instead of the 572 capacity, with just over 210 

correctional officers. During this study, Medium B   housed 1057 sentenced offenders 

instead of the 771 capacity, with just 226 correctional officers servicing the centre. 

Medium C housed 706 sentenced offenders instead of the usual 505 inmates and was 

being serviced by 199 correctional officials. Also during this study, the Maximum 

Centre was housing 719 offenders instead of 524 inmates with a staff complement of 

196 correctional officers. The reintegration office comprised of only 38 correctional 

officers. 

 

The DCS is relied upon to follow the Constitutional objectives, especially the essential 

values and principles governing public administration (Section 195) comprising human 

resource management, professional advancement and the upkeep of a workforce 

which is comprehensively representative of the South African population. Human 

resource (HR) services must support the implementation of the White Paper on 

Corrections (WPC) in South Africa (Chapter 8, Section 8A). This white paper places 

emphasis on the role that HR services should play, it is essential for the Department 

of Correctional Services to optimally align its organisational structures, organisational 

culture and human resource requirements to ensure effective service delivery (DPSA, 

2016:36). DCS needs to follow the arrangements of the Public Service Act 103 of 1994 

which accommodates the public service institutions and the management of the state, 

the guideline of states of business, training and advancement of employees, delivery 

of service, retirement and release of individuals from the Public Service (DPSA, 

2016:36). 

 

The Skills Development Act 97 of 1998 additionally requires the DCS to guarantee 

that human resource advancement programmes are actualised in accordance with the 

Act to improve the possibilities of upward advancement of staff and to improve the 

conveyance of administrations (Department of Correctional Services: Strategic Plan, 

2015-2020:42). The Department of Correctional Services human resource framework 

should adhere to the 1998 Employment Equity Act 55 to achieve equity, equal 

opportunities, and fair workplace treatment. This Act would ensure that minorities’ 

unjust segregation is disposed of. Divisions of the DCS also ought to utilise the 

following authoritative and administrative systems in order to propel their employees 

to exercise their obligations and responsibilities to the best of their abilities: 
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 “Presidential Review Commission Report of 1994 that emphasises training for 

improved Public Service delivery;  

 The South African Qualification Authority (SAQA) Act 53 of 1995;  

 The White Paper on the Transformation of the Public Service (WPTPS) 1995; 

 The HRD Strategy for Public Service 2015;  

 The Labour Relations Act 66 of 1995 (Schedule 8, Subsection 8, Section 23); 

 Basic Conditions of Employment (BCE) Act 75 of 1997 (Chapter C); and 

 Public Finance Management Act 1 of 1999 for operative and efficient 

administration of financial resources” (Department of Correctional Services: 

Human Resource Development, 2007:23). 

 

In the sections below, aspects that may impact on staff motivation and performance, 

as explored in Chapter Two, are highlighted with particular reference to the case study. 

The prevalence, severity and influence of these aspects on motivation and 

performance will be empirically tested and reported in the latter part of this chapter. 

 

4.2.1 Rewards and salary expectations 

 

Salaries provided in the Department of Correctional Services (DCS) are reasonable 

and coordinated with a portion of the private area pay rates (Department of 

Correctional Services, 2006:10) and are much higher than the private segment 

compensations. Compensations are evaluated and organised so that employees know 

the potential income attached to their jobs. By having evaluated pay rates, it enables 

employees to gain a better understanding of their income and the possibilities for 

professional movement and career growth. The Department of Correctional Services 

do reward excellence in the form of standard rates, upgraded service benefits and 

growth opportunities. DCS also create training opportunities for all employees in their 

database as support and wellness structures. Most employees of DCS are employed 

under the Correctional Service Act which comes with its Occupational Specific 

Dispensation (OSD). Their OSD benefits are higher than most of the public service 

departments and the private sector (DCS, 2009:13). However, employees generally 

feel demotivated by underpayment as far as overtime is concerned. Remuneration 

during weekends and public holidays are perceived to be very low, thus affecting 

general morale and performance. 
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4.2.2 Performance management 

 

To enhance employee performance and competence in the DCS, the department has 

phased in a new system in which full-time employees would be assessed on a term 

basis (DCS, 2016:4). Because performance assessment is meant to, among others, 

assist officials to improve their performance in the areas where they are lacking, the 

new performance management system is meant to identify non-performance earlier 

than its predecessor. The process is perceived to be poorly managed because the 

performance management system is no longer indicating whether an official’s 

performance is improving or not. DCS management only uses the system to get 

ratings or scores for performance bonuses and individual employee pay progression 

on a year-to-year basis. This system is generally not flexible, and it does not allow 

DCS employees to either keep or have access to their performance records so that 

they remain uninformed about what is expected of them daily. When an employee is 

dissatisfied with the ratings given by a supervisor, the new system does not make 

provision for the employee to engage a higher level of management for clarity. Thus, 

performance management in DCS does not adequately serve as instrument or 

yardstick to facilitate overall performance and to guide career development plans for 

employees.  

 

4.2.3 Training and development 

 

As revealed in Chapter Two, legitimate training of employees in DCS is one of the 

most important factors influencing employee morale. Training is critical for correctional 

officials because of the continuous advancement of strategies confronting the 

incarceration of detainees. Correctional officials in the management area get training 

to shield themselves and those in their care. Supervisors oversee worker evaluations 

to decide on training arrangements and requirements for subordinates. The available 

training for correctional officials is, among other, gang management, conflict 

management, problem-solving, offenders and inmates’ hygiene, quality improvement, 

communication, life skills, security management, offender’s rehabilitation path, 

security management, basic HIV and AIDS for junior employees and basic computer 

skills every two years. Supervisors and managers in DCS undergo the following 

training every two years:  

 

 general management orientation; 

 project management; 

 change management; 

 executive development courses; 

 monitoring and evaluation; 

 investigation; 

 financial management; 

 performance management; and 
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 information technology.  

 

Sufficiently trained correctional officers, for the most part, respond with confidence and 

are better trained to manage upsetting and stressful circumstances. The training also 

assists these officers to appropriately respond to different issues and critical 

circumstances that may emerge while performing their daily duties. Advanced training 

enables officials to be diverse and knowledgeable with regards to current 

circumstances and future issues confronting the workplace. DCS additionally offers 

different kinds of study leaves and educational cost repayment programmes to its 

employees for career advancement. Career advancement for employees is essential 

for organisational improvement in DCS and training their workforce ensures that 

everyone is developed from management to subordinate officers. These training 

programmes include career pathing, job enrichment, job rotation, and job specification 

among others. It is also important to note that, along with the idea of work arrangement 

between the individual and management, advancement is a continuous procedure. 

One of the organisation’s jobs is to give training and advancement chances to meet 

the necessities for development along with the employee career path (Safiullah, 

2015:84). 

 

4.2.4 Employee supervision 

 

First-line directors in DCS give authority to line staff through instructing and direction.  

Supervisors are in charge of setting the principles for line staff to follow (Department 

of Correctional Services, 2016:14). With the end goal for supervision to be viable, 

those in authority must cooperate, enabling their conduct to set positive models. 

Managers in DCS impact worker confidence by essentially working among the officers. 

Effective leaders have a positive effect on the morale of employees by keeping up a 

close affinity with the staff. In DCS: Leeuwkop Management Area, each centre has a 

head of the centre as well as unit managers. The unit managers in Leeuwkop 

Management Area are regarded as supervisors. There are 34 supervisors in the Area 

with just over 21 subordinates per centre and are subject to rotation of staff. The 

responsibility of these supervisors is to visit and inspect post areas, signing the lock-

up and unlock certificates, authorising complaints and request and managing the case 

flow from case officers. 

  

The supervisor in each section works together with other correctional officers. The 

supervisor provides the appropriate guidance for good employee behaviour which, in 

turn, increases work performance. The majority of DCS: Leeuwkop Management Area 

supervisors are, however, perceived to be authoritarian and their educational level is 

generally very basic. They merely give instructions and coerce staff to perform their 

functions. It is thus difficult for DCS supervisors to gain the trust of their staff which 

limits the promotion of high morale and improved performance. Supervision is further 

perceived to be challenged by the shortage of staff, low skill levels, poor 

communication, resistance to change, the management of the millennial generation of 
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employees, and team and peer conflict. These challenges have an impact on 

employee motivation, their performance, as well as increased cases of absenteeism. 

As Topchik (2003:18) reported in Chapter two, proper supervision should display skills, 

competence, honesty, and integrity to increase morale for employees to perform 

better. 

 

4.2.5 Employee empowerment  

 

Employees’ empowerment consists of strengthening the workforce as it is an essential 

methodology of urging restorative staff (staff dealing with offenders and victims) to 

esteem their occupations (Freeman, 1999:56). This comprises of a sensible and 

organised improvement of including employees in their work through incorporation 

(Freeman, 1999:23). Staff ought to be trusted to contribute to basic leadership, 

objective setting and critical thinking (Braxton-Mintz & Pinson, 2000:37). In DCS: 

Leeuwkop Management Area there is a perceived lack of staff empowerment. The 

mechanisms for staff empowerment focus mainly on supervisors and managers and 

overlook the lower-level employees. As a result, the majority of officials seem arrogant, 

lack adequate interpersonal relations and are not committed and loyal, affect their 

performance. Ideas to improve services, innovative decision-making, as well as quality 

improvement initiatives seem to be absent. Staff strengthening is indispensable for 

positive morale because of the impact officers' show while overseeing inmates 

housing areas and detainee conduct. Allowing employees discretion is vital because 

of conceivable clashing requests amid decision-making processes. According to 

Garland (2002:20), limitations on staff strengthening influence work satisfaction and 

creativity; in this manner it is affecting employee morale. Expelling decision making 

ability capacity from staff ordinarily prompts sentiments of no gratefulness and 

disengagement (Garland, 2002:116). 

 

4.2.6 Work environment 

 

In DCS: Leeuwkop Management Area flexi-time is an accommodating way of working 

which allows Correctional officials to fit their working hours around their individual 

needs and other commitments. There are five shift patterns, and Correctional officials 

can choose between any of them. The shifts allow employees to choose the best flexi-

time to come to work, which may have a positive effect on employee performance and 

morale (Department of Public Service and Administration, 2006:59). In addition to flexi-

time in DCS: Leeuwkop Management Area, there is also job sharing in which a role or 

function is split between two correctional officers within the section resulting in a 

shared workload. A case officer can, for example, dish food to inmates while the food 

server is attending to inmate complaints and requests. Undertakings would be 

assigned to every individual, and the diminished measure of work would enable every 

one of them to work with flexibility. Worker morale is instrumental in making unity 

between employees and purposeful environment. Staff adds to the steadiness of the 

workplace through the counteractive action to potential issues (Braxton-Mintz et al., 
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2000:97). A focal point of building up a viable, proficient, and cooperative environment 

ought to be evident (Wilkinson, 2002:86). 

 

4.2.7 Employee feedback 

 

Feedback is so valuable to employees, and when they do not get it, they are likely to 

search for employment elsewhere. Feedback or its lack can also impact on employee 

performance. In DCS, feedback is only given to correctional officials once a year, from 

bottom to top. The feedback given is generally the score in the performance 

management booklet and not daily work feedback. It is very rare for the supervisors in 

the Management Area to correct a mistake or give credit where it is due. Feedback to 

be effective, must engages employees. The disengaged employees are less 

productive, and this generally leads to retrenchments and closing the services at the 

worst.  Feedback allows for correction and communication. It also creates a good 

opportunity to develop employees and help them succeed. The lack of proper 

employee feedback in DCS affects employee morale and results in employees being 

demotivated to perform to their optimum level, thus putting the security of DCS at risk. 

 

4.2.8 Recognition in DCS 

 

Employees’ efforts and achievements ought to be recognised by the employer 

although employees value employer recognitions differently relating to their roles, 

motivations, personal attitudes and values (DPSA, 2010:10). There is generally a 

perceived lack of recognition in DCS, and many consider this behaviour as an insult, 

and it aggravates other problems at work. Limited recognition in the case is further 

exacerbated by the fact that extra and top-quality work is usually unacknowledged and 

unheeded, while productive performance goes by unnoticed, tough jobs are devalued 

and ignored by management, experience, and good work ethic and standards go 

unnoticed and ignored by the employer. These cause correctional officers to be 

generally disgruntled, thus affecting their morale and performance.  

 

In the researcher’s experience, the rationale behind a lack of employee recognition in 

DCS: Leeuwkop Management Area is limited understanding. Managers and 

supervisors who should recognise efforts of officials are often removed from the job 

itself. Managers commonly do not know what is happening to their subordinates 

concerning the structure of the Correctional Centre. Officials are thus not carefully 

monitored and assessed, which causes them not to receive the merit certificates they 

require for promotional and career credentials. As alluded to by Matsaung (2012:24) 

in Chapter 2, limited recognition in indirect supervision may significantly contribute to 

low employee morale, motivation and poor performance. 

 

 

 

https://www.recruiter.com/employee-performance.html
https://www.recruiter.com/employee-performance.html
http://www.gallup.com/businessjournal/163700/gbj-disengagement-worse-engagement-marco-nink.aspx
http://www.gallup.com/businessjournal/163700/gbj-disengagement-worse-engagement-marco-nink.aspx
http://www.cvtips.com/p/good_influence_faster_promotion.html
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4.2.9 Job security 

 

Job security is important to employees in terms of retaining the job in hand or getting 

the new undertaking. It is additionally necessary for employers since it allows them to 

retain existing employees and staff turnover. Factors motivating employees will occur 

in numerous forms. As was established in Chapter 2, job security is the number one 

motivator of all time. One of the primary benefits of working for DCS: Leeuwkop 

Management Area is job security (DPSA, 2016:22). The main reason why workers 

choose to stay in DCS is, among others, wages, departmental housing, a medical 

scheme, pension and death benefits, different forms of leave, as well as annual salary 

increments irrespective of performance. Job security and employee satisfaction go 

hand in hand in expressing the overall attitude of employees towards the job itself. Job 

security in DCS is also strengthened by the fact that employees cannot be dismissed 

without reasonable grounds (DCS, 2016:13).  

 

4.2.10 Career development 

 

With regards to career development, most employees attached to DCS have basic 

qualifications and career paths. DCS further provides a different career pathway that 

involves incorporating the abilities of employees who have already acquired the 

necessary requirements what they need to try to do. It should involve dynamical career 

and lifestyles for additional, essential, and fulfilling work arrangements (Wilkinson, 

2002:88). Career pathing is most frequently used as a locality of management 

coaching and development in DCS, though people could develop their career track 

record; alone, or under the mentorship of a career coach within the organisation. DCS 

also use Career Coaching and Counselling for career development which frequently 

involves training of employees for a career change and advancement in the current 

jobs. Coaching and Counselling Services in DCS consist of complementing employee 

abilities with departmental skills needs, staff turnover, recruitment and selection 

including retaining talent, identifying possible training and development needs, and 

helping employees in identifying new employment opportunities. DCS also prefers so-

called “cross-training” in which officials are trained outbound (DCS, 2016:14).  

 

4.2.11 Team spirit in DCS 

 

Senior managers of DCS: Leeuwkop Management Area regularly organise team-

building exercise and events. These events are often take place outside the office and 

are usually a mixture of social and work-oriented activities. Some of the activities in 

DCS are year-end parties, fun runs and walks, volunteer work to the communities, and 

time spent in the office during colleagues’ birthdays. It seems that these activities 

generally improve internal communication and boost morale and motivation. 

According to the Department of Correctional Services (2016:15), its primary purpose 

is to bridge the gap between employees and management.  However, despite its 
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perceived benefits, an ethos of teamwork has to be balanced against goals and 

responsibilities for each employee.  

 

4.2.12 Challenging and interesting work 

 

The structure of work in DCS is inherently demotivational in itself, requiring less 

creativity, and low levels of energy (DCS, 2016:14). The daily job routine of 

correctional officers starts with waking inmates up, serving breakfast, overseeing the 

inmates’ exercise routine, serving lunch and locking them up. Most correctional 

officials spend their time at work sitting and doing nothing. This is because offenders 

spend most of their daily hours locked up. Often correctional officers are not entirely 

interested in their work because their duties require no special skills, training or 

intelligence; only one’s availability. Based on the observations of the researcher they 

are generally of the opinion that no new ideas or innovative practices are required to 

perform their duties in DCS. Most of the work is standardised, routinised and relatively 

unexciting. Little intellectual stimulation is needed. These factors typically decrease 

morale and performance.  

 

4.2.13 Job redesign 

 

According to the Department of Correctional Services (DCS, 2016:14), the nature of 

job design has a positive impact on inspiring employees and employee satisfaction 

including employee commitment, and lack of absenteeism and staff turnover. 

However, an absence of job rotation, job enlargement, empowerment and job 

enrichment may pose a risk and demotivate employees to perform well. Job redesign 

may facilitate the best collaboration between a worker’s abilities and experience and 

a position. It may also increase employee productivity and workplace satisfaction. 

 

The following section will explain the methodology used to explore and uncover the 

gaps between theoretical underpinnings of motivation and performance. Research 

design, target population, sampling method, instrumentation, data collection 

techniques and data analysis of the study will also be explained in the following 

section. 

  

4.3 RESEARCH METHODOLOGY 

 

According to Burns and Grove (2003:488) and Polit and Hungler (2004:233), research 

methodology refers to ways of obtaining, organising and analysing data. Henning 

(2004:36) describes research methodology as a coherent group of methods that 

complement one another, can deliver data and findings that will reflect the research 

question, and suit the researcher’s purpose. According to Holloway (2005:22), 

methodology means a framework of theories and principles on which methods and 

procedures are based. Research methodology decisions depend on the nature of the 

research question. Methodology in research can be considered to be the “theory of 

http://searchcio.techtarget.com/photostory/2240181339/Five-team-dysfunctions-that-could-spell-disaster-for-any-IT-department/6/Absence-of-a-common-goal-can-sink-an-otherwise-strong-organization
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correct scientific decisions” (Mouton, Auriacombe & Lutabingwa, 2006:594). In this 

study research methodology refers to how the research was done and its logical 

sequence. The main focus of this study was to explore and uncover motivational 

factors that are essential in influencing employee’s performance in the DCS: 

Leeuwkop Management Area with the purpose to propose appropriate motivational 

interventions and strategies. The research approach was a qualitative design.  

 

4.3.1 Qualitative research design 

 

The research design refers to the overall strategy that the researcher chooses to 

integrate the different components of the study coherently and logically, thereby 

ensuring that the researcher addresses the research problem adequately. It also 

constitutes the blueprint for the collection, measurement and analysis of data. The 

research problem determines the type of design the researcher should use. The 

research design is the overall plan for connecting the conceptual research problems 

to the pertinent (and achievable) empirical research. In other words, the research 

design articulates what data is required, what methods are going to be used to collect 

and analyse data, and how all of this is going to respond to the research question. The 

reason why a qualitative research design was chosen, is its appropriateness in 

addressing experiences associated with organisations and social studies that involve 

practices (Richardson, 2014:54). Qualitative research design refers to inductive, 

holistic, emic, subjective and process-oriented methods used to understand, interpret, 

describe and develop a Theory on a phenomenon or case study setting. Qualitative 

research is mostly associated with words, language and experiences rather than 

measurements, statistics and numerical data. 

 

Researchers who use qualitative research generally adopt a person-centred and 

holistic perspective to understand human experiences without focusing on specific 

concepts. Regarding the generation of knowledge, qualitative research is 

characterised as developmental and dynamic and does not use formally structured 

instruments (Holloway, 2005:23). It involves the systematic collection and analysis of 

subjective narrative data in an organised and intuitive fashion to identify the 

characteristics and the significance of human experience (Holloway, 2005:24). 

Qualitative researchers are concerned with the perspective to explore the ideas and 

perceptions of the participants. In qualitative research, the researcher is required to 

be an active listener, non-judgmental, friendly, honest and flexible. Qualitative 

research is a form of content analysis covering a spectrum of approaches ranging from 

empirical, phenomenological psychology to hermeneutical-phenomenological 

psychology, depending on the data source (Du Toit & Van der Waldt, 1999:55). 

Qualitative data collection methods are flexible and unstructured, capturing verbatim 

reports or observable characteristics and yielding data that usually do not take 

numerical forms. Words, films, postcards, art and all sensory data are considered 

qualitative data unless they are transformed into some numerical system (Brink & 

Wood, 1998:5).  
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An exploratory case study design was used to establish and identify motivational 

factors that have a positive influence on employee motivation and performance in the 

DCS: Leeuwkop Management Area. This design was used because of the significant 

merits including conceptual validity and the ability to capture the complexity and trace 

processes. The exploratory case study was an appropriate design for this study 

because the researcher could obtain information using archival documents, as well as 

interviews. Burns and Grove (2003:313) define exploratory research as research 

conducted to gain new insights, discover new ideas and increase knowledge of a 

phenomenon. The findings of the case study are more compelling and accurate if data 

originate from different sources of information. Furthermore, an exploratory case study 

design has conceptual validity and would help efforts to explore an authentic setting 

within a specific selected location (Richardson, 2014:58). 

 

The advantages of using qualitative research design in this research are that it is a 

means of understanding human emotions such as rejection, pain, caring, 

powerlessness, anger and effort.  Since human emotions are difficult to quantify (e.g. 

have a numerical value assigned to them), qualitative research appears to be a more 

effective method of investigating emotional responses than quantitative research. In 

addition, qualitative research focuses on understanding the whole, which is consistent 

with the philosophy of nursing. Abstract thinking processes are used to develop 

research findings from which meaning and theoretical implications emerge. The 

research design is flexible and unique and evolves throughout the research process 

(Brink & Wood, 1998:246). 

 

4.3.2 Target population and sampling method 

 

Since it is usually not possible for the researcher to include all members of the 

population of interest in the study, the researcher opted to sample. According to De 

Vos, Strydom, Fouche and Delport (2011:223), a sample comprises of elements or 

subset of the population considered for actual inclusion in the study, or it can be viewed 

as a subject of measurements drawn from the population. This means a sample group 

is usually much smaller than the total number of people in the total population but is 

usually intended to be representative of the original group. The research was 

conducted among purposively-selected top managers, senior managers, middle 

management, supervisors, general employees and human resource personnel in the 

DCS: Leeuwkop Management Area: Gauteng Region. These different units of 

analyses within this case interact daily in the execution of their duties. It was useful to 

get information from all of them relating to their perceived level of motivation within 

their workplace and how it influences overall organisational performance. The 

Management Area has a total target population of 798 employees. The study selected 

50 participants to be part of the study, and their consent to participate was sought. 

This sample was based on convenience, cost implications, and the degree of reliability 

of data obtained. 
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Sampling involves a process of selecting a sub-section of a population that represents 

the entire population in order to obtain information regarding the phenomenon of 

interest. A sample is a sub-section of the population, which is selected to participate 

in a study (Polit & Hungler, 1995:279). For this qualitative case study, a non-probability 

sampling method was used. The samples of this study were purposive sampling, and 

they were sampled on context and the case.  This sampling allowed the researcher to 

apply his own judgement in selecting the sample and that the study recognises the 

heterogeneous nature of the population (Burger & Silima, 2006:663). The context of 

the sample in this study was the Department of Correctional Services (National, 

Regional and Management Area) and the cases of this study were employees working 

at Leeuwkop Management Area: Gauteng Region. This method was chosen because 

it provided easy access to the participants. It was simple, practical, economical, and 

did not require an elaborate sampling frame (Frankfort-Nachmias & Nachmias, 

2000:87). Random samples are most likely to yield a sample that truly represents the 

population because each subject has an equal and independent chance of being 

selected (Brink, 1996:136). 

 

The sample of this study was purposively selected in consideration of its 

appropriateness for the fulfilment of the objectives of the study. Purposive sampling is 

based on the judgement of the researcher in that a sample is composed of elements 

that contain the most characteristics and representative or typical attributes of the 

population that serve the purposes of the study best (De Vos et al., 2011:232). Being 

a correctional officer himself, the researcher of this study possesses a thorough 

knowledge of the context and the case, the target population, and the units of analysis. 

A total sample of 50 participants from the above-mentioned variations of the population 

was selected. As a data collection method, semi-structured interviews were conducted 

with these participants. 

 

4.3.3 Instrumentation and data collection technique 

 

As stated in Chapter One, in qualitative research the researcher is the primary data 

collection tool. Data collection is a systematic way of gathering information, which is 

relevant to the research purpose or questions (Burns & Grove, 2003:383). Data were 

collected in March and April 2018, using in-depth, semi-structured interviews. In 

qualitative procedures, the researcher is an important instrument because qualitative 

researchers collect data by examining documents, observing behaviour and 

interviewing participants (Richardson, 2014:61). Data were collected using semi-

structured face-to-face interviews and archival data. Semi-structured interviews 

involve questions organised in advance (i.e. interview schedule). Van der Waldt 

(2004:62) argues that semi-structured interviews are versatile methods of data 

collection and limit vague responses. However, like any other data-collection method, 

semi-structured interviews have benefits and limitations that the researcher took into 

consideration during the gathering of data. The interview schedule was piloted (pre-
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tested) with a small sample to verify whether all the questions were well-formulated, 

understandable and that it was a valid instrument to obtain the necessary data. Semi-

structured interviews permitted the researcher the freedom to explore and probe 

further, based on participants’ responses. The use of this method of data collection 

assisted to address the inefficiencies in the DCS: Leeuwkop Management Area that 

managers need to address in order to reduce poor workplace performance. This 

method is regarded as a responsive interviewing method that shared involvement of 

both the interviewees and the interviewer. Each interview session took 20-30 minutes 

to complete. Microsoft Word and Excel were used to interpret the qualitative data 

through a coding system using segments of colour. The use of computer software 

allowed the researcher to organise large amounts of data and provide consistent data 

analysis. Archival data and documents were notebooks, maintained with work 

instructions or specific action plans, procedures housed on a computer database, and 

any variables that added meaning, increased understanding and developed insights 

related to the research problem. 

 

Data gathering is the precise, systematic gathering of information relevant to the 

research sub-problems, using methods such as interviews, participant observation, 

focus group discussion, narratives and case histories (Burns & Grove, 2003:373). The 

researcher was the main research tool or primary instrument (Streubert, Speziale & 

Carpenter, 2003:18). A data collection method refers to how the researcher obtains 

the empirical data to be used to respond to research questions (Christensen et al., 

2011:54). Each participant was given a consent form to read and sign before the 

interview. Data were collected from individuals at different responsibility levels, top 

managers, senior managers, middle managers, supervisors, general employees and 

human resource personnel in the DCS: Leeuwkop Management Area: Gauteng 

Region. Permission to record all responses verbatim was requested at the beginning 

of each session. De Vos et al., (2011:342) and Maree (2009:175) argue that interviews 

are the most frequent and predominant mode of data or information collection in 

qualitative research. Throughout the interview, the researcher asked participants 

questions to learn about their ideas, beliefs, views and opinions. This implies that 

interviews were aimed at acquiring rich and descriptive information that would enable 

the researcher to understand the social reality of the participants (Maree, 2009:175). 

The information given by the participant also determined follow-up probing questions.  

 

Interviews were held in a specific room within the Correctional Services’ four centres 

and at their respective sections. The researcher followed the following steps with each 

interview:  

 

 made an appointment with each participant at a time that suited them; 

 created a quiet space conducive for conversation; 

 thanked the participants for their time and willingness to be part of the study; 



 

90 
 

 reminded the participants about the purpose of the study and the interview as 

well as the confidentiality agreement; 

 explained that the interview was to be semi-structured and that follow-up 

probing questions would be determined by the information given by the 

participant; and 

 confirmed permission to record the interview.  

 

4.3.4 Data analysis 

 

The researcher regards data analysis as a reductive and organisational mechanism 

for data to be integrated with the researcher’s interpretation, and to produce findings 

(Burns & Grove, 2003:479). Data analysis is a challenging and creative process 

characterised by an intimate relationship of the researcher with the participants and 

the data generated (De Vos et al., 2011:339). According to Coffey and Atkinson 

(1996:189), qualitative data analysis needs to be conducted with rigour and care. In 

phenomenological research, the analysis begins with the first data collection. This may 

consist of no more than a single interview. When a researcher prepares to attend to 

the data, his/her first task is conceptual; clarification must be obtained on their 

preconceptions of the phenomenon or subject of study. This is called “bracketing” and 

is defined as “suspending as much as possible the researcher’s meanings and 

interpretations and entering into the world of the individual who was interviewed” 

(Tesch, 1993:279). The actual data analysis occurs when the researcher reads the 

entire data set. Phenomenology reading is more than casually taking note of the 

content. The researcher must immerse himself/herself in the data, read and reread 

and dwell with the data, in order to achieve closeness and a sense of the whole. When 

satisfied that the text has become accessible, the researcher, can delineate whether 

all “meaning units” throughout the entire interview transcription is necessary to decide 

which ones are relevant to the 64 research questions asked, and bind the meaning of 

the units that contain them (Tesch, 1993:282). 

 

Data analysis requires that the researcher dwells with or become immersed in the 

data. Data analysis is done to preserve the uniqueness of each participant’s lived 

experience while permitting an understanding of the phenomenon under study. This 

begins with listening to the participant’s descriptions and is followed by reading and 

rereading the verbatim transcriptions (Henning, 2004:127-128). As the researcher 

becomes immersed in the data, it is possible to identify and extract significant 

statements. It is critical to identify how statements or central themes emerge and 

connect if the final description is to be exhaustively comprehensive (Streubert et al., 

2003:70).  

 

For the purposes of this study, the researcher used Excel spreadsheets to record the 

responses and to analyse the data. These spreadsheets made efficient data storage 

and retrieval possible. The researcher translated and transcribed the recorded 
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interviews, then read and reread the interviews in their entirety, reflecting on the 

interviews as a whole. Responses were subsequently summarised and a thematic 

analysis was used to categorise the spectrum of responses per interview question. 

Once identified, the themes that emerged were entered on the software for further 

qualitative analyses. 

 

4.3.5 Limitations of the study 

 

The research only focused on DCS: Leeuwkop Management Area as a case study. 

No generalisation to the total population (namely the national DCS or the South African 

public service) could thus be made. A further potential limitation was security concerns 

and policy procedures, which limited the effective and efficient scheduling of 

interviews. The Management Area has four different centres (Centre A, B, C and 

Maximum and reintegration office) which are far away from each other, thus delaying 

the logistic process for conducting interviews. The Management Area also had four 

shift patterns, and interviews had to be scheduled based on the particular shift in which 

the sampled participant resorts. A limitation as far as the interviews were concerned 

was that participants may not always have given truthful or complete responses to the 

interview questions and this might have negatively influenced the findings. However, 

due to the relatively large sample size and the cross-referencing of questions, this 

potential limitation was adequately addressed to validate the findings.  

 

4.3.6 Research ethics 

 

The researcher had a moral obligation to strictly consider the rights of the participants 

who were expected to provide this knowledge (Streubert et al., 2003:314). The 

researcher considered it essential to establish trust between the participants and 

himself and to respect them as autonomous beings, thus enabling them to make sound 

decisions (Burns & Grove, 2003:65; Streubert et al., 2003:314). Ethical considerations 

were important requirements of this study. Due to the sensitive nature of the study, 

possible risks were continuously examined to increase sensitivity to the participants 

and not to expose them. Ethical measures are as important in qualitative research as 

in quantitative research and include ethical conduct towards participant’s information 

as well as honest reporting of the results. The ethical measures in this study included 

consent, confidentiality and anonymity, privacy, dissemination of results, and the right 

to withdraw from the study.  

 

This study only commenced once ethical clearance and permission were obtained in 

writing from the North-West University Research Committee and the National 

Department of Correctional Services Research Committee (Head Office). The 

permission to conduct this research was granted by DCS: Gauteng Region (Regional 

Commissioner) and Leeuwkop Management Area (Area Commissioner) in writing. 

Permission was also granted by participants (DCS employees) who were selected to 

be part of this study in writing. Participants who were selected were informed that their 
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participation is voluntary and that their decision to participate would not inconvenience 

them in any way. The objectives of the study were explained to all participants. The 

participants were guaranteed that their responses would be strictly confidential. 

Participants were aware and informed about the data collection method that was used 

for the collection of data and that no personal information would be taken from them. 

The researcher provided the participants with a contact number to ask any question 

arising from the study.  

 

When it comes to confidentiality and anonymity in this study, no names were attached 

to the information obtained, but codes were used. Polit and Hungler (2004:143) 

pointed out that confidentiality means that no information that the participant divulges 

is made public or available to others. The anonymity of a person or an institution is 

protected by making it impossible to link aspects of data to a specific person or 

institution. Confidentiality and anonymity are guaranteed by ensuring that the data 

obtained are used in such a way that no one other than the researcher knows the 

source. In this study, privacy was also maintained by not attaching a participant’s 

name to the information. According to De Vos et al., (2011:67), privacy refers to 

agreements between persons that limit the access of others to private information. In 

this study, the researcher ensured that when participants described their experiences 

of being involved in the termination of pregnancy, the information given was not 

divulged. Privacy refers to the freedom an individual has to determine the time, extent 

and general circumstances under which private information will be shared with or 

withheld from others (Burns & Grove, 2003:171). 

 

4.4 ANALYSIS AND INTERPRETATION OF EMPIRICAL DATA 

 

The focus of this section is to analyse the field data and examine the findings in view 

of the objectives of the study. The section commences with an analysis of background 

information collected from sampled participants through the demographic information 

interview schedule distributed together with the informed consent and information 

letter. The findings of the analysis of DCS: Leeuwkop Management Area documents 

that were worth referring to would also be presented in this section to contrast and 

compare data collected through the empirical exploration with them. The qualitative 

data collected under-semi structured interviews were coded for the analysis. The 

qualitative data was also thoroughly discussed concerning the objectives of the study. 

The latter data were also crucial in distributing and analysing the findings of 

correctional officers’ motivational factors that influence employee’s performance. 

Recommendations were provided according to the findings from these charts, graphs 

and tables distribution of relevant factors.  

 

As indicated earlier, the interview schedule was divided into three parts and six 

sections. The first part enabled the researcher to establish the demographic profile of 

the participants; this is Section A of the interview schedule. The second part assisted 

the researcher to explore DCS: Executive Management about motivation and 
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employees performance. This is section B of the interview schedule. The last part of 

the interview schedule dealt with DCS: Leeuwkop Management Area employees in 

general concerning motivation and actual performance. In summary, the Interview 

Schedule comprised of the following sections:  

 

 Section A: Demographic profile of correctional officials; 

 Section B: Interviews with Leeuwkop Management Area Executive 

Management;  

 Section C: Interviews with correctional officials on rewards;    

 Section D: Interviews with correctional officials on opportunities, promotion, 

career growth and development;  

 Section E: Interviews with correctional officials on recognition, freedom, team 

spirit and job security; and  

 Section F: Interviews with correctional official’s performance management, 

feedback and working environment. 

 

4.4.1 Section A: Demographic profile of Correctional officials 

 

The first six questions of the interview schedule were based on the demographic 

profile of participants. As far as DCS: Leeuwkop Management Area demographic 

profile is concerned, participants of this study were categorised on gender, race, age, 

and educational level, length of service, and salary level. 

  

Figure 4.1: Gender profiles of participants 

 

 
  

Figure 4.1 indicates that there were 29 male participants and 21 female participants 

and this means that male participants constituted the majority, 58%; while their female 

counterpart was only 42% in this study. Although the differences in gender distribution 

were not so high, this was an indication that male correctional officers were more 

willing to participate in motivational and performance issues within the department. 

This is also an indication that male correctional officers were more willing to participate 

in the study. The low number of female participants may also suggest that the female 

58%

42%

Male Female
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counterparts are not much interested in pursuing a career in DCS: Leeuwkop 

Management Area.  

 

Figure 4.2: Race distributions of participants 

 
       

Figure 4.2 indicates that African participants were more than any of the other races. 

Africans constituted 88% of the study. There were 44 African participants in the study. 

These were followed by six Whites, five Coloured and one Indian. Whites and 

Coloured constituted 6% and 5% respectively while Indians constituted only 1% of the 

participants.  

  

Figure 4.3: Participants age distributions 

 

 
 

Figure 4.3 indicates that 17 participants were adults between the age of 31 and 40 

years, 33%, followed by 15 adults of age between 41 and 50 years, 31%. The young 
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participants in this study were between the ages of 18 and 30 years and there were 

only 9 of them, 18%; and nine older participants, which constituted 18% aged between 

51 and 59 years of the total number of participants. The age distribution indicates that 

there were more correctional officers between the ages of 31 and 40 years, employed 

in DCS: Leeuwkop Management Area than any other age group, followed by the 

correctional officers of the age between 41 and 50 years. 

 

Figure 4.4: Participants’ highest qualifications 

 

 
         

Figure 4.4 indicates that 61% of correctional officers who participated in this study 

were having only matric as their highest educational qualification. These were followed 

by 21% of those who have Diplomas, 12% for those who have degrees and only five 

per cent had post graduate qualifications. Those below matric were only one per cent. 

Taking into consideration that 61% of correctional officers participated in this study 

had matric as their highest qualification, a conclusion can be made that the majority of 

correctional officers have a basic command of the English language, and they can 

read and write. Therefore, they could easily respond positively and effectively in any 

motivational strategy that DCS: Leeuwkop Management Area could implement, such 

as vocational training and development. 
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Figure 4.5: Participants’ length of service 

 

 
         

Figure 4.5 illustrates that 48% of correctional officers who participated in this study fall 

under the category of 11-15 year’s length of service, followed by the 28% of officers 

who’s their length of service was 6 to 10 years. These means that 24 participants fall 

under 11 to 15 years’ length of service while 14 fall under six to 10 years. Twelve per 

cent of correctional officers who participated in this study had 16 to 20 years’ length of 

service, which is 12% of total number of participants. Participants under five years’ 

length of service were 4 and constituted only seven per cent of the study participants. 

The lowest number of participants falls under the category of 21years of service and 

above. These figures indicate that the lengths of service of the majority of correctional 

officials in DCS: Leeuwkop Management Area was 15 years and below, 83%. This 

indicates that 83% of the correctional officers would still be with the DCS: Leeuwkop 

Management Area in 15 years. This figure also denotes that DCS should strengthen 

their motivational strategies focusing on this group to retain a healthy and productive 

workforce for the next 15 years.  
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Figure 4.6: Salary levels of participants 

 

 
        

Figure 4.6 reflects that 36% of the participants were on salary level five and below, 

and they were the majority in this study. It also indicates that there were 24% of the 

participants on salary level six. Twenty-two per cent of the participants were on salary 

level seven. Twelve per cent of the participants were on salary level eight and only six 

percent of participants on salary level nine and above. A conclusion that can be drawn 

from this figure is that DCS: Leeuwkop Management has a high number of employees 

who are in the entry level position. This also means that this Management Area has 

many younger employees. Motivational strategies for these younger employees 

should be based on training and career development. 

 

4.4.2 Section B: Interview with Leeuwkop Management Area Executive 

Management 

 

As indicated earlier, this section focuses on DCS: Leeuwkop Management Area’s 

Executive management. Executive managers were expected to answer   questions 

from this section. As stated in chapter one, the interview schedule below is intended 

to explore and analyse motivational factors that have a positive impact on employee 

performance. It is also intended to explore and analyse perceived challenges as 

experienced by DCS: Leeuwkop Management Area’s executive management. This 

section will also explore and analyse which reward schemes are in place and how they 

motivate employees. The section will further investigate how monetary rewards as a 

motivational factor have an impact on employee performance. It will also probe and 

analyse the difficulties facing management in the implementation of motivational 

strategies. The issue of trust by employees towards management will also be 

analysed. 
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Question 7:  What is employee motivation and how does it work in this 

organisation? 

 

This question was asked to DCS executive management to explore the understanding 

of motivation and how it works. Participants indicated that motivating employees is the 

cornerstone of their department and it forms part of their strategic planning and annual 

performance plan. However, some executive managers tend to refer the motivation of 

employees to rewards and have a lack of understanding on how motivation of 

employees works. Participants mainly focused on employee morale and said high 

morale will allow correctional officials a positive self-image, promote professionalism, 

and adequately assigned tasks. Executive management in this regard believes that 

positive employee morale is built from the foundation of an organisation, the motivation 

from effective leaders, and the positive influence of the peer group. 

 

Question 8: What reward schemes are in place for employees and how are these 

schemes implemented? 

 

The question was asked to participants on a rewards system in place and the 

implementation thereof. The participants mentioned rewards schemes such as 13th 

cheque, performance bonus, pay progression as main rewards in place. Where the 

13th cheque is not based on performance, performance bonus and pay progression 

are based on the performance of employees. DCS: Leeuwkop Management Area 

makes use of the Performance Management System to determine who qualifies for 

performance bonuses and pay progressions. Participants also mentioned rewards 

such as extended service benefits, which are comprised of monetary rewards and 

extended days off. Training and development were also mentioned by participants but 

they emphasised that it does not depend on performance.  

 

Question 9: Do these rewards schemes motivate employees? 

 

The question was asked to participants if the rewards mentioned above actually 

motivate employees. 
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Figure 4.7: Reward schemes 

 

 
      

The majority of participants responded “yes” to this question at 51% while 49% of 

participants responded “no”. The difference in the percentage of participants who 

responded yes and those who responded no is very slim. This means that almost half 

of the participants believe that the current rewards schemes do not motivate 

employees even though the majority believes it does. 

 

Question 10: What are the factors that motivate employees in this organisation? 

 

The question was asked to participants about factors that motivate employees in DCS: 

Leeuwkop Management Area. Most of the participants’ responses include motivational 

factors such as performance management, promotion, recognition, performance 

bonus, training, career development and good working condition. However, some of 

the participants regard salaries and other monetary rewards such as 13th cheque and 

long service monetary rewards as effective motivators to correctional officials.  

 

Question 11: Do monetary rewards always motivate employees? Do employees 

seek further motivation packages such as achievement, promotion, and 

training?  

 

This question served to confirm whether monetary rewards always motivate 

employees. 
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Figure 4.8: Monetary rewards 

 

 
   

The majority of participants (58%) responded “yes” to this question as they believe 

that a monetary reward always motivates employees. However, 42% of participants 

responded “no” to this question and emphasised that monetary rewards do not always 

motivate employees due to the monetary rewards such as 13th cheque which everyone 

qualifies for irrespective of performance. This group also mentioned that performance 

bonuses are ineffective due to the lack of proper implementation of the performance 

management development system. The follow-up question was asked to verify 

whether employees seek further motivational packages such as achievement, 

promotion or training. All participants agreed that indeed employees need further 

motivational packages such as achievement, promotion, training, mentorship, good 

working environment, and career development and recognition.  

  

Question 12: What difficulties does your institution face in implementing 

motivational strategies for employees? 

 

This question was asked to further explore the difficulties participants face in the 

implementation of motivational strategies. Majority of participants cited complicated 

labour relations processes as a barrier for effective implementation of institutional 

motivational strategies. Improper mechanism and financial constraints were also 

mentioned as a challenge in the implementation of motivational strategies, for 

example, no performance bonuses paid for the financial year 2017/2018. Ineffective 

performance management system, employee’s non-compliance to performance 

management system and lack of proper strategy and vision in place to enforce 

employee motivation, amongst others, are barriers in the implementation of proper 

motivational strategies with the Department of Correctional Services. The most 

significant challenge that participants face in implementing motivational strategies was 
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the general absence of government and political will to revive the implementation of 

the public service motivational strategies. 

 

Question 13: How will your institution rate employees’ current working 

condition? Do they feel fairly treated? 

 

This question was designed for executive management to rate employees’ current 

working conditions in DCS: Leeuwkop Management Area. Participants were required 

to rate employees’ current working condition to determine whether those conditions 

motivate them to perform their duties to the optimum level.  

 

Figure 4.9: Current working conditions 

 

 
     

The majority of participants (60%) rated the working conditions of DCS as “very bad”. 

Participants mentioned a shortage of staff, high staff turnover, overcrowding and 

unfavourable and complicated working hours and shifts patterns as the reason for their 

response. However, 25% of participants rate the working conditions in DCS: 

Leeuwkop Management Area as not so bad. These participants based their response 

on the condition of their offices which participants say tare well equipped as well as 

state-of-the-art facilities. These participants also mentioned that officials were well 

trained on how to handle overcrowding and able to choose the shift pattern of their 

choice. However, 10% and 5% of participants rated DCS: Leeuwkop Management 

Area current working conditions as favourable and conducive respectively. These 

participants mentioned factors such as proper training, consultation, participation in 

decision making and teamwork existing in their work environment as the basis for their 

response. 
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Question 14: Is there a balance between employees’ reward and their work 

input? 

 

As it was established in Chapters Two and Three of this study, employees’ reward as 

a motivational factor influences employee motivation. The purpose of this question to 

executive managers was to compare their responses with the theoretical principles 

associated with motivation. 

 

Figure 4.10: Reward and input 

 

 
        

Half of the participants (50%) responded that there is a balance between reward and 

employee input while the other half responded there is not. The participants who 

responded that there is a balance between rewards and employee input emphasised 

that officials who received a performance bonus, promotions, and training perform 

better than those who did not receive it. This group further emphasised that working 

conditions and performance management plays a vital role in employee performance. 

However, the other 50% of participants refuted this claim and deduced that 

correctional officials input in their work do not correlate with rewards. This group further 

illustrate that correctional officials are performing their duties as usual whether officials 

received rewards or not. These participants also mentioned that the process of 

rewarding employees is not instituted properly to reward high performers as rewards 

such as performance bonuses are done at a rotational basis.  

 

Question 15: What are the significant difficulties the institution faces in 

rewarding employees? 

 

This question was posed to explore the main challenges facing DCS: Leeuwkop 

executive management in rewarding employees. The majority of participants 

mentioned financial constraints as the primary challenge facing monetary rewards. 
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Lack of proper planning and guidelines in offering rewards were also mentioned. The 

ineffectiveness of the performance management development system in monitoring 

performance is also a challenge. Participants also mentioned that lack of performance 

indicators is also a challenge due to the uniformity of work being performed. 

Participants further emphasised that 85% of employees in DCS: Leeuwkop 

Management Area are doing the very same task which is very difficult to measure and 

reward. Participants also mentioned a lack of support from their principals and lack of 

political will to strengthen the rewarding system in place.  

 

Question 16:  Do employees still trust their management? 

 

This question was aimed at establishing whether DCS: Leeuwkop Management Area 

management believes that employees trust them. 

 

Figure 4.11: Level of trust between employees and management 

 

 
 

The majority of participants (68%) responded “yes” to this question citing a high level 

of cooperation between management and lower level employees. This is further due 

to the extensive training for correctional officials before assuming duty. However, 32% 

of participants deduced that there is a lack of trust between management and lower 

level employees, more especial those with long service in the department. Lack of 

promotion and opportunities for long service employees also play a role in lack of trust 

by correctional officials. The participants further emphasised that this is due to lack of 

a promotion policy within the DCS in general and this give strain and stress to lower 

level employees. Participants also gave a worse scenario, in that the majority 

correctional officials are stacked at an entry-level rank for 12 years at the time research 

and thus influence the trust between management and lower level correctional 

officials. 
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4.4.3 Section C: Interview with Correctional officials on rewards 

 

The interview with DCS: Leeuwkop Management Area employees in this section 

consist of nine questions which are based on employees’ rewards as a motivational 

factor. This section is intended to explore the influence of rewards on the performance 

of employees. Interview questions in this section were based on what motivates 

employees to work effectively, whether participants prefer performance rewards, 

financial or non-financial, and whether employees can take other opportunities without 

pay or other alternative rewards such as coaching, career development, extra holidays 

or paternity leave. This section is also aimed at exploring whether participants earn a 

fair wage and a comparison of their wages with other organisations. Equity or equal 

pay for equal duties question was also asked to determine whether equity prevails in 

their organisation. The question concerning annual increments and performance was 

also raised to determine whether participants receive their annual increments based 

on performance or not. The final question in this section was to determine whether 

participants were aware of the full rewards packages of their organisation.  

 

Question 17: What motivates you to work more effectively? 

 

In this question, participants had different views based on their needs. The majority of 

participants emphasised the issue of recognition, feedback, communication, 

empowerment, job design, a good working environment, and career development and 

interesting work. The participants further deduced that employee morale is 

instrumental in creating a unified and functional atmosphere in the workplace. A few 

participants further added staff empowerment, mentorship, effective supervision and 

good team spirit as their motivational factors. Participants also mentioned training and 

development as a good motivator but revealed that departmental training in their 

workplace is not based on individual training needs for good performance. The issue 

of rewards does not play a vital role in this regards because participants emphasised 

that they get more or less equal pay depending on the length of service. Participants 

further explained that performance bonuses seem to be a rotation process of 

employees of the same rank. 

 

Question 18: Would the institution consider a performance reward for being 

financial or non-financial? 

 

This question was aimed at exploring what reward between financial and non-financial 

reward participants are interested in.  
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Figure 4.12: Preference of performance rewards 

 

 
 

The majority of participants (65%) emphasised that their preference is a non-financial 

reward. Participants, in this regard, deduced that they prefer promotion to the next 

rank instead of monetary rewards. The participants further responded that DCS does 

not practice this method since the employer promised employees that the new 

performance management system would drive employees from one notch leg to the 

following one based on performance. However, 35% of participants responded “no” as 

their answer and went on to explain that financial reward is more important than waiting 

for promotion and recognition in vain. 

 

Question 19: Would the institution be willing to take the opportunity without 

pay even if it improves the institution’s chances for greater pay further down 

the line? 

 

This question was raised to explore if there was an opportunity for promotion in DCS: 

Leeuwkop Management Area. 

 

Figure 4.13: Opportunity without pay 
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The majority of participants (77%) responded “no” to this question citing that higher 

pay and promotion in DCS are based on qualification and experience. Participants 

further emphasised that any vacant position is advertised and everyone, including 

members of the public, could be selected to fill the post. However, 23% of participants 

responded “yes” to this question and mentioned career development as their main 

focus. Most of these participants were those who are furthering their studies looking 

forward to DCS to affording them the experience needed in the process. 

 

Question 20: Would the institution consider alternative rewards such as 

coaching, career development, flexi-time, extra holiday or paternity leave as a 

benefit of value? 

 

This question was raised to explore if participants regard the importance of coaching, 

career development, working flexi-time, an extra holiday, and paternity leave as 

benefits of value. 

 

Figure 4.14: Alternative reward 

 

 
         

The majority of participants (74%) regards coaching, career development, flexi-time, 

extra holidays, and paternity leave as benefits of no value considering their individual 

needs. However, 26% of participants responded “yes” to alternative reward as long as 

it would bring them closer to promotion. 

 

Question 21: Does the institution think it is paying a fair wage for what you 

do? 

 

The question was raised to participants whether they are paid a fair wage or not. This 

question was aimed at exploring the satisfaction of participants when it comes to 

wages within the DCS: Leeuwkop Management Area. 
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Figure 4.15: Fair wage 

 

 
 

With personal satisfaction in mind, 89% of participants responded “no”, they are not 

paid a fair wage considering their scope of work. Participants further emphasised that 

working conditions in correctional centres are not conducive and are risky. They 

participants further explained that their life is always in danger almost every day and 

they deserve much more. The majority of these participants work directly with inmates. 

However, 11% of the participants believed they are getting a fair wage for what they 

do. Most of these participants perform their duties in their respective offices, and direct 

contacts with inmates are minimal. 

 

Question 22: Do you think that you are paid in line with other organisations? 

 

This question was raised to explore the feeling of participants concerning pay as 

compared to other organisations. 

 

Figure 4.16: Pay comparison 
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The majority of the participants (81%) believe that they are being paid a reasonable 

pay compared to their counterparts in the security cluster (South African Police Service 

and the South African Defence Force. However, 19% of participants responded “no” 

to the question citing that DCS employees may be getting paid enough but benefits 

such as medical aid, housing allowance, and children education and low danger 

allowances are meagre. Participants further explained that employees are paying 

more money into medical aids, which is not the case in other organisations. The 

participants further responded that housing allowance is minimal; one cannot even 

afford to buy his/her own house. Funding for children education also does not exist 

compared to other organisations. 

 

Question 23: Do you think that you are paid in line with other people within the 

organisation? 

 

This question was raised to explore equity when it comes to pay. 

 

Figure 4.17: Equal pay 

 

 
 

The majority of participants (87%) believe that they are being paid equally based on 

their rank and length of service. However, 13% of participants refuted this equal pay 

and emphasised that since the implementation of centre-based and non-centre based 

strategy in DCS in general, employees of the same rank and same length of service 

are no longer earning an equal salary based on centre-based and non-centre based 

merits. These refutations were clarified as follows:  Centre-based (those rendering 

security services) and non-centre based employees (those providing support services 

within the same environment) are not treated equally. These participants also deduced 

that this centre-based and non-centre based classifications create confusion, 

uncertainty and tensions amongst workers.  

 

Question 24: Do you expect an annual increase regardless of your personal 

performance? 
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This question was raised to determine whether participants expect an annual increase 

even when their performance was dismal. 

 

Figure 4.18: Annual increases 

 

 
 

In this regard, all participants responded “yes” to this question citing the cost of living 

increases, which is inflation related. Since DCS is a non-profit government 

department, participants felt that the government must cater for an increment every 

year irrespective of performance. Besides the feeling of participants, the labour 

relations in the Public Service is very active to the extent that the basic conditions of 

employment and labour relations practices are very efficient. These include public 

service unions such as POPCRU, PSA and others. 

 

Question 25: Do you feel that employees are made aware of the full reward 

package at your organisation? 

 

This question was raised to explore participants’ awareness of the reward package in 

the workplace. 

 

Figure 4.19: Are you aware of the full reward package? 
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The majority of participants (69%) responded “no” to this question citing a lack of 

communication between Human Resource Development and employees. The reward 

packages these participants are aware of are performance bonuses that they believe 

is paid on rotation, and long service benefits of 15, 20, 25, and 30 years and above, 

which is being paid every financial year. However, 31% of the participants responded 

“yes” to this question and further explained that full rewards packages are being 

communicated to them every time, unlike employees who work directly with inmates.  

 

4.4.4 Section D: Interview with Correctional officials on opportunities, 

promotion, career growth and development 

 

The main focus of this section was to explore participants’ opportunities, promotion, 

and career growth and development within DCS. This was achieved by asking 

questions with regard to opportunities to develop and whether performance appraisal 

forms part of the criteria for the employees’ development. The questions in this section 

were also crafted to retrieve information on whether participants would still be with the 

organisation for the coming five years or not, and whether there is an opportunity that 

participants could be promoted at any time. Participants were also asked whether 

there are measures in place for career growth and if not, are participants still interested 

in working for the organisation. A question that was aimed at exploring opportunities 

for promotion and promotion policy was also asked to explore what opportunities 

employees have to get promoted to the next level. 

 

Question 26: Do you feel you have opportunities to develop within your 

current role? 

 

The question was asked to participants to test whether DCS employees have 

opportunities to develop in their current role as correctional officials. 

 

Figure 4.20: Opportunities to develop 
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The majority of participants (52%) responded “no”, citing the unavailability of 

development programmes that focus mainly on their scope of work. However, 36% of 

participants responded “yes” to the question and emphasised that some of the 

employees are given opportunities to develop in their current role within the centres. 

Twelve per cent of the participants were not sure and responded that it happens only 

to a few interested people.   

 

Question 27: Do you believe that performance appraisals are a form of 

recognition or that they are a sufficient tool for your development within the 

organisation? 

 

This question was aimed at exploring the understanding of the performance 

management system by DCS: Leeuwkop Management Area, as experienced by 

correctional officials. The majority of participants believed that performance appraisal 

is not effective as a yardstick for developing and rewarding officials. Some participants 

responded that performance appraisal is just another routine and there is no use of it 

whether officials completed it or not, and the most culprits in this regard are officials 

who have reached the ceiling for pay progression. 

 

Question 28: Looking at the opportunities in your organisation where do you 

see yourself in five years from now? 

 

This question was aimed at determining whether correctional officials are happy with 

their current jobs or are willing to move out as soon as possible. This question was 

also aimed at exploring DCS: Leeuwkop Management Area staff turnover. The 

majority of participants emphasised that even though they face challenges within DCS, 

they have no plans to move on as yet. Participants also mentioned that besides lack 

of opportunities, job security is the main factor that prompts them to stay with the 

organisation. Participants emphasised that in five years’ time they would still be 

rendering their services with DCS: Leeuwkop Management Area. 

 

Question 29: Is there an opportunity that you can be promoted at any time? 

 

This question was asked to explore whether opportunities will arise where participants 

could be promoted at any time. 

 

 

 

 

 

 

 

 

 



 

112 
 

Figure 4.21: Opportunities for promotion 

 

 
 

Fourty two per cent of participants were not sure about opportunities for promotion in 

their organisation while 35% of participants stated that there is no such practice in 

DCS. Promotion is achieved by applying for vacant post after it had been advertised. 

Two participants also stated that promotion is the issue of the past and they are 

studying to develop themselves and, ultimately, apply for an advertised vacant post. 

Participants also mentioned that DCS: Leeuwkop Management Area follows a formal 

and lengthy process of recruiting and selection of higher posts. Participants further 

responded that there were no promotions based on experience and performance since 

2005. All promotions available are based on qualification, and anyone can apply. The 

majority of participants responded that they are “stuck at the entry-level rank since 

2005”. However, 23% of participants responded “yes” to this question and emphasised 

that it is based on the combination of hard work, qualification, and training and 

availability of posts. 

 

Question 30: Are measures in place for career growth in your organisation? 

 

The question was asked to participants whether there are measures in place for career 

growth or not within their organisation. This question was asked to explore how career 

growth in DCS: Leeuwkop Management Area is being conducted. 
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Figure 4.22: Career growth 

 

 
 

The majority of participants (48%) responded that there is “no such thing as career 

growth” in DCS and that everyone is compelled to study hard to grow. Other 

participants (39%) cited mentorship as a challenge while others emphasised the lack 

of planning when it comes to career growth. Participants further emphasised the 

challenge of DCS in implementing programmes that would lead to career 

development. However, 23% of participants were not sure about how career 

development works. 

 

Question 31: What makes you still interested in working for this organisation, 

considering your previous response? 

 

The question was posed to participants on what makes them still interested in working 

for the organisation considering lack career growth. This question served to explore 

the willingness of officials to work for the department considering career growth. Forty-

eight per cent (48%) indicated that they are no longer interested in working for DCS 

and participants are just doing their work so that they get paid at the end of the month. 

Participants further responded that the management style has a negative impact on 

staff turnover of DCS: Leeuwkop Management Area if not DCS in general.  

 

Question 32: Is there effective development and training in your organisation? 

If so when last did you attend the programme? 

  

The question was asked to participants whether there is effective development and 

training in their organisation or not and when did they last attend a programme. This 

question was aimed at exploring the effectiveness of DCS training and development 

strategies and the attendance thereof. As far as training and development in DCS: 

Leeuwkop Management Area is concerned, the majority of participants focused mainly 

on their day-to-day duties and the scope do not cover other elements of work. The 

39%

23%

48%

Yes Not sure No



 

114 
 

majority of participants attended training programmes more than two years ago but 

are willing to attend training sessions. 

 

Question 33: If opportunities arise, does anyone who qualifies have a chance 

for promotion? 

 

The question was asked to participants that, when opportunities arise for promotion, 

does anyone qualify to be promoted. This question was posed to participants to 

explore the level of opportunities to be promoted in DCS and whether it exists. Most 

of the participants responded that there are opportunities but for everyone, whether 

internal or external. Participants also mentioned that there are no specific opportunities 

for the internal officials. Other participants had no knowledge of opportunities in DCS 

and how it works. Participants also mentioned that anyone who qualifies to advance 

to the top could do so in an open and transparent manner like any member of the 

public. 

 

Question 34: Does your organisational promotional policy allow for personal 

development? 

 

This question was asked to participants whether organisational promotional policies 

allow for personal development. This question was also posed to explore whether 

promotional policies and personal development are linked for career development. 

Almost all participants responded that there are no promotion policies in DCS, and 

they are not expecting it soon. These participants also responded that if one needs to 

be promoted, he/she must study and apply for the vacant posts when advertised. 

Participants further stated that the majority of their members are stuck in one rank for 

more than 12 years. A few participants, although they were not sure about promotion 

policy, agreed with the rest and emphasised the prioritisation of education for 

promotion in DCS. These participants also indicated that DCS has recently 

implemented pay progression and accelerated pay progression measures as a means 

of increasing salaries without promotion itself. This was part of the resolutions of the 

occupational specific dispensation’s implementation. 

 

4.4.5 Section E: Interview with correctional officials on recognition, freedom, 

team spirit and job security 

 

The aim of this section was to explore correctional officials with regard to recognition, 

freedom, team spirit and job security. Based on these aspects, participants were asked 

whether their organization recognised their efforts and whether participants would 

consider any form of recognition other than rewards. This section also attempted to 

explore whether participants were recognised for whatever reason in their 

organisation. Participants were also engaged to respond on team building activities 

and comfortability in their workplace. Participants were also engaged on what attracts 

them to be public servants and whether they are willing to relocate from the public 
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sector to the private sector. This section was also aimed at exploring whether 

participants were allowed to demonstrate their skills and abilities, and whether they 

enjoy freedom in their workplace.  

 

Question 35: Do you think that your efforts are recognised by your 

organisation? 

 

The question was asked to determine whether participants are recognised by the 

organisation or not. 

 

Figure 4.23: Employee recognition 

 

 
 

The majority of participants (77%) responded “no” to the question and responded that 

employees can work to the best of their abilities, but they are not recognised 

whatsoever. These participants also mentioned that some of the employees have 

reached a point where arriving at work is “just a favour” because, whether employees 

are absent or on duty, things remain the same and that there is no recognition whether 

you work hard or not. However, 23% of the participants responded “yes” to this 

question citing several opportunities that arise from their performance. This small 

percentage of participants emphasised that, for them, promotion, pay progression and 

performance bonuses are fair enough to propel them to work even harder. 

 

Question 36: Would you consider other forms of recognition other than financial 

rewards as important? 

 

The question was asked to determine and explore participants’ preferences when it 

concerns their recognition and financial rewards. 
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Figure 4.24: Recognition and financial rewards 

 

 
        

The majority of participants (82%) responded “yes” to this question and further pointed 

out that promotion and pay progression would be a much better recognition rather than 

financial rewards. These participants further illustrated that financial rewards are a 

short-term reward and that they are not sustainable. The low number of participants 

(18%) answered “no” to this question citing trust between them and management. The 

latter participants also emphasised that it is better to receive financial rewards as 

promotion and pay progression are not forthcoming. 

 

Question 37: Have you been ever recognised for whatever reason in your 

organisation? If yes, explain 

 

This question was asked to explore whether participants have been recognised since 

started working for the organisation. 

 

Figure 4.25: Recognition by the organisation 

 

 
        

The majority of participants (73%) responded “no” to this question and emphasised 

that it is very rare to be recognised by their organisation. The participants further 

explained that the only recognition they know of is the long service recognition where 
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those with 10 years of service get a trophy and those with 15 and above get a trophy 

and financial rewards. However, a low number of participants responded “yes” to this 

question citing the way that their pay progression is based on performance 

assessment is still unfolding. The latter participants responded that they received 

recognition verbally, in a written statement, and a financial reward during their tenure. 

 

Question 38: Do you feel as part of the team in your component? If yes, 

explain 

 

The question was asked whether a participant feels part of the team in their 

components. This question was asked to determine whether participants feel part of 

their working team in the performance of their duties. 

 

Figure 4.26: Team work 

 

 
       

Just over half the number of participants (53%) responded “yes” to this question and 

mentioned that in their component, tasks are performed as a team and there is no way 

a correctional facility can work without being part of a strong team. Just below half 

(47%) responded “no” and they felt like they were being ignored when decisions are 

taken and are being used in posts where there are no activities for future growth. Some 

of these participants also pointed out that the same colleagues working together can 

be allocated work in different projects without even being notified in good time.  

 

Question 39: Is there any team building activities in your workplace? If yes, do 

you participate? 

 

The question was asked to find out whether there are team building activities in DCS: 

Leeuwkop Management Area. The aim of this question was to explore and determine 

the frequency of team building activities in the organisation. 
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Figure 4.27: Team building 

 

 
 

A high number of participants (59%) responded “no” to this question citing that it is 

done once a year and not every year. This group of participants also stated that there 

are no specific dates and a time-schedule for team building activities. Participants also 

indicated that, even though it is not done regularly, not all employees can attend due 

to staff shortages and complicated and congested shifts. However, 41% of participants 

responded “yes” to this question and responded that they are always involved in team 

building exercises and the activities in their components even though it is not done 

regularly. These participants also mentioned staff shortages and complicated shifts 

are the main challenges to poor participation in team building. 

 

Question 40: Do you feel particularly comfortable with your work? Explain 

 

The question was asked to participants whether they feel comfortable with their work 

or not. 

 

Figure 4.28: Work comfortability 
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A considerable number of participants responded “no” to the question, cited 

management attitude towards junior officials. This group of participants also indicated 

that the shift pattern which is related to the seven days’ establishment makes their 

working environment terrible. However, 44% of participants responded “yes” to this 

question and further illustrated that comfortability in their work is due to teamwork 

within their component and ongoing training. These participants also emphasised that 

their duties are special and unique from other departments. 

 

Question 41: What do you find particularly attractive by being a public 

employee? 

 

The question was posed to participants to find out what attracts them to remain a 

public employee. The majority of participants responded that to be a public employee 

is very special and a privilege. These participants further indicated that to be a public 

employee comes with job security, medical aid scheme, better salaries, good labour 

relations and basic conditions of employment practices. Official accommodation is also 

available for public employees in DCS. This group further indicated that the 

government salary system is more effective than that of a private organisation. Some 

of the participants described working for the government as a calling and gift of life 

citing the types of leaves available to officials, the pension scheme which is the richest 

in Africa and the stipulated years of retirement which is 60 with the opportunity to 

extend employment. A few participants mentioned staff empowerment, training and 

development, institutional environment, and recognition and communication as 

attractive and well managed. 

 

Question 42: Do you sometimes think about switching sectors from public to 

private? 

 

The question was asked to participants about switching sectors from public to private 

sector. 

 

Figure 4.29: Switching from public to private sector 
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A considerable number of participants (85%) responded “no” to this question, 

indicating that they are better off in DCS than in the private sector. These participants 

cited a lack of job security and economic uncertainty in the private sector. These 

participants also pointed out a lack of proper and sustainable benefits in the private 

sector. However, although a few participants (15%) were interested in switching from 

public to the private sector citing progress and career growth in the latter. This small 

group also mentioned the red tape, and lack of accountability and corruption in the 

public sector as the primary driver of ineffective and inefficient public service.   

 

Question 43: Does your organisation allow employees to demonstrate their 

skills and abilities and do you have freedom in the workplace? Explain. 

 

The question was asked if the organisation allows employees to demonstrate their 

skills and abilities and have freedom in the workplace. 

 

Figure 4.30: Demonstration of skills and abilities 

 

 
 

The majority of participants (76%) responded “no” to this question and emphasised 

that the opportunity to demonstrate their skills and abilities and freedom in DCS is 

scarce. This group also emphasised that, in this organisation, it does not matter which 

qualification or skills one hold, the core business of this organisation is security and 

safeguarding of inmates.  When it comes to employee freedom in this organisation, it 

is rare and the training development component is doing nothing about it. A handful of 

participants (24%) responded “yes” to this question and further responded that officials 

could demonstrate their abilities as long as it is related to security and that some 

components such as development and care, finance, supply chain and corrections do 

allow officials to demonstrate their skills, abilities and freedom. 
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4.4.6 Section F: Interview with correctional officials on organisational culture, 

performance management, feedback and working environment 

 

This section of the interview schedule sought to explore the effectiveness of 

performance management, feedback, and participants’ working environment which 

includes flexible hours. Considering the above, questions were asked to participants 

whether they feel comfortable with the culture of their organisation and whether they 

believe in the performance management development system and its intended use. 

Participants were also asked about whether they found their work interesting and 

whether feedback is necessary. The question concerning the participants’ concerns 

about their working environment and whether flexible working hours are allowed, was 

also asked. 

 

Question 44: Do you feel comfortable with the culture of your organisation? 

 

The question was asked to participants to enquire whether they feel comfortable with 

the culture of their organisation or not. 

 

Figure 4.31: Organisational culture 

 

 
 

Fifty-one per cent (51%) of participants responded “no” to this question citing the 

routine work they do every day. This group emphasise that they do the very same 

work daily and that the culture of the organisation is hard to follow and complicated. 

However, 49% of participants responded “yes” to this question and deduced that they 

are doing well with the culture of the organisation, more especially corporate wear. 
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Question 45: Do you believe that the performance management development 

system of your organisation is capable and being used for the intended 

purpose? 

 

The question was asked to participants whether they believe that performance 

management development system is capable and is used for the intended purpose. 

 

Figure 4.32 Performance management development systems 

 

 
 

 The majority of participants (58%) responded “no” to this question and further stated 

that it is only done as a routine process and not as a proper assessment. These 

participants also emphasised that the performance management development system 

is only done for the payment of performance bonuses, not to develop employees as 

such. Forty-two per cent, 42%, of the participants responded “yes” to this question and 

deduced that the performance management development system is implemented 

effectively, starting with the performance agRe’ement, mid-term review and the final 

assessment, with a summary motivation for the achievement for the year. 

  

Question 46: Do you take performance management seriously in your 

organisation? If no, why? 

 

The question was posed to participants whether they take performance management 

seriously or not within their organisation. 
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Figure 4.33: Performance management 

 

 
 

Most of the participants (72%) responded that they do not take the performance 

management process seriously and further illustrated that they are doing it just for the 

one per cent annual and bi-annual pay progression increase. These participants also 

indicated that they only compile a performance management booklet for a 

performance bonus. Participants also mentioned that compiling the performance 

management booklet is a stressful experience and boring. At least 28% of participants 

do take performance management seriously.  

 

Question 47: Have you ever found your working interesting? If so, how? 

 

The question was asked to participants whether they found their work interesting 

with DCS. 

 

Figure 4.34: Interesting work 

 

 
 

Most participants (67%) responded “yes” to the above question. Their responses were 

based on the routine work for every day. These participants described their work as 
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interesting and physically challenging. Most of these participants are centre-based 

officials who work directly with inmates. However, 33% of the participants responded 

“no” to this question citing the repetition of work every day and the lack of progress. 

These participants emphasised that they were doing the same duty for the past 10 

and 25 years respectively. 

 

Question 48: Do you think feedback is necessary, considering your work? 

 

The question was asked to participants whether feedback is necessary for their work. 

 

Figure 4.35: Employee feedback 

 

 
 

A higher number of participants (63%) responded “yes” to this question and that it 

helps them to see whether they are on the right track or not. This group of participants 

also emphasised that feedback is necessary, and it encourages them to work harder 

and more effectively. Thirty-seven per cent, 37%, of participants responded “no” to this 

question and further responded that feedback is not necessary as their duties do not 

require special skills and that such feedback is not accurate and fair. 

 

Question 49: What is your concern about your working environment if any? 

Explain 

 

 In this question, participants were requested to explain any concern with regard to 

their working environment. Participants complained that their work environment is not 

conducive to working effectively. These participants cited lack of cooperation between 

lower-level officials and management. They also mentioned a lack of infection control 

and employee-assistant programme officers within their centres. Overcrowding and 

staff shortage were also mentioned. Shift patterns such as working for 12 entire days 

without rest is problematic to officials. These participants also mentioned a lack of 

equipment or resources to perform to their optimum level, such as poor ventilation, no 
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proper furniture, not enough security equipment, and not enough uniforms, and lack 

of teamwork.    

 

Question 50: Are flexible working hours allowed in your organisation? 

 

The question was asked to the participants whether flexible working hours are allowed 

in their organisation. 

 

Figure 4.36: Flexible hours 

 

 
 

A high number of participants (87%) responded “no” to this question. These 

participants cited a lack of cooperation between low-level officials, supervisors and 

management. These participants also emphasised that the only instance where 

officials could work flexible hours is when officials change shifts according to the shift 

patterns. However, 13% of participants responded “yes” to this question and cited 

rotation within their components. These are mostly officials who work in offices for 

support duties. These officials are working five days (Monday to Friday), and they do 

not report for duty on weekends and public holidays.  

 

4.4.7 Interpretation of executive management and correctional officers’ 

responses 

 

This study found that the demographic profile of DCS: Leeuwkop Management Area 

correctional officials is essential in determining which motivational factors are suitable 

for good performance. Most of the participants in this study were African, and almost 

half of these African participants were women. This indicates that there are a high 

number of African male and female officials employed in DCS: Leeuwkop 

Management Area. Whites are second in the fold but with a very low number. There 

are also a very low number of Indian participants in this study, with only two Indians 

who participated. The study also revealed that most of the participants were middle-
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aged, between the age of 31 and 50 years old. There were also a low number of young 

and old officials in this Management Area. The majority of participants in this study 

have matric as their highest qualification. However, a higher number of participants 

have diplomas, degrees, and honours degrees and above. The interesting part of it is 

that they are already promoted to the supervisory and management positions. The 

DCS: Leeuwkop Management Area demographic distribution also indicates that there 

is a high level of staff retention as the majority of their staff hold between six and fifteen 

years of service. The majority of correctional officials in this Management Area are at 

salary levels five and six. 

 

The empirical exploration confirmed that managers do not understand precisely how 

the motivation of employees works. The information received from the executive 

managers of DCS: Leeuwkop Management Area indicated that most of the managers 

tend to understand motivation of employees as rewards. Participants pointed out that 

they have a challenge in understanding how the motivation of employees works but 

believe in employee morale as a motivational factor for good performance. Participants 

were only aware of the three reward schemes available in DCS which are: a 13th 

cheque, performance bonus, and pay progression. According to participants (DCS 

executive managers), the three reward schemes are not effective in motivating 

employees to perform better. However, participants mentioned motivational factors 

such as performance management, promotion, recognition, training and development, 

career development, good working conditions, job security, and employee supervision 

as the keys to good performance. Participants also indicated that there are factors that 

prevent the implementation of motivational factors listed above such as labour 

relations processes, lack of proper mechanisms and manuals for effective 

implementation, financial constraints, ineffective performance management 

development systems in place, no compliance from employees, and no proper 

strategy and standard operation procedure (SOP) in place. Participants also rated the 

working condition of DCS as very bad citing a shortage of staff, overcrowding, long 

working hours, bad shift patterns and financial constraints for rewarding good 

performance that have a negative impact on the trust between executive managers 

and junior employees. 

 

Participants pointed out recognition, feedback, communication, staff empowerment, 

job design, good working environment, job security, employees’ supervision, career 

development and exciting work as motivational factors that propel good performance. 

The participants mentioned motivational factors such as mentorship, coaching and 

team spirit as something that gives them the courage to perform even better. When it 

comes to financial and non-financial rewards, participants recommended non-financial 

rewards citing sustainability in future in terms of promotion. The majority of participants 

were not willing to consider opportunities without pay even if they improve their 

prospects of being promoted to a higher level, citing a lack of trust between employees 

and management of DCS: Leeuwkop Management Area. Participants were also not 

willing to take alternative rewards such as coaching, career development, and 



 

127 
 

flexitime, citing that it does not add value to DCS. Participants agreed that they are not 

getting a fair wage based on the scope and risks attached to the work that employees 

do, but the majority agreed that DCS is paying better than other organisations in the 

public service. Participants further indicated that the organisation practise equal pay 

for both male and female officials and an annual increment is due every financial year 

irrespective of performance. However, the majority of participants were not made 

aware of the full rewards package available in DCS: Leeuwkop Management Area. 

Participants also responded that there was no room for training and development 

within the ambit of their roles in the centres, citing minimum or unavailability of training 

and development programmes. Participants also complained about the 

ineffectiveness of performance appraisals within DCS and that they were just routine 

procedures for reporting purposes as there was no use for them whether officials’ 

performance was measured or not. 

 

The results of the empirical exploration confirmed the problem that triggered this 

research, namely, that motivational factors potentially influence employee 

performance in the public service. One of these factors is job security. The majority of 

participants in this study had no plan to move out of DCS despite all the challenges 

they encountered and that job security is a main factor to stay with DCS. The empirical 

exploration also confirmed that when it comes to opportunities for promotion, there 

was no such practice as promotion within DCS because anyone could apply for an 

advertised post, including people from outside the organisation.  This led to low morale 

for employees who are working hard to get promoted through the ranks. Participants 

further illustrated that the last promotion in DCS, based on years of service, and 

experience and qualification was last implemented in 2005. 

 

According to Katzell and Thompson (1990:146), non-financial rewards can have a 

more substantial impact on employee satisfaction and motivation compared to 

traditional financial rewards. Organisations with excellent non-financial incentive plans 

can attract, motivate and retain talented people. This was confirmed by the empirical 

exploration of this study where most of the participants preferred non-financial rewards 

such as a promotion instead of a financial reward for their performance. According to 

these participants, most of the officials were never recognised for their hard work for 

the past five years. According to Zimmer (2018:1), there is no greater weapon in the 

organisation’s arsenal than a great team. Effective teams have the ability to increase 

efficiency by taking on more complex tasks, improve communication by facilitating 

open discussion and cooperation among team members, maximise output by 

leveraging each team member's strengths, provide opportunities for personal growth, 

and act as a support mechanism for staff. Teamwork is present in DCS; participants 

responded that there were, however, some challenges around it such as the exclusion 

of other employees in decision-making and being posted in facilities where there is 

limited opportunity of participation in a team. Poor communication between 

management and subordinate officials was another challenge for useful teamwork 

within the centres that affect performance negatively. This illustrates that the 
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mismanagement of teamwork in DCS is affecting the performance of employees 

negatively.  

 

The empirical investigation also supported another problem that triggered this 

research, namely, the general lack of career growth. There was no career growth in 

DCS, according to participants in this study; every employee needs to study hard for 

personal growth. Officials, according to participants in this study, were performing their 

duties so that they can get paid at the end of the month and mentioned job security as 

a factor that makes officials still interested in working for DCS. The empirical 

exploration also confirmed minimal training and development in DCS as one of the 

demotivational factors that leads to poor performance. Participants mentioned that 

there is little or no effective training and development programmes within DCS: 

Leeuwkop Management Area. This is because the training and development of 

employees do not cover other elements of work such as quality improvement, project 

management, financial management, computer skills, quality assurance and other 

personal development training. The empirical investigation also revealed that a lack of 

promotion policy in DCS is also a demotivational factor and participants also 

misunderstood the current pay progression and accelerated pay progression in place 

within DCS. 

 

The survey confirmed the general lack of recognition in DCS as participants mentioned 

that no matter how hard officials perform duties in DCS, they are not recognised 

accordingly. Lack of recognition has a high negative impact on morale and the 

performance of employees in DCS. Employees’ recognition needs to be a common 

practice in the organisation. DCS does not incorporate recognition as a normal aspect 

of day-to-day life in the workplace. Employees are not recognised for both individual 

and group achievements. Group recognition contributes to team building and informs 

the group that, together, they are valuable to the organisation.  

 

The empirical investigation also supported another problem that triggered this 

research, which is team building. Team building in DCS, according to the participants 

of this study is selective and depends on “who pays the money and those who are 

unable to pay the money are left behind”. Participants confirmed that team-building 

activities should be coordinated and sponsored by DCS: Leeuwkop Management Area 

Special Programme Office instead of officials paying for it. The participants also 

mentioned comfortability in this study and responded that they feel comfortable within 

DCS because their scope of duty does not change and as result officials perform the 

very same duties every day. However, participants’ main challenge of comfortability is 

the implementation of the seven-day shift establishment which makes their working 

space not comfortable based on a particular shift pattern and long working hours. 

Considering all these challenges, participants find working for the public service 

attractive based on job security, medical aid scheme, better salaries, good labour 

relations and practical, basic conditions of employment. Participants are also attracted 

by the departmental accommodation, the government’s salary system, and various 
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types of leave available. Nursing staff in DCS are mostly attracted by in-service 

training and development, staff empowerment, the institutional environment, and 

recognition. As a result, participants were not willing to resign and join the private 

sector. 

 

The empirical investigation confirmed a lack of access to employees to demonstrate 

their skills and abilities in their place of work, thus negatively affecting employees’ 

morale to perform their duties effectively and efficiently. In DCS, according to 

participants of this study, management does not allow officials to demonstrate their 

skills and abilities in their workplace. Participants in this study further responded that 

officials in DCS lack freedom in the performance of their duties and further mentioned 

that it does not matter whether an official has a qualification or experience, it is not 

recognised. Participants went further and responded that an official with a finance 

qualification or experience might, at any given time, be working at the main security 

gate or supervising the inmates’ work teams, cutting grass. These were mainly due to 

the core business of DCS, which is security. Participants also indicated that the 

organisational culture of DCS is complicated and hard to follow based on the routine 

work participants usually do. However, some of the participants were happy with DCS 

organisational culture, more especially corporate wear. On the other hand, most 

participants were not convinced by the performance management development 

system in DCS, which participants indicated is ineffective and not correctly 

implemented. These participants further pointed out that PMDS is only done for 

performance bonuses and not for the actual performance of employees. As a result, 

most of the participants do not take PMDS seriously to the extent that some of the 

participants are no longer completing the assessment booklet. However, the majority 

of participants still regard their work as interesting but physically challenging based on 

the routine work participants usually do.  

 

The empirical investigation also confirmed a lack of feedback in DCS as one of the 

demotivating factors that affect employees’ performance. When it relates to feedback, 

participants in this study regards feedback as a measuring tool for their performance 

and indicated that it also encourages them to work harder and more effectively. The 

empirical exploration of this study confirmed that feedback is not given to employees 

on a continuous basis but annually, and this fact left employees demotivated and 

performing dismally. This was found when participants illustrated that feedback is only 

given on the points awarded on the performance management system, and not the 

reasons therefor. Lack of feedback disadvantages the employees the opportunities to 

clarify expectations, adjust goal difficulty, and gain recognition. It is important to 

provide benchmark opportunities or targets, so individuals can determine for 

themselves how they are doing (Lunenburg, 2011:9). 

 

The empirical investigation further reflected that there is a lack of conducive working 

environment in DCS, and this affects the morale and performance of employees. 

Participants in this study pointed out that their working environment is not conducive 
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to effectiveness, citing lack of cooperation between management, supervisors, and 

lower level employees. These participants also mentioned the lack of an infection 

control officer and inaccessible EAP in the Management Area as demotivational 

factors. Among the most demotivational factors in this regard is overcrowding, staff 

shortage, shift patterns, long working hours, poor ventilation, lack of security 

equipment, lack of proper furniture and uniforms as contributors to a bad working 

environment. These demotivational factors are supported by Brunot (2012:271) in that 

a negative environment in the workplace can be regarded as creating an atmosphere 

of employee discouragement and reduce organisational performance. Workers reap 

social, health and personal benefits from a positive atmosphere at their place of 

employment. Organisations that fail to foster a positive environment for employees’ 

risk limiting their ability to succeed. 

 

The survey confirmed that the problem that triggered this research is that participants 

pointed out a lack of flexible working hours as another demotivational factor in DCS. 

These participants elaborated on this challenge by indicating that there is a lack of 

cooperation between management and supervisors and lower level employees, thus 

negatively affecting and demotivating employees to perform at their optimum levels. 

The  lack of flexible time can result in a decreased employee morale, disengagement, 

and non-commitment to the organisation, increased absenteeism and tardiness,  

increased turnover of valued staff that disallows people to work when they accomplish 

most, and unhappiness over working over extended hours of operation. 

   

4.6 CONCLUSION 

 

As indicated in Chapter One, the purpose of this chapter was to overview the case, 

DCS: Management Area to explore existing realities and challenges. The focus of this 

chapter was on the current motivational factors that are positively and negatively 

influencing employee motivation and performance in DCS: Leeuwkop Management 

Area. Therefore, the primary purpose of this chapter was to empirically reveal 

problems and challenges that DCS: Leeuwkop Management Area employees 

experience by thematically analysing and presenting the findings. This chapter also 

detailed the methodology that was followed to collect the empirical data. A brief 

overview of the case DCS: Leeuwkop Management Area was provided after which the 

method followed to collect empirical data was explained and the empirical exploration 

and document analysis results were presented. In this chapter, semi-structured 

interviews were employed as a tool for data collection and the interviews were 

conducted with two different target groups, namely DCS: Leeuwkop Management 

Area executive management and subordinate correctional officials. An interview guide 

was prepared as a guide to the researcher, and the interview questions were based 

on a literature review as explored in the previous two Chapters Two and Three of this 

study. In the design of the interview schedule, research questions and objectives of 

this study were taken into consideration.  

 

https://www.thebalancecareers.com/you-can-boost-employee-morale-1918107
https://www.thebalancecareers.com/attendance-1917699
https://www.thebalancecareers.com/tips-to-reduce-employee-turnover-1919039
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The interpretation of the empirical exploration of data confirmed the problem that 

triggered this research in that DCS: Leeuwkop Management Area is characterised by 

inefficiency and ineffectiveness in terms of meeting its mandate of providing quality 

service delivery stipulated in their Annual Performance Plan. Therefore, DCS is faced 

with the challenge of motivating employees to perform at their optimum level. An 

analysis of DCS documents and the empirical interpretation revealed that although 

various strategic documents allude to a motivation strategy, lack of implementation is 

a challenge in DCS. 

 

Based on the above interpretation and analysis the last chapter, Chapter Five, would 

provide conclusions based on triangulation, and make recommendations in the form 

of a motivational strategy to the management of DCS: Leeuwkop Management Area 

to address the current motivation and performance-related problems. The motivational 

strategy to be presented could then serve as a suggested solution to address the 

research problem. 
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CHAPTER 5 

 

CONCLUSIONS AND RECOMMENDATIONS: A MOTIVATIONAL 

STRATEGY TO IMPROVE EMPLOYEE PERFORMANCE OF DCS: 

LEEUWKOP MANAGEMENT AREA 

 

5.1 INTRODUCTION 

 

The previous chapter reported on findings obtained from the empirical investigation 

conducted in DCS: Leeuwkop Management Area regarding current motivational 

factors that are positively and negatively influencing employee motivation and overall 

organisational performance. The primary purpose of the chapter was to gain an 

understanding of DCS: Leeuwkop Management Area and to obtain input from 

participants regarding current motivational factors, both positive and negative, with the 

view to empirically reveal problems and challenges employees experience. The 

chapter further provided a broad overview of the methodology followed and highlighted 

the biographical profile of participants. 

 

The purpose of this chapter is to conclude from the findings obtained from data 

triangulation, by means of the literature review and empirical findings. Based on the 

conclusions from these findings, this chapter will make recommendations in the form 

of a motivational strategic model to DCS: Leeuwkop Management Area to address 

current motivational and performance-related problems. This chapter is divided into 

two parts. Part one summarises the extent to which the respective chapters 

operationalised the research objectives and questions of the study. Part two concludes 

the central aim of the study by evaluating the extent to which the problem statement 

was addressed. Finally, this chapter will conclude the study by providing 

recommendations to improve current DCS motivational factors by proposing 

appropriate motivational interventions and a strategy that will influence employee 

performance positively. 

 

5.2 STUDY SYNOPSIS AND REVIEW: RESEARCH AIM AND OBJECTIVES 

 

In Chapter One of this study the central research problem was highlighted. The main 

problem was the assumption that the South African Department of Correctional 

Services (DCS) is characterised by inefficiency and ineffectiveness in terms of meeting 

its constitutional and statutory mandates of providing quality services as outlined in its 

Performance Plan (2016-2017). To address this problem, it was vital to analyse the 

interfaces between motivation, employee retention, job satisfaction factors, and 

organisational performance within the case, the DCS in the Leeuwkop Management 

Area. In essence, the DCS found it difficult to adequately motivate employees to 

perform at their optimum levels. The research problem was accordingly formulated in 

the form of a statement. The primary objective derived from this statement was to 
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uncover motivational factors that are essential in improving employee performance in 

DCS: Leeuwkop Management Area, with the purpose to propose appropriate 

motivational interventions and strategies. In Chapter One, sections 2.2, the secondary 

objectives of this research were to - 

 

 outline appropriate theories, approaches and principles of motivation and 

employee performance; 

 analyse the context and nature of motivational factors potentially influencing 

employee performance in the public service; 

 establish the relationship between monetary and non-monetary incentives and 

employee motivation of DCS: Leeuwkop Management Area; 

 uncover factors that hamper employee performance in DCS: Leeuwkop 

Management Area; 

 identify potential strategies to motivate employees towards improved 

performance in DCS: Leeuwkop Management Area; and 

 propose a motivational strategy for improving employee performance of DCS: 

Leeuwkop Management Area. 

 

The following key research questions were derived from these research objectives: 

 

 What are the theoretical foundations, approaches and principles underpinning 

motivation and employee performance? 

 What are the context and nature of motivational factors that could potentially 

influence employee performance in the public service? 

 What is the relationship between monetary and non-monetary incentives and 

employee motivation of DCS: Leeuwkop Management Area?  

 What are the motivational factors that could have a positive influence on 

employee performance of DCS: Leeuwkop Management Area?  

 What are the potential strategies that could be utilised to improve performance 

in DCS: Leeuwkop Management Area? 

 What could be recommended in the form of a motivational strategy to improve 

employee performance in the DCS: Leeuwkop Management Area?  

 

Based on the above explanation, the following Table (5.1) outlines the link between 

the research objectives and the research questions. 
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Table 5.1: Research objectives linked to research questions  

 

Research objectives (RO) Research questions (RQ) Chapter(s) 

 

RO1. To outline appropriate 

theories, approaches and 

principles of motivation and 

employee performance. 

 

RQ1. What are the theoretical 

foundations, approaches and 

principles underpinning 

motivation and employee 

performance? 

 

Chapter Two 

 

RO2. To analyse the context 

and nature of motivational 

factors potentially influencing 

employee performance in the 

public service. 

 

 

RQ2. What are the context and 

nature of motivational factors 

that could potentially influence 

employee performance in the 

public service? 

 

Chapter 

Three 

RO3. To establish the 

relationship between monetary 

and non-monetary incentives 

and employee motivation of 

DCS: Leeuwkop Management 

Area. 

RQ3. What is the relationship 

between monetary and non-

monetary incentives and 

employee motivation of DCS: 

Leeuwkop Management Area?  

 

Chapter Four 

 

RO4. To uncover factors that 

hamper employee 

performance in DCS: 

Leeuwkop Management Area. 

 

 

RQ4. What are the motivational 

factors that could have a 

positive influence on employee 

performance of DCS: Leeuwkop 

Management Area?  

 

Chapter Four 

 

RO5. To identify potential 

strategies to motivate 

employees towards improved 

performance in DCS: 

Leeuwkop Management Area  

 

RQ5. What are the potential 

strategies that could be utilised 

to improve performance in DCS: 

Leeuwkop Management Area? 

 

Chapter Four 

and Five 

 

RO6. To propose a 

motivational strategy for 

improving employee 

performance of DCS: 

Leeuwkop Management Area. 

 

 

RQ5. What could be 

recommended in the form of a 

motivational strategy to improve 

employee performance in DCS: 

Leeuwkop Management Area?  

 

Chapter Five 
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5.3 SUMMARY OF THE CHAPTER OUTCOMES 

 

Chapter One provided the introduction to the study. The orientation and problem 

statement were outlined in this chapter. The primary and the secondary objectives of 

the study, research questions, central theoretical statements, research methodology, 

the limitations of the study, ethical considerations, significance of the study, as well as 

the chapter layout were also discussed. 

 

Chapter Two provided a theoretical overview of relevant approaches and principles 

of employee motivation and employee performance using a robust literature review. 

The purpose of this chapter was also to pinpoint motivational factors that could 

influence employee performance. The chapter concluded with the identification of key 

themes that may influence the motivation of employees. These key themes were 

derived from selected motivational theories. The findings of the literature review in 

Chapter Two fully operationalised the first research objective of the study. Adequate 

comprehension of the motivational theories will ensure that managers are aware of 

effective motivational strategies for the organisation. The study demonstrated that 

motivation themes apply to more than one motivation Theory. Table 5.2 below 

identifies the key themes and sub-themes derived from the corresponding motivational 

theories. 

 

Table 5.2: Motivation themes derived from motivational theories 

 

Motivation 

theories 

What the study considered Motivation theme 

1. Maslow’s 

Hierarchy 

of Needs 

To determine whether DCS: 

Leeuwkop Management Area 

provided employees with 

opportunities for job satisfaction. 

Work environment 

2. Alderfer’s 

Existence, 

Relatedness and 

Growth Theory 

To explore perceptions of 

participants about human 

relations that employees 

experience in the work 

environment. 

 

Human relations 

3. Hertzberg’s Two- 

Factor Theory 

 

To determine the factors that 

influence the motivation of 

employees and strategies that 

increase employee job 

satisfaction. 

Work environment, job 

design, equity and 

fairness 

4. McClelland’s 

Achievement 

Motivation Theory 

To establish needs and desires 

that influence employees to 

achieve organisational goals. 

Employee 

involvement, 
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 recognition and 

rewards 

5. Locke’s Goal- 

Setting Theory 

 

To explore effective strategies 

that ensure employees exert 

performance management and 

required efforts to perform 

satisfactorily. 

Development system, 

employee involvement, 

feedback about 

performance 

6. Adam’s Equity 

Theory 

 

To determine whether rewards 

for performance are congruent 

with efforts exerted by 

employees in order to achieve 

equity. 

Equity and fairness 

7. Valence- 

Instrumentality- 

Expectancy Theory 

To determine the usefulness of a 

performance management and 

development system in the 

motivation of employees. 

Performance 

management and 

development system, 

recognition and 

rewards 

8. Cognitive- 

Consistency 

Theory 

 

To determine the skills levels of 

employees and increase their 

self-esteem to achieve desired 

results. 

Job design 

9. Deci’s Cognitive 

Evaluation Theory 

 

To determine factors that 

hampers the motivation of 

employees. 

 

Performance 

management and 

development system, 

feedback about 

performance 

 

The literature selected in Chapter Two led to the identification of six core motivation 

themes. An attempt has been made to match motivation theories with related themes 

and subthemes.  

 

Chapter Three explored the statutory and regulatory framework about motivation and 

employees’ performance. This chapter further outlined the nature and scope of 

organisational performance in the South African Public Service. The chapter also 

extracted the best practice as far as motivational interventions are concerned. The 

chapter finally investigated the peculiar context of the South African Public Services 

to determine the critical interface and casual relationship between motivation and 

organisational performance.  

 

Chapter Four commenced with an overview of the case, DCS: Leeuwkop 

Management Area to explore existing realities and challenges. The primary purpose 

of this chapter was to empirically uncover problems and challenges employees 
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experience as far as motivation and performance are concerned. This chapter further 

thematically analysed and presented the findings based on the empirical investigation. 

A qualitative research design in the form of a case study was selected as an approach 

for the study. An interview schedule was designed to conduct semi-structured 

interviews that will purposively sample participants. The interviews tested the extent 

to which current realities conform to the theoretical principles in chapter two as well as 

the statutory and regulatory prescripts in Chapter Three. The chapter concluded by 

presenting motivation and employees performance data collected through the 

investigation. The findings revealed that employee perceptions on factors that 

contribute to their motivation and performance are varied, but that there are certain 

commonalities. The results also confirm that the six key themes identified have a 

positive influence on the motivation of employees including their performance levels.  

 

Chapter Five of the research study concludes the study and presents solutions to the 

research questions that guided the study. The chapter describes the extent to which 

the study met the objectives of the research. Finally, the chapter provides 

recommendations for the implementation of a comprehensive integrated strategy for 

the enhancement of employee motivation in the DCS: Leeuwkop Management Area. 

 

5.4 CENTRAL THEORETICAL STATEMENTS LINKED TO CHAPTERS  

 

The following table provides the central theoretical statements linked to the chapters 

in this study (table 5.3) 

 

Table 5.3: Central theoretical statements linked to chapters 

 

 Central Theoretical Statement (CTS) Chapters 

CTS1 The overview and the problem statement are critical in 

determining whether the problem exists or not. It is also vital in 

determining the extent of the existing problem to be 

investigated. 

Chapter One 

CTS2 Theoretical exposition: to uncover and analyse relevant 

theories, approaches and principles of motivation and 

performance using a literature review is essential in pinpointing 

which motivational factors could influence employee 

performance. 

Chapter Two 

CTS3 Analysing the critical interface and casual relationship 

between motivation and organisational performance is of 

critical importance in addressing DCS: Leeuwkop Management 

Area employee’s motivation and performance. Exploring 

motivational intervention best practices that improve employee 

morale and performance within the public service is of equal 

importance.  

Chapter Three 
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CTS4 By investigating the particular context of public service to 

determine statutory and regulatory framework that currently 

exists is critical in addressing employee motivation and 

performance. 

Chapter Three 

CTS5 In orders to get a root cause of the problem in hand, it is 

essential to overview the case and explore the existing realities 

and challenges. These can be done by focusing on the current 

motivational factors that are positively and negatively 

influencing employee motivation and performance.  

Chapter Four 

CTS6 The empirical investigation will uncover problems and 

challenges employees’ experiences, and these can be 

analysed to get a root cause of the problem. 

Chapter Four 

CTS7 Recommendations: Identification of potential 

motivational strategies is vital in improving employee 

performance. By proposing a good motivational strategy, 

improved employee performance is imminent 

Chapter Five 

 

5.5 RESEARCH CHALLENGES 

 

The study only focused on DCS: Leeuwkop Management Area as a case study and 

not the Department of Correctional Services as a whole. Therefore, the findings of this 

study cannot be generalised to the larger population (i.e. Department) or even the 

public service.  

 

During the study, the researcher experienced various challenges. Security measures 

and DCS policy procedures, for example, significantly delayed the study with regards 

to the scheduling of interviews with participants. Furthermore, the DCS: Leeuwkop 

Management Area’s geographical realities limited the effective and efficient collection 

of data since the four correctional centres of DCS: Leeuwkop Management is situated 

far apart. Each correctional centre also uses its policy procedures and security 

measures, which further delayed the study. 

 

Another challenge was that participants in DCS: Leeuwkop Management Area 

generally regarded the study as a platform to raise their concerns and dissatisfactions 

concerning the newly-drafted Occupational Specific Dispensation Programme. This 

programme is not yet fully implemented, and a significant portion of participants are 

concerned about the potential impact thereof on their functions, responsibilities and 

work environment. The final challenge as far as the interviews are concerned is the 

fact that some of the participants did not fully answer all the questions raised in 

accordance with the interview schedule. Although follow-up questions were posed, it 

was evident that some participants were reluctant to fully disclose their opinions. This, 

however, did not seriously affect the validity of the findings obtained. 
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5.6 RECOMMENDATIONS: CONSTRUCTING COMPREHENSIVE 

MOTIVATIONAL STRATEGIES 

 

The primary objective of this study was to uncover motivational factors that are 

essential in influencing employee performance in DCS: Leeuwkop Management Area 

with the purpose to propose appropriate motivational interventions and strategies. This 

objective was pursued using the following instruments:  

 

(a) A thorough literature survey which seeks to identify both theoretical and practical 

strategies which have been adopted by various organisations to motivate 

employees; and 

(b) An empirical survey to identify existing strategies utilised by the DCS: Leeuwkop 

Management Area in motivating employees and solicit other strategies from 

managers which they believe could aid employee motivation. The empirical survey 

also determined the degree of endorsement of strategies identified in the literature 

review by DCS: Leeuwkop Management Area managers. 

 

The findings obtained from these instruments were integrated into a motivational 

strategy model (Figure 5.1). In this section, the researcher recommends the 

implementation of an integrated motivational model strategy, consisting of eight 

motivational strategies derived from the literature review and the empirical findings of 

the study. These recommendations are also in line with the Department of Correctional 

Services (DCS) security and policy procedures. It should be noted that these 

strategies are integrated and interrelated and require a cohesive approach from 

different directorates, sub-directorates, divisions and sections of DCS and 

stakeholders (e.g. managers and employees). These strategies would, therefore, be 

effective when DCS and different stakeholders complete the roles assigned to each of 

them.  
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Figure 5.1: Integrated motivational model 

 

STRATEGY 1  STRATEGY 2  STRATEGY 3 

REWARD EMPLOYEES CATER SAFETY AND  RECOGNISE EMPLOYEES  

Provide adequate salary SECURITY NEEDS CONTRIBUTIONS 

Provide adequate housing 

or 

Provide job security Recognise good performance 

Reasonable housing 

allowance 

Provide job stability Reward superior performance 

  

Provide transport 

allowance 

Ensure safety at work 

 Provide a clean working  

environment 

STRATEGY 9 Provide health cover 

EVALUATE 

MOTIVATION 

  STRATEGY 4 

Evaluate the impact of the 

strategies by: 

 EMPOWER EMPLOYEES 

Using attitude surveys Training and development 

Determining the level of 

performance and 

productivity 

Career development 

 

Monitoring labour turn-

over rates 

Counselling 

 

Establishing absenteeism 

rates 

Provide financial assistance 

 

Determining levels of 

grievances 

Empowerment 

Examining enthusiasm  

Suggestions schemes  

Teamwork  

Monitoring level of 

wastage and accidents 

 STRATEGY 5 

Examining the degree of 

resistance to change 

CLIMATE 

Establishing a level of 

tardiness 

Provide opportunities to socialise 

with co-workers 

  Train managers in motivation 

strategies 

Provide adequate working tools 

and equipment 

 Establish a learning organisation 

that promotes learning 

 STRATEGY 7  Place employees in jobs that fit 

their skills/personalities 

ADOPT APPROPRIATE  Establish a fair grievance and 

complaints procedure 

MANAGEMENT 

APPROACHES 

Performance management 



 

141 
 

Goal-setting 

STRATEGY 8 Management by objectives 

ESTABLISH SYSTEMS Participative management 

Establish policies/systems 

for: 

Job design  STRATEGY 6 

Payment of rewards and 

benefits 

Effective delegation ENSURE EQUITY AND 

FAIRNESS IN TERMS OF: 

Safety and security needs Effective communication Payment of salaries and benefits 

Recognition schemes Effective change 

management 

Safety and security needs 

Empowerment 

programmes  

Flexible work programme Recognition and rewarding of 

superior performance 

Enhancing the 

motivational climate in the 

organisation 

Effective disciplinary 

procedures 

Training and development 

opportunities 

Policies on equity and 

fairness 

Conduct exit interviews Access to mentoring, coaching 

and counselling  

Management approaches Succession management Distribution of tools and 

equipment 

 

 

5.6.1 Strategy One: Reward employees adequately for their work 

 

The first strategy in the motivational strategy model ensures that employees have their 

basic needs satisfied by receiving adequate rewards for their effort. According to 

Maslow's Theory (Greenberg & Baron, 2000:133), employees will not function well if 

their basic needs have not been met. Providing adequate pay would ensure that 

employees provide the effort needed in the organisation. The salary given to 

employees should therefore, allow them to meet all their basic needs such as food, 

shelter, clothing, water and transport and should enable the employees to lead a 

decent life. There was the need in DCS: Leeuwkop Management Area to increase 

allowance such as housing allowance, transport allowance in order to motivate 

employees. The results of the study indicated that the majority of DCS managers 

supported this strategy.  

 

5.6.2 Strategy Two: Safety and security needs 

 

A safety need for employees is the second strategy in the model. This strategy relates 

to Maslow’s second level of the hierarchy needs (Nzuve, 1999:39). DCS: Leeuwkop 

Management area should provide employees with job security and safety in the 

workplace. Employees perform their duties to an optimum level when they feel secure 

in terms of job security and in an atmosphere where their lives are free from danger. 

A motivated workforce is a healthy workforce; therefore, sick or unhealthy employees 

cannot perform their duties effectively and efficiently. DCS: Leeuwkop Management 

Area should ensure that the employees are healthy and have the necessary energy to 

provide the effort for the achievement of organisational objectives. The organisation 
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should therefore, be able to cater to the medical needs of the employees while 

providing a clean and safe working environment that is free from diseases and 

possible danger. Nzuve (1997:108) argues that organisations have both legal and 

moral obligations to provide a healthy and safe working environment as well as 

ensuring the total well-being of their employees. Nzuve (1997:109) believes that 

organisations should be concerned with employee’s general health, both physical and 

mental for both economic and humanitarian reasons. The employees are the most 

important resources to any organisation, and their total well-being is not only vital to 

themselves but equally so to the employer. Besides job security, the DCS: Leeuwkop 

Management Area should also provide job stability.  

 

5.6.3 Strategy Three: Recognise employee contributions 

 

The third strategy in the model is to recognise employee contribution to the 

organisation. It deals with recognition and rewarding of employee’s superior efforts. 

When employees are recognised for good work done it gives them a sense of 

achievement and builds their self-esteem. Managers should recognise exemplary 

achievement in order to motivate employees to do even better. According to 

Weightman (1999:109), evidence from research shows that people appreciate 

gestures such as smiling at them, saying “thank you” and acknowledging their work 

performance. These steps make employees feel recognised and valued. It is vital to 

note that rewards should be immediate, timely, specific, accurate and equitable 

because they serve as performance feedback to employees.  

 

5.6.4 Strategy Four: Empower employees 

 

Empowering employees is the fourth strategy in the model and incorporates 

development and growth opportunities, which empower employees while stimulating 

their motivation. Empowerment of employees, according to Schultz, Bagraim, 

Potgieter, Viedge and Werner (2003:147) involves the following:  

 

 delegating authority from positions with authority to lower positions;  

 increasing accountability at lower levels;  

 developing problem-solving capabilities at lower levels;  

 assisting employees to take charge of their careers and destinies; and  

 helping people to realise their full potential.  

 

Empowerment is usually viewed as a form of employee involvement, which is 

designed and intended to generate employee commitment and enhances employee 

contribution to the organisation. Through empowerment, employees can improve their 

performance because of its motivating effect. This strategy identified five methods that 

DCS should follow in empowering employees namely: training and development; 
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career development; mentoring, coaching and counselling programmes; and provide 

financial credit for material empowerment.  

 

The empirical findings of this study established that employee self-esteem is enhanced 

through career development, training and development. Mentoring and coaching also 

plays a vital role in equipping employees with the right attitudes, knowledge and skills, 

enabling employees to perform better, while positive feedback on good performance 

gives employees the motivation to perform even better. Counselling services within 

the organisation are of critical importance as it enables employees to be mentally 

stable and fit to work. DCS should also implement financial empowerment programme, 

which will enable employees to develop materially by acquiring much-needed houses 

and family cars for transportation.  

  

5.6.5 Strategy Five: Create a motivating organisational climate 

  

The fifth strategy has to do with the creation of a motivating organisational climate in 

which motivation of employees is not only stimulated but sustained as well. The 

following strategies are useful in creating and sustaining a motivating climate in the 

organisation:  

 

 proving opportunities to employees to socialise with co-workers;  

 providing opportunities to employees to socialise with management;  

 training managers in motivational strategies;  

 providing adequate working tools and equipment;  

 establishing a learning organisation that promotes learning;  

 placing employees in jobs that fit their skills/personalities; and  

 establishing a fair grievance and complaints procedure.  

 

The provision of social interaction plays a vital role in satisfying the need for affiliation 

while socialising enhances employee’s self-esteem and satisfies the need for 

acceptance and approval by others. Furthermore, socialising gives employees the 

opportunity for recognition by other employees and management. To create and 

sustain better organisational climate managers should be trained in understanding 

how to implement integrated motivational strategies. Managers should not only 

possess general management skills but should focus on leadership skills such as 

empowerment, vision and motivation strategies, which are more effective in the work 

environment. The DCS: Leeuwkop Management Area should provide the workers with 

adequate tools and equipment to enable them to perform to their best abilities. On the 

other hand, learning organisation also creates a motivating climate for employees in 

the organisation and will ensure that learning new things becomes part of the 

organisation’s culture. While change is good, experiencing changes and facing new 

challenges has a positive effect on the motivation of employees. Motivated employees 

tend to be excited to learn and experience new challenges while equipping them to 
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cope with the ever-changing environment in the workplace. Managers should make 

sure that employees are placed in the jobs that fit their skills and personalities by the 

use of proper recruitment procedure.  

 

5.6.6 Strategy Six: Ensure equity and fairness  

 

The sixth strategy in the model deals with equity and fairness in the organisation. 

Equity and fairness must prevail to all employees in the organisation. There should be 

equity and fairness observed in the following organisational practices:  

 

 rewarding employees (salaries and benefits);  

 recognition of effort;  

 rewarding of exemplary performance;  

 opportunities for training and development;  

 management of career development programmes; 

 access to mentoring, coaching and counselling programmes;  

 promotions opportunities;  

 distribution of tools and equipment; and  

 access to welfare facilities.  

 

When equity and fairness are observed within the organisation, it is referred to as 

organisational justice. Adam’s equity Theory states that people are motivated to 

maintain fair or equitable relationships among themselves and they avoid relationships 

that are unfair or inequitable. Employees consider two variables while comparing 

themselves to others. These are inputs and outputs. Outputs (outcomes) include pay, 

fringe benefits and prestige. Inputs are employee contributions, and they include: time 

worked, amount of effort expended, number of units produced and the qualifications 

for the job. According to the Theory of equity, employees compare their inputs and 

outcomes with others in a similar category. The comparison can result in any of the 

three different states that are indicated below: overpayment - inequity; underpayment 

- inequity; and equitable payment (Greenberg & Baron 2000:143). Greenberg and 

Baron (2000:143) indicate that if an inequitable situation exists, people will try to make 

the relationship equitable. The underpaid worker may ask for raise or steal the 

company property to make up the difference; start coming to work late; leaving early; 

taking longer breaks; doing less work or lowering the quality of the work or even quit 

the job. On the other hand, the overpaid worker will try to make the relationship 

equitable by putting in more effort by working extra hours to justify the overpayment, 

or lower income by foregoing some of the extra fringe benefits offered in the 

organisation. The study noted there was a high degree of disparities in emoluments 

for employees and there was a need to harmonise the employee rewards in DCS: 

Leeuwkop Management Area.  

 



 

145 
 

5.6.7 Strategy Seven: Adopt appropriate management approaches 

 

The seventh strategy in the model has to do with management approaches that 

promote the motivation in the organisation. The management systems identified in this 

strategy to enhance motivation of employees includes amongst others:  

 

 performance management system;  

 goal-setting;  

 management by objectives (MBO);  

 participative management;  

 job design;  

 effective delegation;  

 effective communication;  

 change management;  

 flexible working programme;  

 leading by example; and 

 conducting exit interviews.  

 

The performance management system integrates employee development and a 

result-based assessment system, and it encompasses performance appraisal, 

objectives setting for individuals and departments, appropriate training programmes 

and performance related pay. According to Graham and Bennet (1998:246), appraisal 

of employees may involve managers, subordinates, peers, employees in other 

departments and perhaps even customers. Proper goal-setting is the foundation of a 

compelling motivation programme, and it enables employees to plan their course and 

know their expectations. In Goal-Setting, there should be agreement and acceptance 

on goal expectations between employee and the employer. Instead of managers just 

assigning goals, employees should be involved in the setting of goals as the results 

would significantly higher.  

 

Management by Objectives (MBO) is a management approach that adopted Goal-

Setting as its primary element and it attempts to improve the performance of the 

organisation by motivating employees through providing training and integrating 

personal goals with objectives of the organisation (Graham & Bennet, 1998:245). The 

management system allows for the manager and the employee to sit together and 

agree on the performance objectives and expectations over a period, and work 

objectives and expectations are quantified for measuring purposes. At the end of the 

period, the manager and the employee sit together and jointly review the 

achievements or non-achievements of the objectives (Graham & Bennett, 1998:245). 

On the other hand, participative management is a management style involving 

employees in the decision-making process. The performance management system, 

Goal-Setting and MBO approaches have incorporated participative management as a 

core activity while quality circles and teamwork provide appropriate examples for 
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participative management. Effective delegation is also considered a participative form 

of management. Delegation is the process of assigning responsibility and authority to 

employees for the accomplishment of organisational goals. Responsibility and 

authority are delegated to junior employees. Delegating work, motivate employees by 

enhancing their self-esteem, sense of achievement and recognition. When work is 

entrusted to employees, they feel they are valued and recognised. Effective 

communication is an essential tool in enhancing motivation in the organisation. 

Organisational communication involves communication among organisations and 

between units/departments of an organisation; wherever interpersonal communication 

takes place among people. Effective change management is a vital management 

approach in the motivation of employees.  

 

It was noted in the study that motivated employees are willing to embrace new 

changes and ready to face new challenges in the workplace. A flexible management 

approach enhances employee motivation as employees are empowered to take 

charge of the management of their work. Flexible working hours “flexi-time” and 

“working from home” are two examples of flexible working programmes. Managers 

that lead by example are an important aspect that enhances employee motivation. An 

effective disciplinary approach will go a long way in enhancing the levels of motivation 

in the organisation. The disciplinary process attempts to direct all the employee’s time 

and energy into meaningful, organisational work. An effective disciplinary system will 

discourage employees from pursuing behaviours, which result in punishment, and, 

instead, encourage them to pursue behaviour that results in positive rewards. It is vital 

for the organisation to establish the reasons why employees leave the organisation as 

these will enable the organisation to identify and rectify areas that could be a source 

of discomfort and therefore causing loss of competent employees. This objective can 

be achieved by conducting exit interviews. Information obtained from the exit 

interviews could reveal the underlying causes of the lack of motivation and provide 

suggestions on how to improve the motivation of employees in the organisation.  

 

Succession management is also a valuable management tool that enhances the 

motivation of employees. Succession management is part of the career management 

programme of the organisation. It was observed in the study that career management 

enables the organisation to always be in a position to meet its human resources 

requirements in the present and future. This management approach has a motivating 

effect on employees because employees can see that they will be able to grow within 

the organisation and be promoted to positions that they desire to be, in the future. The 

employees can project their plans and dreams when the organisation adopts 

succession management as part of its strategic plan. Succession management, 

therefore, provides employees with future security in the organisation. This assurance 

impacts positively on the motivation of employees.  
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5.6.8 Strategy Eight: Introduce organisational systems 

 

The eighth strategy of the integrated motivational strategy model deals with 

establishing organisational systems that will give directions for the smooth and proper 

implementation. Any motivation strategy in the organisation can only thrive if it is based 

and supported by sound organisational systems or structures. Motivational strategies 

in the organisation should not be based on interpersonal relations, personalities, 

friendship or habits, but should be built on policies and systems within the 

organisation. All the motivational strategies one to seven in the model should be based 

on effective policies. There is need, therefore, to establish systems and structures for 

the following:  

 

 a reward system;  

 catering for safety and security needs;  

 recognition schemes;  

 empowerment programmes;  

 equity and fairness monitoring systems;  

 policy-enhancing organisational climate; and  

 policies that support motivational management approaches. 

  

5.6.9 Strategy Nine: Evaluate motivation in the organisation 

  

The last strategy in the integrated motivational model flow deals with evaluation of 

motivation in the organisation. The purpose of this strategy is to determine whether 

the strategies adopted by the organisation have impacted positively, resulting in the 

motivation of employees. Evaluation is undertaken by using the following methods:  

 

 measuring the levels of motivation by carrying out attitude surveys;  

 determining the level of performance and productivity of employees;  

 monitoring the labour-turnover rates;  

 establishing rates for absenteeism;  

 determining levels of employees’ grievances;  

 examining enthusiasm for suggestion schemes;  

 establishing the degree of teamwork in the organisation;  

 monitor levels of wastage and accidents;  

 examine degree of resistance to change; and  

 establish levels of tardiness.  

 

When motivation levels are high, meaning that motivational strategies yielded positive 

results and the management should be able to sustain motivation among employees 

by using the strategies provided in the model. If the result of the evaluation is negative, 

the management of the organisation should re-check to find out which strategy was 

not properly implemented. Upon rectifying the anomaly, the evaluation should be done 
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again to ascertain a change in the level of motivation. The most effective way of 

assessing the impact of the strategies is by checking the level of employee work 

performance and the effectiveness of service delivery in the organisation. If work 

performance improves, it means that the strategies have had a positive impact. When 

there is no change, then there will be a need to go through the process more efficiently. 

  

5.7 CONCLUSION 

 

The primary objective of this study was to uncover motivational factors that are 

essential in influencing employees’ performance in DCS: Leeuwkop Management 

Area with the purpose to propose appropriate motivational interventions and 

strategies. Motivational strategies were developed and incorporated into an integrated 

motivational strategy model. The model is based on strategies used by organisations 

to motivate employees, motivation theories and models, strategies used by the public 

service organisations, as well as suggestions from the participants. The strategies 

were tested in the public service by establishing to what extent the managers agreed 

or disagreed that the strategies would be useful in motivating employees in their 

organisation. All the strategies received sufficient support from the participants except 

for one strategy, which was subsequently deleted from the model.  

 

The study recommends that the integrated motivational strategy model should be 

adopted and implemented in its entirety by the DCS: Leeuwkop Management Area in 

South Africa to improve the level of motivation and performance among the employees 

to achieve efficiency and effectiveness in service delivery. The study established that 

the motivation of employees was essential in improving employee work performance. 

Ability to perform is not enough for effective performance. Employees must be 

motivated to realise their maximum potential in the workplace. 
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