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Foreword by Editor in Chief
At its 1st Annual General Meeting held on the 27th May 2017 in Pretoria, the Higher Education Transformation
Network took a resolution to establish its research journal namely the African Journal in Education and
Transformation (AJET), as a fully accredited research journal with the Department of Higher Education and
Training (DHET).
The African Journal in Education and Transformation intends to offer graduate scholars the opportunity to
participate in research output to address the shift from elite to mass participation in higher education, and the
emerging research to increase research output by graduates from disadvantaged communities from various
functional areas. Papers and or research proposals with and/or by member Researchers are encouraged.
The Journal intends to avail a platform for novice to experienced Researchers to journal detailed accounts of
various research projects across multiple functional areas. The ultimate objective is to encourage an increase
in research output in line with the National Development Plan Vision 2030 and assist graduate Researchers to
attain professional ratings by the National Research Foundation (NRF).
The journal welcomes articles, dialogues, notes, book reviews and further comments thereon, in keeping with
editorial policy, as set out in the founding Editor’s remarks (see www.hetn.org.za/research.php).
The theme if this Special Inaugural edition is “Reconstruction Of Social Justice And Transformation In
Education In The Post-Covid 19 Environment: Imagining The New Normal”.
The COVID-19 pandemic has exposed the glaring inequalities and poverty that continue to exist in South
Africa’s education system, in particular, and the country in general. With the myriad problems facing South
Africa, including the recent downgrading to junk status by ratings agencies and funds depleted through
corruption at various levels, our country could not be in a worse position than now.
One lesson from the lockdown has exposed the failures and shortcomings of not only our education system,
but also the entire ecosystem. Huge inequalities still exist in education systems across the globe. Traditional
universities are grappling with a myriad problems including online teaching online. Due to COVID 19 university
campuses were forced to shut down and several academic functions such as graduation, examinations,
conferences and other academic collaborations were postponed.
As President Cyril Ramaphosa said: “We are currently in uncharted territory, which we have never had to
navigate before.” 15 March 2020. It is, therefore, very difficult to forecast the full degree of the short-, mediumor long-term effects of the COVID-19 pandemic on the education system.
The longer the virus remains, the greater and more permanent changes may be. Certain things will probably
change forever. Not only will our conception of going to office to work alter, but also our whole
conceptualisation of what a university is, will change.
The Focus Areas of AJET is:•

Education (thought leadership, curriculum development, policy and implementation, teaching and learning:
Online learning, virtual education, new normal in secondary and higher education; Early childhood
education)
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•

Social Sciences (social justice; gender inequalities’ mainstreaming and domestic violence; inequalities
and poverty; psychological effects on teachers and learners; work from home and psychological impacts)

•

Management Sciences (Financial, Operations, Human Resource, Marketing, Public Management,
Municipality leadership)

•

Economics (downgrading to junk status, unemployment)

•

Law ( policies, fraud and corruption)

•

Built Environment (Town & Regional Planning, Civil / Electrical engineering, Construction Management/
Project Management/ Construction Health & Safety, Architecture, Quantity Surveying)

Yours faithfully
Editor in Chief
Prof Thidziambe Sylvia Phendla
www.hetn.org.za/research.php
Email: research@hetn.org.za
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Barriers that Constrain Municipal Infrastructure Service Delivery & Professionalization
of Civil Engineers in the South African Local Government Sector
Reginald Sethole Legoabe
Email: rlegoabe@hotmail.com

Abstract: The objective of study was to identify barriers affecting professionalization among civil engineers working in South African local
municipalities and to quantify key predictors of job satisfaction as well as recommend policy interventional measures to promote
professionalization. In assessing the barriers affecting civil engineering professionals, the study explores the assumptions behind the
institutional entrepreneurship role of municipal Infrastructure / Technical Directors as public entrepreneurs in the service delivery role.
The study was conducted against the background of shortage of suitably qualified, adequately motivated and skilled civil engineers working
in local municipalities. Mixed methods of data analysis were used, the design of study was cross-sectional, descriptive and evaluative. A
combination of quantitative and qualitative methods of data collection and analyses were used in the study. As part of the quantitative aspect
of study, data was collected from a stratified random sample of size 250 civil engineers working in various South African local
municipalities. The degree of job satisfaction of Respondents was assessed by using a composite index developed by Turkyilmaz, Akman,
Ozkan & Pastuszak (2011) for conducting a similar study.
As part of the qualitative aspect of study, individual in-depth interviews were conducted with 78 civil engineers working in various local
municipalities. Four focus group interviews were conducted as part of the study. Respondents who took part in the study came from
municipalities in KwaZulu-Natal, North West, the Free State, Eastern Cape, Western Cape, Gauteng, Limpopo and Mpumalanga provinces.
No responses were received from local municipalities in the Northern Cape Province.
Four focus groups were used in the study in which focus groups were established in Gauteng (Pretoria), North West (Rustenburg), the Free
State (Bloemfontein) and Mpumalanga (Middleburg). Data was collected by using a structured, pretested and validated questionnaire of
study. Quantitative data analyses were conducted by using methods such as frequency tables, cross-tab analyses (Pearson’s chi-square tests
of associations) and binary logistic regression analysis. The results showed that of the 171 respondents who took part in the study (68.40%)
were not satisfied with the job that they were performing in the various local municipalities, whereas 54 (31.60%) were satisfied with their
jobs. Based on results obtained from cross-tab analyses at the 5% level of significance, the degree of job satisfaction of civil engineers at the
workplace was significantly and adversely affected by too much workload, poor working conditions, lack of budget for construction
projects, low salary and remuneration, lack of training opportunities, lack of cooperation and appreciation, too much bureaucracy and red
tape, short duration of service, and poor relationship with supervisors, in a decreasing order of strength.
Results obtained from binary logistic regression analysis showed that the degree of job satisfaction of civil engineers at the workplace was
significantly and adversely affected by 3 factors namely high workloads, poor working conditions, and lack of budget for construction
projects in a decreasing order of strength. Results obtained from individual and focus group in-depth interviews led to similar findings. From
the study findings, professionalization of municipal civil engineers is constrained by:• Lack of interest in professional registration due to a perceived lack of benefits
• Perceived lack of “power” by ECSA over unregistered engineers & municipalities employing unregistrable persons
• Little or no financial subsidy assistance provided for CPD and annual membership fees
• Appointments of underqualified, inexperienced and unregistrable “deployees”
• Compromised supply chain management (SCM) practices
• Removal of PMU and Infrastructure Asset Management functions / budgets
• Political Appointments of underqualified / inexperienced Consultants and Contractors
• Poor Support from other municipal functions
• Hostile Politicised Work Environments
• Underfunding and Low Salaries
• High costs of family relocation to rural workplaces
• Poor career growth and frustrations
• Perceived unfair recruitment and promotion Practices
• Lack of study opportunities
• Lack of functional design offices
• High Workloads and Lack of Exposure (only project management work)
• Workplace unwillingness by registered persons and municipalities to undertake compliance
• Lack of / poor respect for professional integrity and work ethics by senior municipal management and Councillors
Keywords: Local Municipalities, Civil engineering, Municipal Service Delivery, Institutional Theory, Structuration Theory, Infrastructure Asset
Management; Professionalization, Job satisfaction, Odds ratio
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Introduction
Municipal service delivery has always generated significant
public interest due to the frequent service delivery protests
occurring throughout the country as well as risks generated by
infrastructure breakdowns to public health, environmental
integrity and municipal financial sustainability. According to the
Department of Cooperative Governance and Traditional Affairs
(CoGTA 2012:4) and Municipal IQ Hotspot Monitor (2012:1),
the primary causes of service delivery protests throughout the
country remains the delivery of basic municipal services such as
running water, electricity and toilets especially in informal
settlements.
The above is exacerbated by high unemployment, high levels of
poverty, poor and failing infrastructure and the lack of housing.
Indeed, empirical studies in the domain of local government
have identified several underlying causes of poor service
delivery in the form of:• Nepotism; political interference & political cadre
deployments (Nealer, 2007)
• Cronyism (Ntliziywana, 2009)
• Lack of formal qualifications, expertise and experience
(SALGA, 2006:1)
• Rivalries between Councillors and officials (Naidoo, 2010)
• Poor infrastructure management (Water Research
Commission, 2007)
• Lack of responsiveness to community needs; low staff
morale & service ethics - (Mafunisa, 2001)
• Poor performance management systems; financial
irregularities and adverse audit outcomes - (Josie, Khumalo
and Ajam, 2006)
• Malpractices & Corruption - (University of Western Cape,
2012)
Alongside an increase in infrastructure backlogs, it is now
nearlyr a decade since the establishment of the Municipal
Infrastructure Support Agency (MISA) as the “Consulting
Engineer of government” under the Department of Cooperative
Governance and Traditional Affairs (CoGTA) on the 1 April
2012.
The objective of MISA’s establishment was to support
municipalities to conduct effective infrastructure planning to
achieve sustainable service delivery; build municipal technical
capacity and support municipalities with operations and
maintenance of municipal infrastructure.
Since the establishment of MISA however, the state of local
government infrastructure has deteriorated, communities are still
using bucket toilets and living in unhygienic sanitation, more
municipalities are dysfunctional or under administration with
qualified audits, several dysfunctional municipalities have been
judicially taken over by local communities and ratepayers
associations and poor communities are still consuming raw
untreated water with cattle and wildlife in rural areas whilst
connected political intermediaries live off large from conveyor
belt of corrupt tenders.
The strategic link between municipal service delivery,
professionalisation and the civil engineering profession has long
been established.

Pillay and Watermeyer (2012: 46) pointed out that a major
portion of the work undertaken by civil engineers involves
public infrastructure. According to Pillay and Watermeyer
(2012), the civil engineering discipline currently accounts for
just less than half the number of professional engineers and
technologists registered with the Engineering Council of South
Africa (ECSA) and is involved in the following:
The detailed planning, design, construction and optimisation
or condition assessment of infrastructure;
The development of short-, medium- and long-term
infrastructure plans at both a portfolio and project level, and
the administration of works contracts for the acquisition,
refurbishment, rehabilitation and maintenance of
infrastructure;
The strategic planning and management of the operation
and maintenance of infrastructure; and
Specific duties relating to health, safety and environmental
aspects of infrastructure as provided for in legislation.
Civil engineering is part of the regulated professions within the
built environment professions regulated by statute in South
Africa. There are other regulated built environment professions
such as construction managers, construction project managers,
architects, quantity surveyors, property valuers and landscape
architects which are regulated by their own statutory
professional bodies and also fall within the regulatory domain of
the Council for the Built Environment (CBE).
The Council for the Built Environment (CBE) is the overall
statutory body established by legislation in terms of the CBE
Act 43 of 2000 which mandates the CBE to oversee and
coordinate the activities of its six professional councils
(including the engineering profession) and fulfils the following
regulatory functions.
The South African civil engineering profession is regulated
through the Engineering Professions Act 46 of 2000 which
enables the establishment of the Engineering Council of South
Africa (ECSA), a statutory professional registrations body which
has been statutorily mandated to set professional standards and
enforce these standards for the benefit of the civil engineering
practitioners, the country and the profession.
ECSA fulfils the following regulatory functions namely:• Identification of professional work
• Setting guidelines on professional fees
• Ensuring continuous professional development (CPD)
• Accreditation of qualifications offered by universities
• Setting a code of conduct for the respective professions
• Overseeing professional registration standards
• Recognition of voluntary associations
• International agreements
• Recognition of prior learning
• Generating and ensuring compliance with professional
standards
• Overseeing appeals and tribunals
Within the context of this study, civil engineering local
government built environment practitioners refers to the officials
employed by a municipality for infrastructure management,
service delivery and maintenance in the water, electricity, solid
waste, roads and sanitation sectors.
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Background of Study

service delivery purposes as at 30 June 2014 (National Treasury
& GIZ, 2015).

There is paucity in empirical data on the reasons behind the high
turnover of local government built environment practitioners out
of the sector and why some choose to operate outside the
regulated provisions of their profession.
The scarcity of requisite qualified and experienced municipal
engineers is indirectly linked with the challenges relating to poor
infrastructure asset management, collapsing infrastructure and
its related public health and safety problems as well as service
delivery community protests that infrastructure collapses
typically elicits.
In order to be able to address the challenge or poor infrastructure
institutional capacity besetting municipal infrastructure
departments and utilities, it is important that an in-depth study
that focuses on the root cause analysis of the problem be
implemented.
Literature Review
Since the advent of a new democratic dispensation in 1994, the
South African government has focused its budgets on the rollout
and delivery of new infrastructure and related services to
previously unserved and /or underserved communities (DBSA,
2009).
The unintended consequence has been the widening of
infrastructure maintenance where the poorest municipalities
have, proportionate to their capacity for asset management
acquired the greater volume of new infrastructure. Such
municipalities have the least resources and readiness to
adequately maintain both new and existing infrastructure
(CoGTA, 2011).
Due to the scarcity of the relevant infrastructure management
skills due to amongst others, inadequate operations and
maintenance of municipal infrastructure, community service
delivery protests have been on the rise due to constant failure of
infrastructure services as a result of poor operations and
maintenance.
Poor municipal service delivery and more specifically the
inadequate operations and maintenance of municipal
infrastructure poses potential for disasters; compromises public
health, environmental integrity, and financial sustainability of
municipalities (Public Works/ CSIR National Infrastructure
Maintenance Study, 2006).
South Africa has a well-developed municipal infrastructure with
an estimated total national asset value in excess of R1000
Billion of which about 40% is municipal infrastructure (National
Treasury & GiZ, 2015).
Municipalities hold a wide range of infrastructure asset
portfolios including electricity networks, water and sanitation
systems, roads, bridges, stormwater, solid waste infrastructure
and social amenities such as parks, cemeteries, community halls
/ centres, and sports / recreation centres with the estimated
replacement cost of all municipal immovable asset portfolios
estimated to be in the order of R1.261 trillion employed for

Failing municipal service delivery capacity is not a new
phenomenon however. As far back as 2009, the CoGTA’s own
State of Local Government Report (2009) found that municipal
technical and institutional management capacity is a major
shortcoming in particularly rural municipalities.
As early as 2006, the Public Works / CSIR National
Infrastructure Maintenance Study (2006) found that South
Africa is facing major challenges in infrastructure maintenance
and asset management and concluded that taking net asset value
and complexity into cognisance, the municipal infrastructure
maintenance strategies used in the last decade by South African
municipalities “have been largely inadequate” (CIDB, CSIR &
DPW, 2006).
The Department of Cooperative Governance and Traditional
Affairs (CoGTA) has over the years inauguarated several
flagship strategies over the years in the form of the:• Five-Year Local Government Strategic Agenda (1999 –
2009)
• Project Consolidate (2004 – 2006)
• Local Government Turnaround Strategy (LGTAS, 2009 –
2014)
• Back to Basics (2014 – Current)
All of the abovementioned strategies emphasised the
Development and Maintenance of Infrastructure Services;
Financial Viability; Local Economic Development; Institutional
Capacity and Good Governance.
Whilst there has been various support interventions ranging
from private sector funders to international agencies aimed at
supporting the sector ranging from short-term to long-term gap
filling and targeted support in governance, administration;
infrastructure project planning, service delivery, the strategic
impact of such interventions appears quite negligible (CoGTA,
2011).
In reference to critical infrastructure management skills critical
for service delivery, the National Planning Commission (2011)
highlighted how amongst others, poor municipal service
delivery, technical skills insufficiency and poor operations and
maintenance of municipal infrastructure constrained the capacity
of the South African economy to grow.
A plethora of studies most notably the SA Institute of Civil
Engineers (SAICE); Municipal Demarcation Board (MDB)
further found that the scarcity of relevant infrastructure
management skills and experience has led to municipal vacancy
rates as high as 40% in some local municipalities and how as a
result of chronic understaffing and lack of internal staff and
management capacity, municipal infrastructure departments:Suffer from high vacancy rates as high as 35% - 40%
Are unable to spend their Municipal Infrastructure Grant
(MIG) allocations
Are unable to cope with the demands of municipal
operations and maintenance, resulting in sewage spills,
water quality problems and refuse non-removal
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Do not have asset registers or maintenance plans in place
Suffer from very high losses in water and electricity supply
due to poor metering management
Suffer from significant turnover and retrenchments of older
qualified and experienced staff
In the water & sanitation sector, the Department of Water
Affairs & Sanitation (DWS) Water Sector Leadership Group,
2009) also cited the shortage of infrastructure management skills
in the water and electrical sectors related to professionally
registered
Engineers,
engineering
Technologists
and
Technicians.
The scarcity of requisitely qualified and experienced municipal
built environment professionals is directly linked with poor
municipal infrastructure asset management, tendering
irregularities, collapsing municipal infrastructure, lack of
operations and maintenance as well as its related public health
and safety problems leading to community service delivery
community protests that infrastructure collapses typically elicits.
It is clear that the scarcity of requisite qualified and experienced
municipal officials in the water; sanitation; electricity (energy);
construction (housing); roads; town planning; waste
management and engineering (civil & electrical) professions is
directly linked with poor municipal infrastructure asset
management, tendering irregularities, collapsing infrastructure
and its related public health and safety problems leading to
community service delivery protests.
The Public Works / CSIR National Infrastructure Maintenance
Study (2006) highlighted the following key facts that:The most common causes of poor water quality standards
from water treatment works is a breakdown of plant and / or
the length of time that it takes to have the same plant
repaired satisfactorily for it to resume working correctly.
The most common problem experienced with water
reticulation systems is leakage of water with the usage of
incorrect procedures at the time of laying the pipes, damage
due to excavations, usage of inappropriate pipe materials
(and consequent corrosion), inappropriate repair procedures,
the ageing of the pipes and illegal connections as the key
contributors.
Municipalities are usually responsible for maintaining the
waterborne sanitation piped network and pumping facilities
The most common problems being sanitation spills from
system overloading, blockages by roots of trees, foreign
objects, breakages and network deterioration.
The most common causes of the electricity reticulation
systems failures are faulty operating procedures, lack of
planned maintenance, damage to underground cables,
overloading, and equipment ageing exacerbated by cable
theft and illegal connections.
The most common cause of the failure of roads is neglect of
routine maintenance, neglect to repair damage without delay
and vehicle overloading

departments find themselves staffed by more younger but
relatively inexperienced engineering professionals; have
vacancy rates ranging from 35% - 50% and highlights how
municipal infrastructure service delivery workloads have
increased whilst staffing levels have been steadily declining over
the years.
Lawless (2005; 2016) charts how, as a result of chronic
understaffing and lack of internal capacity, municipal
infrastructure departments:Are unable to spend their Municipal Infrastructure Grant
(MIG) allocations
Are unable to spend and access other sources of
development funding
Are unable to cope with the demands of municipal
operations and maintenance, resulting in sewage spills,
water quality problems and refuse non-removal
Are unable to cope with developers and large projects such
as housing developments due to a lack of bulk services and
support bylaws
Suffer from very high losses in water and electricity supply
due to poor metering management
Are unable to improve their revenue income streams and
collection rates
Lawless notes that inefficiencies in municipal infrastructure
grant (MIG) expenditure generally coincided with the absence of
skilled technical staff and/ or the lowering age profiles of civil
engineering professionals employed at the particular
municipality.
Further studies by Van Veelen (2012: 5) indicates that another
key constraint affecting South Africa (and its municipalities) is
the lack of civil engineers trained to design, construct and
manage infrastructure; proper operational systems to maintain
infrastructure and the lack of general capacities for planning,
financial management (ensuring proper costing, budgeting and
management) and governance (including the procurement of the
right capabilities).
Van Veelen (2012) highlights that:There is a declining number of engineers
South Africa’s average of 3 civil engineering staff per
100,000 is inadequate
Only 41% of Technical Service Managers have a degree
50% of municipalities have had their Infrastructure Director
/ Head of Technical Services in place for less than two
years.
Proper municipal service delivery in the form of access to clean
safe water, access to energy and quality reliable housing and
roads remains a Constitutional right and is not a privilege.

Lawless (2005; 2016) charts the migration patterns of older
more experienced civil engineers out of the South African local
government sector and how municipal infrastructure
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Despite the establishment of Municipal Infrastructure Support
Agency (MISA) as the “Consulting Engineer” of government in
April 2012, the Auditor-General’s 2017/2018 report noted an
overall decline in the quality of audit outcomes and deteriorating
quality of infrastructure services of municipalities indicating that
municipalities and have in many instances disregarded, previous
audit recommendations by the Auditor-General.
According to Makwetu (2017), the trickle-down effect of
governance and financial management failures is glaringly
evident across a number of municipalities, large and small in the
form of “largely incomplete projects, unsupervised projects,
lack of maintenance of significant service delivery infrastructure
and haphazard road maintenance projects and infrastructure.”

Figure 2: Graphic courtesy of Mail & Guardian (2020)

Objectives of Study
The objective of study was to identify and quantify key
predictors of job satisfaction as well as barriers affecting
professionalization among civil engineers working in South
African local municipalities. The study has the following three
specific objectives:-

Figure 1: Graphic courtesy of Auditor-General (2017/ 2018) Report

In the 2017/2018 financial year, of the 257 municipalities and 21
municipal entities audited, only 18 municipalities managed to
produce quality financial statements and performance reports, as
well as complied with all key legislation, thereby receiving a
clean audit.
Under road infrastructure 41% of municipalities did not have an
approved road maintenance plan; 26% did not approve priority
road infrastructure maintenance projects; 23% did not do any
condition assessment on their roads.
Under sanitation infrastructure, 40% did not have an approved
policy on sanitation maintenance; 31% did not conduct any
condition assessment of sanitation infrastructure. Under water
infrastructure, 48% did not have any water maintenance policy
whilst 29% did not conduct any condition assessment with 39%
of municipalities with high water losses above 30%.
In the Auditor-General’s 2018/2019 financial year results, the
Auditor General found that only 21 municipalities achieved a
clean audit with more than R1-billion spent on Consultants and
over R32-billion in irregular expenditure.
In the 2018/2019 report, the Auditor-General noted that although
the majority of municipalities hired Consultants to assist in
financial reporting services resulting in R741-million in total
expenditure, only R51-million of this cost was as a result of
vacancies in municipal finance units.
Moreover, 59% of the statements the Consultants worked on
(R437 million rands of work) included material misstatements.

To investigate the barriers preventing the attainment
and maintenance of professionalization by municipal
civil engineering practitioners.
To develop interventional measures to promote
professionalization of municipal civil engineering
practitioners in the local government sector.
To develop interventional measures to ensure the
development of institutional capacity by municipalities
and the local government sector in general.
Research Questions
The research questions of the study are:What are the impediments constraining the attainment
and maintenance of professionalization by municipal
civil engineering practitioners?
Which interventional measures are required to promote
professionalization of municipal civil engineering
practitioners in the local government sector?
Which interventional measures are required to ensure
the development of institutional capacity by
municipalities and the local government sector in
general?
Data Collection
A combination of quantitative and qualitative methods of data
collection and analyses were used in the study. As part of the
quantitative aspect of study, data was collected from a stratified
random sample of size 250 civil engineers working in various
South African local municipalities.
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A total sample of two hundred and fifty (250) Respondents from
eighteen (x18) low-capacity local and district municipalities
(excluding high capacity metropolitan municipalities) were
selected through stratified random sampling targeting
Infrastructure Directors, Project Management Unit managers as
well as junior officials employed as engineers irrespective of
experience; professional registration status (Professional
Engineer, Technician, Technologist, Candidate or unregistered);
level of management experience and seniority and irrespective
of the civil engineering sub-functional area of work (water,
sanitation, roads and storm water, solid waste, housing, asset
management, designs, energy).

The Respondents with the highest work experience has worked
for more than 11 years in total whilst the Respondents with the
lowest working experience have worked for the municipality for
less than 2 years.
Out of the total questionnaire responses received from municipal
engineering Respondents, 37% of Respondents indicated that
they are indeed professionally registered with the Engineering
Council of South Africa (ECSA) either as Candidates (15.4%),
Professional Technicians (8.9%), Professional Technologists
(6.41%) as well as registered with Other Councils (1.28%).
Four focus group interviews were conducted as part of the study.
Data was collected by using a structured, pretested and validated
questionnaire of study.
Data Analysis
Quantitative data analyses were conducted by using methods
such as frequency tables, cross-tab analyses (Pearson’s chisquare tests of associations) and binary logistic regression
analysis.
The Pearson Chi-square test of association (Hair, Black, Babin
and Anderson, 2010) was used for performing a preliminary
screening of influential factors that were significantly associated
with job satisfaction by 250 Respondents who were sampled to
participate in the study.

Figure 3: Functional Area of Respondents

The degree of job satisfaction of respondents was measured by
using a composite index developed by Turkyilmaz, Akman,
Ozkan & Pastuszak (2011) for conducting a similar study.

Findings of Study
The results showed that 171 of the 250 Respondents who took
part in the study (68.40%) were satisfied with the job that they
were performing in the various local municipalities, whereas the
remaining 79 of the 250 respondents in the study (31.60%) were
not satisfied with their jobs.
Based on results obtained from cross-tab analyses at the 5%
level of significance, the degree of job satisfaction of civil
engineers at the workplace was significantly and adversely
affected by too much workloads, poor working conditions, lack
of budgets, low salary and remuneration, lack of training
opportunities, lack of cooperation and appreciation, too much
bureaucracy and red tape, short duration of service, and poor
relationship with supervisors, in a decreasing order of strength.

Figure 4: Respondents by Current Job Title
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Lack of Functional Design offices
High Workloads;
Unwillingness by Registered persons and Employer
Municipalities to undertake Statutory Compliance
Underfunding & Lack of budgets
Professional Integrity and Work Ethics not protected and
respected by Senior
Municipal Management and Councillors (the Executive)
Career Frustration & Lack of Exposure (only project
management work)

Figure 5: Significant Associations from Cross Tab Analyses

Results obtained from binary logistic regression analysis showed
that the degree of job satisfaction of civil engineers in the
municipal workplace was significantly and adversely affected by
three (3) factors namely too much workload, poor working
conditions, and lack of budget for construction projects in a
decreasing order of strength. Results obtained from individual
and focus group in-depth interviews led to similar findings.

From the abovementioned findings of the study, it becomes clear
that the majority of municipal Respondents hold a pessimistic
view of the local government workplace and do not see the
sector as suitable for the development of the civil engineering
profession or as a workplace to make a career out of as
compared to all other sub-sectors of the public sector.
The professionalization of municipal civil engineers is
constrained by the following factors:
Lack of interest in professional registration due to a
perceived lack of benefits to the registered professional
Perceived lack of “power” by ECSA over unregistered
engineers and municipalities employing unregistered /
unregistrable persons
Little or no financial subsidy assistance provided by
municipalities for CPD and annual membership fees
Appointments of Underqualified, Inexperienced and
Unregistrable “Deployees”
Compromised Supply Chain Management (SCM) Practices
The Removal of PMU and Infrastructure Asset Management
Functions and Budgets from the Infrastructure / Technical
Director’s Duties
Political
Appointments
of
Underqualified
and
Inexperienced Consulting Engineers and Contractors
Poor Support from other municipal functions such as
Supply Chain Management (SCM) and HRM
A Hostile Politicised Work Environment with Lack of
Support
Low Salaries on offer
High costs of family relocation to rural workplaces
Poor Career growth
Perceived Unfair Municipal Recruitment and Promotion
Practices
Lack of Study opportunities

The majority of municipal engineering Respondents have cited
lack of interest in professional registration due to a perceived
lack of benefits deriving from professional registration for the
both municipal engineers as well as the employer municipality
as well as hostile work environment as the key underlying
reasons for poor professionalization.
Other contributory factors is a lack of understanding of the
profession; lack of political support; poor support from other
municipal functions such as Supply Chain Management (SCM)
and HRM; low salaries on offer; high costs of family relocation
to rural workplaces; poor career growth; perceived unfair
recruitment and promotions; lack of study opportunities; lack of
functional design offices; high workloads; unwillingness on the
side of the registered persons and employer municipalities to
undertake statutory compliance with the Engineering
Professions Act of 2000; a lack of resources as well as little or
no financial subsidy assistance provided by municipalities to its
registered engineering professionals to comply with Continuing
Professional Development (CPD) and the payment of annual
membership fees.
Municipal Respondents indicate that their professional integrity
and work ethics are not being protected and respected by senior
municipal management and Councillors (the Executive); many
civil engineering professionals only do project management
work and are frustrated at not being able to do the actual full
value chain of civil engineering work beyond infrastructure
project management work and that when municipal engineers
are not protected from political interference, engineering
professionals would rather leave the municipal workplace
structurally coerced into unethical behaviour.
Municipal engineers hold an adverse view of the local
government workplace and perceive the workplace environment
as not favouring personal improvement and development due to
political influences and perceived favouritism in the recruitment,
remuneration and employment of engineers as well as the effect
of so-called “political deployees” who are in most cases junior,
inexperienced non-registered engineering persons but sometimes
unregistrable persons such as teachers, university dropouts and
matriculants who are appointed in senior management roles
outside the regulatory provisions of the Engineering Professions
Act of 2000.
Whilst the majority of Respondents do acknowledge and cited
work flexibility; career fulfillment in terms of the impact of
work on communities on the ground as well as the overall
workplace satisfaction of confidence by a municipal Council in
the professional’s abilities and professional standing, a
significant cohort of registered persons who were initially
registered have opted to lapse their professional registration
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status due to a perceived lack of benefit in maintaining
professional registration with ECSA as the statutory body
perceived to have no regulatory powers over unregistered
engineers as well as municipalities who elect to employ
unregistered engineers.
The expensive nature of CPD activities coupled with indirect
costs of travel and accommodation to and from CPD activity
sites located mostly in urban areas often implies that registered
persons find it expensive and difficult to attend courses,
conferences and seminars and this results in most municipal
engineers failing to maintain their ongoing professional
registration due to noncompliance with CPD and / or due to nonpayments of annual membership fees, thus causing registered
municipal engineers to opt to lapse their professional registration
in the process.
Municipal engineers state that their independent decisionmaking relating to the prioritization of municipal infrastructure
projects, timing, location of infrastructure projects, contracting,
supply chain management as well as the appointment of
Consultants has increasingly been removed from their functions
by senior municipal management and / or Councilors.
Municipal engineers state that their duties relating to forward
planning on infrastructure planning (PMU) and infrastructure
asset management have been structurally diluted and /or
removed often through internal restructuring processes to the
Municipal Managers or Chief Financial Officer (CFO)’s offices.
Due to the non-standardized structure of municipal infrastructure
functions, the PMU roles and duties which correctly belong to
the Municipal Technical/ Infrastructure Director have in some
municipalities, been subsumed by the Municipal Manager who
makes final determinations regarding future infrastructure
planning in the absence of the Municipal Infrastructure Director
who is expected to respond to the daily operational challenges of
service delivery.

priority to the training and development of the municipal
Finance function due to the legislative requirements of the
Municipal Finance Management Act (MFMA) Minimum
Competency Regulations which are demanded by National
Treasury as part of the municipal infrastructure grant (MIG)
funding conditions.
There exists a fundamental lack of understanding by both
employer municipalities and civil engineering Respondents of
the differences in membership of a voluntary association as
opposed to ECSA whose membership as a statutory body is
compulsory by law as opposed to membership of voluntary
associations. Municipal engineers appear to prioritise
membership of voluntary associations above professional
registration with ECSA as a statutory body.
Municipal engineers feel that Councillors often interfere through
amongst others influencing incorrect classification of indigent
registers and the incorrect classifications of households which
can afford to pay for rates as indigents. Due to the abovementioned as well as the resultant poor income collection rates,
many municipal infrastructure projects are either delayed until
additional funding is available or the scope of work of
infrastructure projects is reduced.
Ward Councillors also influence the timing and location of
infrastructure projects by demanding the appointment of local
Contractors and /or the employment of local communities and
influencing communities to invade construction sites and driving
off Contractors in cases of noncompliance with their demands.

When PMU functions of an Infrastructure Director are exercised
by the Municipal Manager to the exclusion of the mandate
holder, often the quality of decision making favours the
provision of new infrastructure to the detriment of operations
and maintenance planning including infrastructure asset
management.
The gazetting of Notice 578 of 2015 / Total Remuneration
Package Payable to Municipal Managers and Managers
accountable to the Municipal Manager (Notice 578 in
Government Gazette 38946 dated 1 July 2015) which prescribes
minimum pay scales to Section 57 Managers has capped
municipal salaries available to Infrastructure Directors and has
caused scarce critical vacancies in the municipal infrastructure
departments to remain unfilled.
Municipal engineers feel that infrastructure delivery is
systematically neglected through the frequent unilateral cutting
and reallocation of infrastructure operations and maintenance
budgets which as cut or reallocated to departments or municipal
mandates not directly linked to service delivery or the
municipality’s Constitutional mandate.
Municipal engineers believe that there is a resource allocation
bias by municipal Councils and Municipal Managers in giving

Figure 6: Respondent Mindmaps

Which interventional measures are required to promote
professionalization
of
municipal
civil
engineering
practitioners in the local government sector?
Municipal engineers have suggested making the local
government more attractive to registered persons through
offering more remuneration, reducing political interference in
operational duties of Infrastructure / Technical Directors as well
as ensuring that registered persons takes more control of their
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work to ensure that Ward Councillors do not interfere in the
management of infrastructure projects.
The role and independence of municipal engineering
practitioners should be respected and Technical Directors should
be provided with more financial and labour resources to ensure
the elimination of critical vacancies, have adequate budgets for
fully functional internal design offices with adequate training
and development opportunities as well as strategic support to
ensure the effective procurement of qualified and experienced
service providers / suppliers and Consultants and Contractors.
More emphasis should be placed on municipal engineers since
engineers operate on the coalface of municipal service delivery.
Remuneration should be based on job performance plus
experience.
Officials occupying senior management roles such as
Infrastructure / Technical Directors of municipalities should be
highly qualified and possess at least a Bachelor of Science
(B.Sc) or Bachelor of Technology (B.Tech) academic
qualification as well as an additional financial management
qualification.
Municipalities should be strongly regulated by ECSA to ensure
that the Engineering Professions Act of 2000 is implemented
without any deviations and that municipalities hire adequately
experienced, qualified and skilled staff as opposed to hiring
unqualified inexperience and sometimes unregistrable job
candidates.
The training and development of municipal Infrastructure /
Technical Directors should receive equal priority as the
development of municipal Chief Financial Officers (CFO’s)
through legislative amendments to the Municipal Finance
Management Act (MFMA) to include the development and
professional registration of engineers as part of the Technical
Minimum Competency Regulations which are demanded by
National Treasury.
Further quality assurance steps should be taken by government
to ensure that only qualified Contractors/ Consultants/ service
providers are appointed to construct infrastructure projects and
that municipalities are able to access more counter-funding tools
to assist the speedier completion of bulk infrastructure projects
funded through the Municipal Infrastructure Grant (MIG) and
Rural Bulk Infrastructure Grant (RBIG).
With regards to the removal of future forward planning of
municipal infrastructure projects performed under the PMU
function from the Infrastructure/ Technical Director’s functions,
it is proposed that the structure of municipal infrastructure
departments be standardized to ensure that the structure, ideal
size and reporting lines of municipal Infrastructure departments
are standardised to avoid any internal restructurings and
subsuming of PMU functions away from the Infrastructure /
Technical Director’s functions.
After all, a Technical Director assumes the responsibility and
professional liability of signing off on all construction and
infrastructure delivery and should be directly involved in all
forward planning decision making relating to the location,
funding and prioritization of municipal infrastructure projects.

Which interventional measures are required to ensure the
development of institutional capacity by municipalities and
the local government sector in general?
Municipal engineering Respondents indicate that shared services
models between neighbouring municipalities can assist in the
development of more engineers. Respondents suggest that
municipalities located in areas of poor revenue base be merged
with municipalities which are self-sustainable to further
consolidate internal engineering capacity.
As a result of the absence of municipal Value Engineering
Assessment Teams municipalities have lost their internal
infrastructure delivery quality assurance and review mechanisms
to oversee and regulate the services provided by contracted
Consulting Engineers and Contractors and are currently pricetakers at the mercy of contracted Contractors & Consultants who
are known to undertake shoddy engineering practices such as
selling similar infrastructure designs to municipalities and
contracting without procuring any professional indemnity
insurance.
Institutional Entrepreneurship role of Municipal Engineers
Since the advent of Institutional Theory, theorists such as Baez
& Abolafia (2002: 525) have identified and emphasized the
entrepreneurial role of public administrators serving the public
interest.
In terms of the empirical differences highlighted by Teske &
Schneider (1994: 331) between political entrepreneurs
(politicians) and bureaucratic entrepreneurs (public servants),
municipal Infrastructure Directors can accordingly be seen as
agents, role-players or actors fulfilling a bureaucratic
entrepreneurship role in the local government sector.
The role of bureaucratic entrepreneurs in public administration
has always been highlighted through empirical studies by
amongst others Behn (1998: 209), Kobrak(1996: 205); Moe &
Gilmour (1995: 135).
Eisenstadt (1980: 840) and DiMaggio (1988) later developed the
notion of institutional entrepreneurship to recognize the role of
actors / agents who serve as catalysts for structural change and
the development or loss of institutional capacity.
The role of institutional entrepreneurs namely individual and / or
collective actors who “deliberately work to transform
institutional arrangements to advance a set of interests” has
been explored by Meyerson and Tompkins (1997: 307).
Within the South African local government sector, the role of
municipal officials as institutional entrepreneurs in utilizing
entrepreneurship and innovation in the municipal service
delivery role (Naidoo, 2010: 4) has long been identified.
Institutional theory asserts that institutions are created,
maintained and changed through the actions of various actors
(agents or role-players) where institutions are seen as sites of
mutually reinforcing representations and legitimating structures
where institutions are reflected and sustained through the
allocation and accumulation of power and resources by agents/
role-players or actors.
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Within Institutional Theory, Normative Isomorphism explores
professionalization in terms of “relations between the
management policies and the background of employees in terms
of educational level, job experience and networks of
professional associations” (Paauwe & Boselie 2003).

unregistered engineering “professionals” with minimum or poor
practical engineering work experience into the sector as well as
the latent appointment of a politically connected cohort of nonbuilt environment practitioners outside the regulatory
requirements of the Engineering Professions Act of 2000.

For institutional practices to survive and be observed at
organizational level, there needs to be an ongoing interaction of
reinforcing rules and resources as a result of knowledgeable
human action. Should one element be lost in time however, deinstitutionalization takes place (Dillard et al. 2004: 521).

This has over the years resulted in the steady decline of the
institutional power wielded by registered
engineering
professionals in the sector as characterised by the lack of
financial subsidies for CPD activities and / or professional
membership fees, the unbundling of the old powers of the Town
Engineer’s role alongside the amendments made by the
Municipal Structures Act of 1998, and the steady migration of
critical service delivery functions such as infrastructure-related
supply chain management, the appointment of Contractors,
PMU and infrastructure asset management from the office of the
Infrastructure / Technical Director to other functions within the
municipality.

Utilising the Normative Isormophism approach therefore,
municipal Infrastructure / Technical Directors, as part of the
local government civil engineering corps, find themselves in the
midst of competing interests for institutional power by various
agents, actors and role-players in the municipal infrastructure
space namely the statutory body with its statutory regulations
and expectations of statutory compliance as well as elected
Mayors, Municipal Managers (senior municipal management)
and Councillors who want to control and direct the application
of municipal infrastructure resources towards service delivery
for identified communities in line with their newly acquired
political mandates.
On the other hand, there are private sector Consulting Engineers
and Contractors as well as former municipal infrastructure
employees who wish to access and /or maximise their
commercial profit interests by forming part of the delivery,
operations and /or maintenance of municipal infrastructure
services value chain.
Since 1994, the institutional power of Councils and Councillors
has been consolidated into the institutional matrix of
municipalities by the Municipal Systems and Municipal
Structures Acts of 1998.
The exercise of Councillors’ institutional power within the new
municipal structure setting, egged on by overwhelming political
mandates as well as genuine post-1994 service delivery
frustrations has seen the steady alignment between urgent
service delivery considerations and the commercial interests of
private sector Consulting firms,
Contractors and former municipal civil engineering practitioners
increasingly see municipal infrastructure resources and services
and the lack of / poor internal management capacity and
regulatory oversight as an opportunity to further consolidate
commercial interests.
Local government has thus become a proverbial feeding trough
of competing commercial and political interests where
commercial and political interests have in some cases coincided
into a convenient state of mutual symbiosis resulting in the
perennial utilisation of external Consultants for infrastructure
work and services even for dedicated internal infrastructure
functions of municipalities which from the core duties of
existing municipal employees.
This has over the years created a norm of dependence and
fuelled an organisational culture of ignorance and disregard for
the Engineering Professions Act of 2000 thus fuelling the
increased recruitment and appointment of younger relatively

Municipal asset management and the management of
infrastructure asset registers has now increasingly become the
domain of the municipal finance management function as
opposed to infrastructure management.
At an institutional and sectoral level, this has seen the collapse
in municipal Value Engineering Assessment Teams as well as
the rise in the institutional power of external Consultants as well
as an increase in the failure rate of municipal infrastructure grant
funded projects, the appointment of Consultants without
professional indemnity insurance, the undue retention of
municipal infrastructure maintenance manuals and plans, selling
of similar designs to municipalities as older more experienced
municipal engineers leave or retire from the sector for private
sector Consulting work alongside the relevant institutional
memory loss in the various municipal workplaces across the
country.
The reservoir of professional commitment by registered persons
entering the sector was also adversely affected as previously
registered persons adopted the organisational culture of the
sector and over the years proceeded to see a lack of value in
continued professional registration.
In an organisational culture of non-compliance, professional
registrations has proven to be an unnecessarily onerous and risky
exercise since registered persons risk assuming overall
professional responsibility in the absence of any other registered
persons in the workplace.
This has created tensions and in most cases, experienced and
qualified engineering professionals are compelled to leave the
sector due to ongoing conflicts and are displaced by younger
more politically connected cohort of post-1994 PMU Managers
and Infrastructure Technical Directors mostly operating outside
the regulatory requirements of the Engineering Professions Act
of 2000.
Institutional theorists such as Paauwe & Boselie (2003: 59);
Meyer & Rowan (1977:1-55) state that the institutional
environment is a source of legitimisation, rewards, incentives
for, as well as constraints or sanctions on organizational
activities which are “either a direct reflection of, or response to,
rules and structures built into their larger environment”
(Paauwe & Boselie 2003:59).
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When the statutory body (ECSA) over the years neglected to and
or failed to exercise its statutory oversight over registered
practitioners in the local government sector and having further
being constrained by additional regulatory forces in the form of
the rejection of the engineers’ Identification of Work (IDoW) by
the Competition Commission as well as the 2013 statutory
attempts by the Department of Cooperative Governance and
Traditional Affairs (CoGTA)’s to re-write the regulations
regulating municipal engineers in the Local Government
Regulations on Appointment and Conditions of Employment for
Senior Managers as gazetted in Notice 167 Gazette No 36223 of
the 7th March 2013, the perceptions regarding perceived lack of
“power” by ECSA and other built environment professional
Councils over registered and unregistered engineers in the local
government sector as well as over employer municipalities and
municipal entities were entrenched in the sector.
There is also the emergence of new roleplayers such as
ratepayers associations and rightwing political groupings
wishing to take power by undermining or hollowing out the
institutional capacity of the state by in effect collapsing
municipalities. When dysfunctional municipalities fail to deliver
infrastructure services, these roleplayers or agents will take
institutional power often through legal avenues.
Institutional & Structural theorists state that for institutional
practices associated with professionalism to exist and persist at
the organizational & sectoral levels, there must be an ongoing,
reproductive interaction of rules & resources through reflexive
human action by roleplayers (Paauwe & Boselie 2003: 59).
Whilst Mayors, Municipal Managers (senior municipal
management) and Councillors want to control and direct the
application of municipal infrastructure resources towards service
delivery for identified communities in line with their political
mandates as an expression of their political mandate, the
exercise of institutional power over infrastructure assets and
resources has over the years not been congruent with the
national interests in the form of the protection of public health
and safety and the maintenance / enforcement of professional
standards for the benefit of civil engineering practitioners, the
country and the profession.

Municipal civil engineering professionals and their voluntary
associations as agents, players and actors in the sector need to
take advantage of the institutional and sectoral fragmentation
and contradictions inherent in the local government sector in the
form of the demands for quality service delivery by communities
and take advantage of the opportunities presented for
institutional and sectoral change (Thornton, 2004) and choose to
actively further the professionalization interests (Fligstein, 1997:
397) of the profession.
Public sector built environment professionals (including civil
engineers) have the responsibility of representing the interests
and concerns of communities (Ahmet et al, 1998).
According to Garud et al (2007: 09), “dominant actors in a
given field may have the power to force change but often lack
the motivation; while peripheral players may have the incentive
to create and champion new practices, but often lack the power
to change institutions”.
Municipal Infrastructure / Technical Directors “must break with
existing rules, practices or logics” (Battilana, 2006: 653) by
embedding change to the structural arrangements of local
government through “intense political involvement” (Seo and
Creed, 2002: 222) by “imposing the institutional change they
promote” (Naidoo, 2010; 4) on “dissenting actors without
having to win them over” (Dorado, 2005: 383). Alternatively,
municipal civil engineers as institutional entrepreneurs need to
“mobilise allies”(Boxenbaum and Battilana, 2005: 01);
“develop alliances and cooperation” (Fligstein, 2001:261) and
mobilise “key players such as highly embedded agents in the
sector” (Lawrence et al. 2002)
Municipal engineers need to take advantage of communities’
awareness and increased demands for service delivery and
proper management of infrastructure to hedge their interests.
Municipal civil engineers need to realise that the process of
change and transformation for the attainment of
professionalization in the sector will not happen overnight nor
will the process take place on its own.

Further, the conflation of political / service delivery and
commercial interests has seen the profit maximisation interests
usurping and undermining the more vital national public
interests namely statutory regulation and the professionalization
of the civil engineering profession in local government.

Municipal engineers need to appreciate that “institutional
entrepreneurship is a complex political and cultural process”
(DiMaggio, 1988: 03) and civil engineers need to “mobilise
diverse social skills depending on the kind of institutional
project they tend to impose” (Perkmann and Spicer, 2007: 23).

According to both institutional and structuration theorists,
institutions are seen as sites of mutually reinforcing interests and
structures, values and norms not associated with enactment or
resource acquisition / distribution by actors/ players or agents
will eventually be abandoned. Dillard, Rigsby & Goodman
(2004: 521) further emphasize that if one institutional factor is
lost over time, latent de-institutionalization occurs.

The professionalization process will entail a series of
negotiations with other agents or roleplayers in the sector,
careful balancing of interests and if required, the direct exercise
of institutional, statutory and structural power that civil
engineers wield individually in their municipalities and
collectively within the sector by compelling their own
subordinates to register professionally with the statutory body.

Based on the abovementioned, it is clear that the
professionalization of the civil engineering profession is critical
for the maintenance of service delivery to communities as well
as the maintenance of institutional and management capacity of
municipal infrastructure departments to deliver quality
infrastructure services that communities deserve.

Based on the above-mentioned, it is clear that unless the
Engineering Council of South Africa (ECSA) and other built
environment professional Councils strengthen their regulatory
oversight role over municipal engineers whether registered or
unregistered, that the quality service delivery interests of
communities and the professionalization of the local government
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civil engineering profession will forever remain a neglected key
consideration resulting in declining quality of municipal service
delivery and further agitations by disgruntled communities.

local government sector to stem the attrition rate of retiring civil
engineers leaving the sector.

The following recommendations are proposed:

Bursary holders who complete their studies must be given
Experiential learning placement in municipalities and can also
be placed to complete their professional Candidacy with
municipalities.

Supporting Municipal Infrastructure Officials through
Continuing Professional Development (CPD)

Support Municipal
Mentoring

Municipalities should be encouraged to provide financial
subsidies to all its registered civil engineering professionals to
assist engineering professionals to maintain their professional
registration with ECSA through compliance with the continuous
professional developments (CPD) regulatory requirements of the
Engineering Council of South Africa (ECSA).

Those municipal Infrastructure / Technical Directors who
currently do not meet the minimum experience and full career
exposure requirements to comply with the Engineering
Professions Act of 2000 need to be assisted to comply through
the implementation of secondment programmes to the private
sector for additional exposure as well as structured mentoring
support to municipal officials to ensure the professional
registration with professional registering bodies.

Recommendations of Study

Financial support to also support the annual professional
membership fees as well as registration fees of registered civil
engineers is also proposed.
Increase the Qualification Levels of Infrastructure /
Technical Directors
The qualification levels of municipal Infrastructure / Technical
Directors need to be increased through concerted statutory
interventions similar to the approach followed by the National
Treasury in enforcing the development of municipal Chief
Financial Officers (CFO’s) through the statutory avenues such
as the Municipal Finance Management Act (MFMA) since
municipal Infrastructure / Technical Directors play a very
critical service delivery role in municipalities and are
responsible for public health and safety of millions of citizens.
Those Infrastructure / Technical Directors who currently do not
have the minimum academic qualifications and experience
requirements to comply with the Engineering Professions Act of
2000 need to be assisted to comply through the implementation
of secondment programmes to the private sector for additional
exposure or additional study programmes to plug the academic
knowledge gap within set compliance timeframes.
Municipal Infrastructure/ Technical Directors who currently do
not comply with the Engineering Professions Act of 2000 and
are not prepared to study further or obtain the requisite
experience required in terms of the Engineering Professions Act
of 2000 should leave the sector, be retired or given more junior
alternative roles by municipalities due to non-compliance with
statutory provisions governing the civil engineering profession.
The above-mentioned measures should apply also to
unregistrable persons such as teachers, other professionals,
matriculants, university dropouts and other “political deployees”
who were appointed to infrastructure roles outside the regulatory
provisions of the Engineering Professions Act of 2000.
Bursary Funding To Create Pipeline of New Professionals
for Local Government

Officials

Through

Provision

of

Ring-Fence the Recruitment Processes of new Municipal
Infrastructure Directors
There is a need to centralize and ringfence the national
recruitment, selection and appointment processes of new
municipal Infrastructure / Technical Directors to ensure that the
correct quality of qualified, experienced and professionally
registered civil engineering officials are recruited, interviewed
and selected by municipalities.
It is proposed that a provincial recruitment panel be convened by
municipalities under the banner of the employing municipality,
provincial departments of CoGTA and SALGA including
recognized unions to vet all newly appointed municipal
Infrastructure Directors before they are employed by
municipalities to strengthen the management capacity of
Infrastructure / Technical Directors to ensure that qualified and
experienced engineering professionals enter the sector.
Review Cadre Deployments in the Municipal Infrastructure
Space
In lieu of the abovementioned recommendations, there is a
further need to confront the proverbial elephant in the room in
the form of politically connected cadre deployments taking place
in the municipal infrastructure space, a statutorily regulated
profession regulated by law in terms of the Engineering
Professions Act 46 of 2000.
Whilst cadre deployment is an accepted international norm
globally, the deployment of unqualified, inexperienced or
“pseudo-engineering” professionals such as teachers, priests
and matriculants is not only unlawful in terms of the
Engineering Professions Act 46 of 2000 but also compromises
public health and safety, causes proliferation of diseases,
degrades the environment, undermines the institutional and
management capacity of the state at local government level and
further causes collapsing public infrastructure and related
services thus sparking community service delivery protests.

The civil engineering profession needs to fund a bursary
programme to fund new students who wish to study civil
engineering in order to create a pipeline of graduates into the
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Until authorities accept that municipal engineers fulfill the same
life and death critical societal roles in the same vein as medical
doctors who are also regulated by statute in terms of the Health
Professions Act 29 of 2007 and that political deployments in
these regulated professions is not only unlawful but a recipe for
further disaster, then the deployment of unqualified
inexperienced municipal infrastructure officials will proceed
unabated.
Stronger Compliance Monitoring and Enforcement by
ECSA
In light of the findings of the study relating to a lack of interest
by registered persons in professional registration due to a
perceived lack of benefits to the registered professional as well
as the perceived lack of “power” by ECSA over unregistered
engineers and municipalities that choose to flout the Engineering
Professions Act of 2000 by employing unregistered /
unregistrable persons, it is hereby recommended that the
Engineering Council of South Africa (ECSA) with the support
of municipalities, SALGA, the unions and all relevant
roleplayers such as the Department of Labour (DoL) amongst
others, embark on a public more active compliance monitoring
process in the local government sector involving site visits,
workplace compliance reviews as well as workplace inspections
to monitor and enforce the provisions of the Engineering
Professions Act of 2000.
In order to address perceptions of lack of regulatory powers as
well as to reinforce the mandate of ECSA, it is important that
other roleplayers in the infrastructure and construction field such
as the Construction Industry Development Board (CIDB) be also
included in a nationwide municipal compliance enforcement
campaign aimed at both registered and unregistered municipal
engineers as well as all municipalities, Water Boards and their
entities especially those who have chosen to flout the law and
employ unregistered/ unregistrable municipal engineers outside
the regulatory requirements of the Engineering Professions Act
of 2000.
Municipalities also need to ensure focused compliance
enforcement process through the Municipal Systems Act of
2000 Regulations for the Appointment of Section 56 Managers
The Local Government Municipal Systems Act of 2000
amendments states that to be appointed as a Section 56 Manager,
infrastructure municipal officials must have the requisite
academic qualifications and experience setting out the minimum
competence requirements and recruitment.
Any appointments in contravention of the minimum
competences and to the recruitment process will be invalid. In
terms of the above-mentioned minimum regulations,
Infrastructure/ Technical Services Directors as Section 57 senior
managers are expected to possess the requisite:Academic qualifications in compliance with the statutory
body requirements (ECSA)
Minimum 5 years work experience of which 3 – 4 years
must have been at a professional engineering management
level
Professional registration with the relevant statutory body
(ECSA)

If no suitable job candidate can be found through the municipal
recruitment process, the municipality may ask the MEC for
Local Government to second a qualified infrastructure official.
If the MEC is unable to second someone, the municipality may
ask the Minister responsible for Local Government to do so.
According to the Local Government Municipal Systems Act of
2000, if a person is appointed in contravention of the Act, the
relevant MEC for Local Government must enforce compliance
by the municipalities by applying to court for a declaratory order
on the invalidity of the appointment or by taking any other legal
action against the municipality failing which the Minister of
Provincial and Local Government has to intervene.
Review the Efficiency of MISA programmes
There is a need to urgently review the operations and
programmes of the Municipal Infrastructure Support Agency
(MISA) to ensure greater efficiencies and increased statutory
powers to MISA to ensure statutory interventions in cases of
municipal
non-compliance
or
adverse
municipal
dysfunctionalities to enable MISA to appropriate and direct of
municipal infrastructure budgets and projects.
MISA should also be further capacitated with the requisite
institutional and management capacity to urgently intervene in
cases of failing municipal infrastructure free from political
policy vacillations by respective Ministers responsible for local
government.
MISA needs to further ensure that structured partnerships are in
place to ensure the enforcement of municipal infrastructure
regulations and to also ensure that municipalities employ
qualified,
experienced
and
professionally
registered
Infrastructure Directors to enable effective infrastructure
planning to achieve sustainable service delivery; possess the
requisite institutional and management capacity and are able to
implement operations and maintenance of municipal
infrastructure.
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COVID 19 Accelerating Workplace Restructuring and Remote Working Strategies
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Abstract: The study sought to understand how COVID 19 has accelerated workplaces to restructure for the 4IR’s digital economy and
remote working strategies. The snapshot research study used electronic individual interviews with employees from five different
organisations in various sectors on on how organisations have changed operations and communication techniques amid the COVID 19
lockdown period in South Africa, which came into effect from the 27 March 2020. A total of fifteen employees participated in the study,
open-ended questions were used from interview schedule guide. The principles of anonymity and confidentiality were communicated as well
as observed in the undertaking of the research project and the informed consent of the research participants was obtained. The findings of the
research study indicated that indeed the employees, employers and organisations had to restructure operations and patterns as well as adopt
remote working strategies to manage and prevent the spread of COVID 19 in their workplaces.
Keywords: COVID 19, 4th Industrial Revolution, Digital economy, Remote Work Strategies

Introduction
According to Bolsen, Palm and Kingsland (2020:1),
COVID 19 is an acute respiratory syndrome caused by a novel
coronavirus (Cov-2).
The Wold Health Organisation (WHO) declared COVID 19 as
a global pandemic crisis on the 11th of March 2020 after the
virus spread from the Chinese province of Wuhan in midDecember 2019, (Holshue, De Bolt, Lindquist & Lofy,
2020:2).
By the time, the WHO declared COVID 19 as a global
pandemic, there were 118 000 cases in 114 countries and 4291
people had lost their lives due to the virus infection (Liang,
2020:1).
Relying on historical data of a similar outbreak in 1918-1919,
known as the Spanish Influenza which was best managed by
periods of quarantine, countries began with social distancing
and quarantine strategies known as lockdowns (Voxeu,
2020:5).

Given the aforementioned background, this study aimed to
gather understanding on how organisations in South Africa
adapted to integrating the digital tools aligned to the 4 th
industrial revolution based economy, to practice social
distancing whilst ensuring essential services are rendered and
companies stayed afloat with their means of survival, being
work.
Research Question
The research question of study was:•

How has COVID 19 accelerated workplace restructuring
for the 4IR’s digital economy and remote working
strategies?

Research Objectives
The research objectives for this study were:•

Lockdown meant that only essential services such as food,
basic clothing, medicine and utility services will operate and
the rest of the many as well as social activities were shut down
(Gatner, 2020: 4). Lockdowns brought to the fore the need for
the implementation and practice of remote working (Kemlu;
2020:1)

To explore and describe how COVID-19 accelerated
workplace restructuring for the 4IR’s digital economy and
remote working strategies in different working
environments

•

To explain how COVID-19 has accelerated remote
working strategies by looking at the employees’ working
arrangements and experiences of those arrangements
since the lockdown process

South African’s lockdown came into effect on the 27 th of
March 2020 and adopted a risk assessment as well as risk
adjustment strategy to the lockdown as time progressed.

Research Methodology

This strategy included remote work guidance for the
workplace. On the 1st of May 2020, the Department of Public
Service and Administration (DPSA) released Circular No 8 of
2020, stipulating that workplaces should develop remote
working policies and mechanisms (highly considering
employees with pre-existing chronic conditions).

A qualitative research approach was utilised in this snapshot
research project.
The snapshot research study used electronic individual
interviews with employees from five different organisations in
various sectors considering how organisations changed
operations and communication techniques amid the COVID
19 lockdown period in South Africa, which came into effect
from the 27th March 2020.
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A total of fifteen employees participated in the study, openended questions were used from interview schedule guide. The
principles of anonymity and confidentiality were
communicated as well as observed in the undertaking of the
research project and the informed consent of the research
participants was obtained.
Respondents were employed in both the public and private
sector in diverse field including legal, medical, property,
consumer services and energy sectors.
Demographic profile of research participants:

Respondents recommend that employers should consider
remote working as a permanent strategy to save
operational costs of paying rentals, save on the
consumption of water and electricity etc.
50% of Respondents from the private sector found
working from home difficult as Respondents worked in
high pressure environments with targets and a strong
emphasis on performance in terms of both quantity and
quality. As a result the work had the tendency of taking
over their households and their entire life.
Managing work and life balance, became a major
challenge.

100
Percent

100
Percent

60
40
Percent
Percent

Female

Black

North West
Province

Gauteng
Province

Findings
The findings of the research study indicated that:Employees, employers and organisations had to
restructure operations and working patterns as well as
adopt remote working strategies to manage and prevent
the spread of COVID 19 in their respective workplaces.
In as much as many South Africa companies had stuck to
the traditional, office based approach of having
employees in the office from 8am to 4:30pm,
65% of Respondents indicated that lockdown forced
organisations and companies to shift focus to
productivity, flexible working hours and approaches.
Above all, lockdown as a result of the COVID 19
pandemic, made workplaces enlist digital resources to
ensure continued operations, communication and
productivity.

Respondents feel that having an office to work from
home, separates the private duties from the occupational
ones and helps them with balance.
Data Analysis
Thematic data analysis was used to make sense of the
collected data in the findings. The following three main
themes were derived from the research findings:
Majority of companies were forced by COVID 19 to
restructure their workplaces, utilise digital resources and
practise remote work strategies.
Employees in the public sector, used their company
funded digital tools to make remote working more
productive, convenient and cost-effective.
Employees in the private sector, particularly in
demanding fields such as law profession found remote
working as a challenge as it required more discipline and
administration for work and life balance.
Inasmuch as some South African companies stuck to the
traditional office based approach of employees in the
office from 8am to 4:30pm, these have mostly been
manufacturing companies involving lower skilled
employees who routinely use less technology as part of
normal work output

Remote working became a COVID 19 prevention and
management mechanism for many companies.

Limitations

80% of Respondents engaged in remote work and only
20% of Respondents from the medical profession did not
utilise remote working.

Research participants in the research study, are only from two
provinces out of the nine province in South Africa. Therefore
perhaps if the study was conducted in all the nine provinces,
different findings will be made.

50% of Respondents that worked remotely in the public
sector found remote work convenient, cost-effective and
bearing more output.
Respondents reported saving on petrol costs, travelling
time, buying snacks and lunch at the office.

All Respondents were black females, if members of the other
sex and race groups participated, perhaps the research
outcome may differ from the current findings of this snapshot
research study.

Some Respondents used company funded cellphones and
laptops through Zoom meetings, emails and Whatsapp
groups to carry out their occupational functions.
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The implications of the study from the findings are that:
Further research need to be conducted to understand the
widespread experiences in terms of how COVID has
accelerated workplace restructuring for the 4IR’s digital
economy and remote working strategies.
Some organisations in the public and parastatal sectors
may well need to look at remote working as long term
strategy to curb administrative and operational costs.
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Abstract: This article, based on biographical narratives of Black women leaders in South Africa examines the idea of using multiple
metaphors to expand creativity in respect of leadership. Metaphor is both a tool for shaping perspectives as well as site for constructing
meaning (through paradox and oxymoron), and thus was particularly illuminating as a critical lens through which to view the three African
women’s leadership of hope in the hopelessness world of schooling. As women describe their lives and experiences, they often use
metaphors to capture their frustrations and perceived barriers, as well as the effects that motivate them. The central question is one of
meaning: What leadership meanings do you derive from artifacts, documents and metaphors? How did production, understanding, and
communication of human thought and action change the women’s leadership styles? The argument raised in this article reflects that using
multiple metaphors to understand organization and management gives us the capacity to tap different dimensions of a situation, showing
how different qualities of leadership can co-exist, supporting, reinforcing or contradicting each other. The metaphors of these ordinary
people are simple ways of reflecting their understanding of their ordinary lives through two major themes “teamwork” and “hope in
hopelessness”.
Keywords : Leadership, Feminism, Narratives, Teamwork, Hope, Change

Introduction
Metaphors are used to express thoughts and ideas that are
sometimes complex and difficult to articulate, and in the
process they convey implicit rather than explicit meaning.
People use metaphors to express anger, frustration, injustice,
hope and many other emotions. Although different ethnic
groups in South Africa use emotive metaphors that are
common and co-constructed within their socio-cultural
context, metaphors that portray leadership are personal. On the
one hand a metaphor like “wathintha umfazi wanthitha
imbokodo”1 is socio-political in that it was commonly used
during the apartheid struggle when African women were in the
forefront of the struggle fighting against the apartheid regime.
Its ownership lies in the minds and emotions of a group of
people striving to voice their disgust and contempt of
apartheid and its destructive policies.
On the other hand, a metaphor like “I’m like water in the
desert” is personal and self-constructed. It expresses and
pronounces an individual’s desire of hope in a hopeless
situation. It offers a sense of optimism in the midst of
despondency.
Many feminist scholarships centre on the metaphor of voice
and use it as a category of epistemological analysis. The
central thesis of this article is that metaphors have the
potential to arouse an alert mind, carrying leaders and their
followers to new fields of experience, branching out into new
understanding and shedding light in the darkness. This is
demonstrated through the life stories of three African women

leaders2 in three schools in South Africa. This article thus
challenges the reader to see possibilities of inspirational
leadership in the ordinary lives of African women school
leaders. Through their life stories we unravel the problem of
being female by means of astonishing paradox: they found
ways to speak while remaining silent, that is they embodied
their own silence within their leadership. Language and
leadership naturally go together. Thus it is essential to pay
attention to the words leaders use and how they use them to
express their actions. According to Ramsey (2002, 17), a
leader’s way of thinking helps to determine the leader’s way
of talking about and acting on issues of leadership. Metaphors
are inherent elements of language and are used to
communicate different messages. Ramsey however also warns
that misplaced metaphors may send the wrong message and
create confusion or misperceptions of an action, what it stands
for and how it works. Thus leaders do not have to be great
speakers, but they have to realize that their words can either
support or hinder their actions.
My analysis of article is focused particularly on metaphor
because the central question is one of meaning: “What
leadership meanings do you derive from artifacts, documents
and metaphors? How did production, understanding, and
communication of human thought and action change the
women’s leadership styles?” Metaphor is both a tool for
shaping perspectives as well as a site for constructing meaning
(through paradox and oxymoron), and thus was particularly
illuminating as a critical lens through which to view the three

2

In simple English the metaphor means “If you touch a woman, you move a
rock, which will come rolling down to crush you with its might and ferocity”.
1

The original research reported here comes from a PhD completed at
Michigan State University in 2000.
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African women’s leadership of hope in the hopelessness world
of schooling.
Why metaphors? Theoretical background
Linguists and cultural anthropologists have used metaphorical
analysis to better understand some of the more implicit
meanings, beliefs and values of cultural groups. Johnson
(1987) identifies metaphor as an essential structure of human
understanding by means of which we symbolically
comprehend our world. Metaphors are based on shared sociohistorical origin, knowledge, experience and conventional
social usage. Metaphors express specific values, norms,
standards, stereotypes, and collective identities. In essence,
they reveal knowledge that is taken for granted and they often
relate to profound meanings that a cultural group understands.
Several scholars state that metaphors make associations and
comparisons with “something” else, in the process clarifying
and familiarizing the concept. Inkson (2002) defines a
metaphor as a figure of speech in which special qualities of
one concept or entity are applied to another to provide clearer
meaning or to add colour to the presentation. Metaphorical
ideas are relative statements of a relationship between one
concept and another (see Inkson, 2002; Hartzell, 2002; Hung,
2002; Lakoff & Johnson, 1980; Shockley-Zalabak, 2002;
Engebretson, 2002). According to Lakoff and Johnson (1980,
5), metaphor is essentially “understanding and experiencing
one kind of thing in terms of another”. For example, by saying
“The girl was a cheetah on the tennis court”, the girl is
endowed with cheetah-like qualities such as speed, agility and
swiftness.
Metaphors themselves are taken from one context and then
applied to another. For instance, although the metaphor
“hands-on” derives from nursing, it may also be used by
engineers, artists and others to convey the idea of careers that
are dependent on using one’s hands. A metaphor such as
“calling” derives from biblical connotations but is also
common in serving careers like teaching, nursing and
ministry. “Glass ceiling” was exported from business literature
and transposed to the unjust systems of the corporate world
where leadership is mainly in the hands of men, while women
are deprived of the opportunity to occupy senior and
leadership positions.
In his article Inkson (2002) describes how Gareth Morgan
applied different metaphors to understand the culture and
nature of a single but complex concept such as “business
organization”. Morgan (1986, 1998) in his influential book,
Images of Organization, sees “organization” as a machine, an
organism, a political system, a brain and an instrument of
domination respectively. Each image demonstrates different
qualities of the organization. For instance, “machine” is a
symbol of strength, unity of purpose, predictability and
rigidity; “organism” demonstrates responsiveness to the

environment, fluidity and growth; and “brain” demonstrates
information flows and potential for holistic learning. Inkson
also indicates that although each metaphor embodies unique
truths about organizations, no single metaphor comes near to
expressing the whole truth. Hence, “the objective is not to
debate which is the most ‘correct’ metaphor, but to use
metaphors as complements to each other, so that each new
metaphor contributes to a broader, more eclectic
understanding” (Inkson, 2002:101).
From Morgan’s work it is clear that using multiple metaphors
to understand organization and management gives us the
capacity to tap different dimensions of a situation, showing
how different qualities of organization can co-exist,
supporting, reinforcing or contradicting each other (Morgan,
1998:6). However, Hartzell (2002) cautions that each
metaphor is “simultaneously illuminating and limiting”,
“limiting” because people impose it on us and we impose it on
ourselves, which limitation could be countered by promoting
the use of multiple metaphors whenever the opportunity arises.
Shockley-Zalabak (2002) also expresses a reservation:
although “metaphors play a crucial role in the production,
understanding, and communication of human thought and
action” (Eisenberg, 1987, cited in Shockley-Zalabak, 2002),
they are inherently paradoxical. Furthermore, ShockleyZalabak (2002:240) cites Morgan (1997) to illustrate that
metaphor can create powerful but distorted images, “as the
way of seeing created through a metaphor becomes a way of
not seeing”. This is what Anderson (2002:3) calls “the role of
metaphor and oxymoron in image restoration”. We may have
a belief that our metaphors help us define, clarify specific
situations, while in essence they serve to limit our sense of
reality.
In her essay Anderson (2002) examines the way in which the
former First Lady of the United States of America, Hillary
Rodham Clinton, encompassed both traditional and radical
versions of the Madonna persona following the defeat of
healthcare reform, arguing that it enabled Hillary Rodham to
promote her own political agenda, respond to the Clinton sex
scandals, and position herself as a credible candidate for the
US Senate.
The theory is that, although Rodham Clinton worked to
feminize her public voice, “the rhetorical strategy that her
Madonna-phase rhetoric employs, more than feminine style, is
oxymoron” (Anderson, 2002:3). In Anderson, Campbell
(1974, 1998 &1999) argues that the concept of “woman
speaker” itself is oxymoronic and that “the oxymoron
figuratively captures the dynamic of women’s rhetoric”
(Anderson, 2002:3).
For instance, women are not considered as public speakers, to
be a woman is not to be a speaker. Furthermore, the utility of
embracing oxymoron as a tactic is illustrated in Anderson by
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Kenneth Burke’s (1984) notion of perspective by incongruity,
in which paradox and oxymoron become sources of new
perspectives. The First Lady was perceived, paradoxically, as
both tough and soft.
Accordingly this apparent incongruity created space for a new
perspective in which femininity and feminism are no longer
cast as adversative features.
Anderson warns that there is however one potential downside
to oxymoron for women – it requires them to be everything
positive. Women should be above all, feminine and powerful,
assertive and accommodating, caring and competent. While
men can be forgiven and maintain the opposite side of the
spectrum, women must be able to move smoothly back and
forth. If the only way to escape the duality of the bond is to
succumb to it, women are in a dilemma. Nevertheless, we
should not lose sight of the true power of metaphor in our
roles and responsibilities. We should realize that the challenge
is to become competent in the art of using metaphor, “to find
fresh ways of seeing, understanding, and shaping the
situations that we want to organize and manage” (Anderson,
2002:6).

The stories were collected through a series of three interviews
of two hours each, a one-day shadowing session, a group
dialogue and document analysis. To break down what scholars
(Griffin, 1989; Oakley, 1981) call the one-way male
hierarchical framework of traditional interviewing techniques,
my participants and I engaged in interactive and open-ended
interviews, working together to arrive at what Tesch calls “the
heart of the matter” (Tesch, 1994:147). I employed Tesch’s
(1994) advice on phenomenological methods and learned to
take cues from my participants’ expressions, questions, and
occasional sidetracks to take the level of probe further. We
engaged in talk between friends where I shared similar
experiences with the women. Our interviews were dialogic in
that both the women and I revealed ourselves and reflected on
our disclosures.
This was made possible because as a black elementary school
principal in Soweto, I had had similar experiences at various
points in my life as an educational leader. Because of these
mutual disclosures, the women were able to open up and we
developed more intimate relationships. In their opinions, our
dialogues were non-judgmental and my body language assured
the women that I believed in their sincerity in the telling of
their true experiences.

Research Strategy
This study sought the participation of three Black women
elementary school principals in South Africa from
urban/township school settings in Soweto, Johannesburg. Each
professional’s story is unique as it illuminates individual
experiences of addressing pressing issues around race, gender,
class, segregation, and oppression. While each story presents
lessons learned (practical tools) that might help professional
practitioners, a comparative analysis across the narratives
provides rich data and informative themes which extend our
understanding of the meaning of social justice that is both
contextually and culturally appropriate in school settings.
The study uses the biographical narrative and
phenomenological methods to collect data from three
principals identified by their colleagues and communities as
individuals working for social justice. Since I was interested in
exploring what leadership meaning the three women derive
from artifacts, documents and metaphors which transform
their work for social justice, it was necessary to capture how
production, understanding, and communication of their
thought and action change the women’s leadership styles. It
can be seen from Casey’s (1995) work that narratives disclose
diverse political projects, but also demonstrate social
inclusivity and reveal progressive points of convergence.
Thus, all educators working for social change have a great
deal to learn from the care these women give to their students,
the outrage they feel towards injustice, and the way they dare
to use the limited power and resources they have.

The processes of data analysis and synthesis were conducted
through thematic analysis and coding. Naturalistic qualitative
enquiries tend to produce large quantities of data. Since I used
three interviews, shadowing, group dialogues, and
documentation to collect the data, it was likely that I would
become what is called “the victim of data overload”
(Rudestam
and
Newton,
1992:113).
Thus
the
phenomenological analysis of transcribed data was done on a
continuous basis as the process of interviewing went on. To do
this, I discussed emerging themes with my participants at
different stages in our journey.
My analysis, drawing on interviews, field notes from
shadowing the women, conversations from the group dialogue,
and meaning derived from documents and artifacts generated
the theme: “metaphors of hope, metaphors of leadership”.
Women and their metaphors of leadership
Metaphors are powerful reflections of black women’s
enormous challenges while facing the multilayered and
multiplied burdens of oppression. Their metaphors attest to the
fact that they fight back through their silent resistance, and
however, find hope from hopelessness and through the
creation of a socially just environment, and through their
caring nature create environments of hope and link families,
schools and communities to advance the cause of children and
youth in South Africa.
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Metaphors are so ordinary that they need to be pulled apart to
reveal their ordinariness and highlight the invisible yet
powerful features in order to give meaning to our
contemporary society.
Their colourfulness and resonance with the thinking of
ordinary people give them the potential to engage all of us in
more creative thinking about our role of serving others. It is
with these thoughts in mind that I present the women’s
metaphors of leadership.
“Little Star”
I named the first research participant “Little Star”, the magnet
that attracted other stakeholders to the cause of justice. She
demonstrated the ability to develop links beyond the borders
of South Africa – Belgium, France and Germany. When this
study was conducted in January 2000, Little Star had had 38
years of experience as an educator, particularly as educator
and college lecturer, and was in her ninth year as an
elementary school principal.

As a transformative leader, I change the approach to
teaching and learning. To me, three elements are
important, that is, pupil, educator and parent. They
can never work without each other. They make a
triangle that is equidistant apart. I can never run the
school without parents and educators. You should
bridge the gap between you and the parents. Parents
think we, as educators, know all. We should show
them that education is a team effort.
Final reflections: Meanings from artifacts, documents and
metaphors
My life has been like a light to those who need
progress. It has been like a book to the coming
generation. Making sense of my life as a black
woman has been like a motivational source to other
black women. My first artifact is the picture of a
blossoming flower. Everyday when I enter my office
and see this picture on the wall it represents me. The
blossoming flower gives life around others, that’s me.

On becoming a leader: In her own words
Leaving the college was again a calling from above. I
had to move on. I took teaching as a calling, not as a
career. Hence, I believe my failing the nursing
preliminary exams was a sign that I was not destined
to be there. I had a vision of mobilizing the
community into positive thinking. Before my time as
a principal, people used to think that if you are a
principal you are a know-all, a do-all. It was my
challenge to change their thinking. We have to work
together. We grow because we learn; we copy and
implement what we have learned.
I’m like a magnet; I attract others to come and join
me. I invite them to come and see what is happening
in these classrooms, and let them see what these
children are doing. After getting a donation from a
company, I do some follow- up – I give them
feedback, I make them responsible for their
generosity. Right now, we are receiving donations to
build three of the classrooms we need. We are not
going to wait for the government to do it. The parents
in my school are very supportive. It took me many
years to make them understand that the school
belongs to them, not to the educators or me. And that
it does not belong to the government. Hence I’m just
an organ and the parents are the brain, I do what they
want. I believe in visions – as long as you know there
is a vision, there is hope. As a transformative leader,
to me, the governing body is like the main brain that
coordinates all the functions of the body. We work as
a team.

The golden vase represents the richness of others,
what they can contribute to the cause of justice. Like
a triangle, we give each other support and energy.
When I look at this magnet, it represents me; I attract
others. Like a magnet, people are drawn to me. I have
proved that beyond doubt. I have succeeded well in
attracting others, especially the local business sector
and those from abroad.
As a former principal yourself, Thidziambi, you
know it is a great challenge to a large number of
black principals to locate and secure funding from
white private sectors. For me, it was the hand of God
that guided me through. My third artifact is the
picture of this little star. Like a little star, I shine in
the darkness. I give light to those in the dark. I shine
to attract our parents and community at large! What I
can advise people to do is that they must not carry the
load alone and they must know that there are others
outside who are ready to help if invited and given the
opportunity. And there is no need for leaders to kill
themselves by carrying the burden alone.
“Footprints”
I named the second research participant “Footprints on the
Sands of Time”, a self-projection of her role in life. She also
used the metaphor of a driver who has no control of the car if
the engine is in a bad condition. Footprints was in her 7 th year
as an elementary school principal at the time of our interviews
in February 2000. Her 18 years of experience as an educator
included teaching at her present school, radio announcer at the
South African Broadcasting Corporation (SABC), high school
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educator, subject advisor for Gauteng schools, adult night
school head educator and a church elder.
On becoming a leader
I don’t do things on my own and I always tell my
colleagues that I am a driver and that they are the
engine. And when the engine is not in order the
driver cannot do anything. A leader is always the one
who initiates things, somebody who does things, a
person who comes up with good ideas and sells them
to the people she is leading, in such a way that the
educators believe that such ideas come from them. A
leader is a person who, when she has a dream, lets
others realize it for her. We have a family-type
relationship; we are a big family, like sisters and
brothers. And there is a lot of teamwork and
delegation. When I delegate duties, I give them the
responsibility with equal accountability. My
communication is transparent and our working spirit
is quite good.
I am bringing the culture of teaching and learning
back into our school with the support of parents. We
cannot have that culture of learning without having
parental involvement. In addition, the school, the
community, business people and all stakeholders
must come together and work hand in hand. Because
these components are not working hand in hand with
the school, that is why we find some members of the
community selling drugs to our students and also
allowing students to stay in their houses when they
are supposed to be at school. To create and to
maintain healthy relationships, you have to allow
people to participate and to get involved in what you
are doing, and a healthy relationship is important and
once a relationship is not healthy, then as a leader
you will never achieve whatever you want to achieve.

shake hands with his enemy who caused him so much
pain for 27 years on Robben Island, and torture his
family for most of the 27 years, then everything is
possible. I believe there is hope even in a hopeless
situation like education in our black schools. Like
Mandela, we as black leaders should strive and hope
for the best in all our endeavours. My third artifact is
the largest poster on the furthest side of the wall, with
Mandela’s first public speech on the day he was
released from prison on February 11, 1990. As I look
at the words, his cry for education in black schools, I
become more motivated to go an extra mile and help
these kids. When I look at these words, every day
becomes a new day of motivation to me. These are
symbols of hope in hopelessness.
As I look back, my life has been like
climbing a mountain of challenges, but I have
probably left some footprints on the sands of
time. My practice as a transformative
educational leader has been very difficult in
that the education department had a top-down
type of management style. Making sense of
my life and work as a black African woman
has been a difficult task.
“Water”
I named the third research participant “Water in the desert”
because she uses the metaphor of hope. She demonstrated that
she is indeed the mother who puts children first. Water’s story
revolved around children and the love she had for them. She
was in her 10th year as an elementary school principal when
the study was conducted in February 2000. In her 21 years as
an educator, she had been a high school educator, head of
department and deputy principal of a high school, before
coming to her present position in January 1990.
On becoming a leader

Final reflections: Meanings from artifacts, documents and
metaphors
One of my artifacts is this small three-legged pot I’m
holding in my hands. If one leg breaks, the pot will
lose its balance. It will not be able to stand on its
own. Therefore I see the relationship among the
educators as educators, students and parents as a team
effort. We have to work together to maintain the
equilibrium. The second and third are the two big
posters on the wall. Here on the one wall is Mandela
shaking the hand of the enemy and on the other side
of the wall, a picture of a lifeless innocent 13-yearold boy, Hector Petersen, whose life came to an end
at the hands of De Klerk’s government. Black and
white people had to die to pave the way to freedom. I
believe that if Mandela can find it in his heart to

Sometimes as a woman you are treated like a donkey!
You are not expected to get tired, everybody just
kicks you- educators, and students, with out warning,
even your own kids. And still you have to produce
results.
As a full-time educator and also principal of the
school I had to do a lot of things. And sometimes in
the morning I had to admit new students, solve
problems and conflicts, spend time with
administrative work when I was expected/supposed
to be teaching a Matric math class. So I realized that
if I have to make these kids pass at the end of the
year, I must create time. I was still a mother with
very young kids who needed 100% of my time and
attention.
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Women using metaphors in their leadership practice
But I also had to give 100% of my time to the other
kids. And as a mother you are already a family leader
even if we are not recognized as leaders in our
families. But in our families we convinced these men
to be exactly what we want them to be. We just let
them think that they are the ones that came with the
ideas, while the ideas originated from us all this time.
For example, like the furniture in the house, I
influence what to buy or what I want.
Final reflections: Meanings from artifacts, documents and
metaphors
As I enter my office and look at this picture of joined
hands, it is my source of inspiration. To me, it
symbolizes teamwork and collaboration. If we work
together, we can succeed and achieve greatly. They
say in Sesotho “monwana o leese ao nopi
mmele…”.3 When hands are joined, the work
becomes light. My second artifact is the artwork on
the wall. The artwork depicts a flower made of
matchsticks glued together. This is bonded together
to create a view of beauty. Together we can
overcome all discrimination, segregation and create
beautiful schools full of life and beauty.
I see my life as a fresh breeze blowing the old and
unwanted away and creating the new. As a leader I
am like sunshine, and as sunshine, you feel that you
have to love, and create a happy environment. I’m
like sunshine and fresh air! As I look back, my life
has been like swimming in the dark, always with a
glimmer of light from knowing that I will reach my
destination no matter what it takes. It has been like
rain after a long drought where one does not even
mind about getting wet. In this case, doing things for
the institution that one might not do under normal
circumstance. Like water in the desert, having to
come out of my cultural cover and be in the forefront
of fragile things like education, which is life itself,
has been challenging indeed.
My life experiences proved that as black education leaders we
women can be an endangered species if we do not join forces
and work together. We as women in positions of influence
should not let go. I have seen problems not as mountains but
molehills to be easily climbed even though one gets bruises,
but the fact that you are overcoming the problems was always
a gratifying factor that makes you forget the problem you
encountered along the way. I now realize that women were
thought to be weak, but they have granite-like determination
to go after what they think is worth pursuing.

3

A literal English translation is “One finger cannot pick up corn!”

Following Donaldson (2002) in his analysis of Morgan’s use
of multiple metaphors, one may ask: Is metaphor potentially
helpful to women? Under what circumstances does
metaphorical thinking limit us to simplified stereotypes, or
expand our vision to new and more productive ways of
leading and of making choices and taking action to effect
leadership development and change? Does metaphor assist
action? And what are the key metaphors for leadership? To
engage Gareth Morgan’s (1986) method of “multiple
metaphor” to understand leadership, I identified and gave my
own interpretation to various metaphors used in the narratives
of the three research participants. The metaphors of these
ordinary people are simple ways of reflecting their
understanding of their ordinary lives. Two major themes that
emerge from their ordinary life stories are “teamwork” and
“hope in hopelessness”.
Teamwork
An examination of the metaphoric triangle in the narratives of
Little Star and Footprints reveals the complexity of this
symbol for each of the women and the ramifications of its
meanings, stated and implied. Each research participant
expands the metaphor in order to communicate a coherent
African worldview and simultaneously a highly personal
awareness. The triangle is the most common of all leadership
metaphors, and it runs directly or indirectly through the
women’s discourses. It conceptualizes leadership as
teamwork, as a collaborative effort balanced and supported by
the effective participation of everyone, that is learners, parents
and educators. Little Star perceives teamwork as a magnet that
attracts others towards engaging in informed decision making.
She is able to attract funding, create partnerships and work
effectively with parents, the governing body and other partners
in her school.
Because our material conditions contribute to and shape what
we conceptualize and enact, the metaphors that we take from
our material conditions are context and purpose dependent.
We should therefore interpret Little Star’s metaphor from the
context of the unequal provision of resources in schools in
apartheid South Africa. African people had to strive harder to
obtain the basic minimum resources for their schools..
Footprints sees teamwork as a three-legged pot where the
weight is well balanced among all partner groups. Teamwork
offers educators, parents and learners a family-like
environment. Footprints sees herself as the driver and not the
engine. Drivers have no control over the running of the
engine. The engine coordinates all the functions and activities
of the car, whereas the driver propels and gives direction.
Footprints has the dream but allows others to make her dream
come true. What Shockley-Zalabak calls “distortions” that is,
seeing through a metaphor in a way that limits seeing
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(Shockley-Zalabak, 20002:233). This is also apparent in this
dreamer metaphor. Although Footprints conceives the dream
as a way of sharing most inner thoughts, it can also be seen as
a way of control, where people are coerced into supporting
ideas that are conceived in one’s personal and private world.
For Water, teamwork is like glue that binds relationships. In
most cases, the bond is expected to last a lifetime. Teamwork
conveys expectations of clarity about the envisaged end result
and thus direction. In teamwork, there is usually consensus on
what needs to be done, and when educators and leaders share a
vision, barriers are removed and climates conducive to growth
are created. Sergiovanni and Starratt (1993) (cited in Phendla,
2000:13) indicate that real power is the power to be yourself,
to be true to your best self, rather than to be the self that is
fearful, jealous or spiteful. Thus, teamwork enhances
relationships and creates a situation where the educator and
the leader become equal partners. In short, it establishes a
situation of power-with rather than power-over. It is a
willingness for working collaboratively and passion for having
others share someone’s own interest. Meier (1995:12) states
that it is through the involvement of all parties to education
that we are able to reinvent schooling, it is through collective
co-ownership of new designs of schooling that something new
might emerge.
Hope, change and transformation
Little Star used the metaphors of light, a book and a
blossoming flower to articulate and unravel the theme of hope
in hopelessness. Footprints used the metaphor of a mountain
to convey the meaning of facing challenges, in the hope of
working towards a better future and leaving footprints on the
sands of time. Water’s meaning of hope is understood through
natural phenomena like a fresh breeze, sunshine, rain after a
long drought and molehills as driving forces in
communication of her leadership. At the same time, many see
a star from near and far, stars find ways to speak to us while
remaining silent. While stars appeal to our emotions, telling us
that there is a future out there, their brightness draws attention
to our dark surroundings. We are cautioned about the dangers
looming out there in the dark. This metaphor is likened to the
way teamwork draws attention in the darkness of
hopelessness.
From the meanings that the research participants attached to
different artifacts, from analysis of the documents and from
the very language used, women see hope and new beginnings.
From the pictures of a pink flower in a golden vase and the
small star shining in the dark, they find hope and see
possibilities. From the picture of Mandela and De Klerk
shaking hands they conceive a hope-filled future,
reconciliation and forgiveness beyond the odds of the legacy
of apartheid. However, the inherent paradoxical nature of
metaphors is also evident in the conception of Mandela as a
hero and De Klerk as a villain, especially when on the

opposite side of the wall in Footprints’ office appears the
legendary portrait of the 13-year-old Hector Peterson who
died at the hands of the apartheid government.
These images are context-bound, though – they elicit
inexpressible emotions in those who lived this and similar
experiences. To deny such emotions is to deny their reality for
those involved. Nevertheless, the images also portray hope,
new beginnings and forgiveness. These are symbolic
meanings of hope, perseverance, energy and devotion to
getting things right. Such attention to use of language, artifacts
and metaphors should go a long way towards putting people
back onto centre stage without ignoring historically formed
structural conditions and unequal power relation.
Hope is about change, about transforming the educational
process to provide equal opportunity and access for everyone.
Conclusion
The idea of using multiple metaphors to expand creativity in
respect of options is one that has considerable potential in the
leadership context. As women describe their lives and
experiences, they often use metaphors to capture their
frustrations and perceived barriers, as well as the things that
motivate them. It is therefore important to identify the
metaphors that leading women use and to explore their full
meaning and relation to what is being described (Amundson,
1998). Any single metaphor is a particular reflection of a
particular part of the world.
When people have only one metaphor for a situation, their
creativity is limited. The more metaphors they have to choose
from for a given situation the more choice and flexibility they
have in handling it. “Finding multiple metaphors expands the
realm of creativity” (Combs & Freedman, 1990:32).
Certainly no one metaphor should be exclusively attached to
one kind of leadership. Nor can one metaphor claim to be
more apt than others to represent the ideal leadership style.
Indeed evidence suggests that metaphors change continuously
in respect of a prevailing concept of, for instance,
organizational structure. One of the more enduring challenges
for leadership is therefore the establishment of values,
attitudes and behaviours that promote information sharing.
The lessons from the meanings extracted from the artifacts are
that we should look beyond the obvious to build a meaningful
existence, and that however small and insignificant, the
meanings of symbols and artifacts could be expanded to help
people survive the challenges of life. Furthermore, themes,
principal metaphors, definitions of narrative, defining
structures of stories (beginning, middle and end) and
conclusions are often defined poetically and artistically and
are content and context bound (Manning & Cullum-Swan,
1994:465).
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Thus, metaphors and similes can be used as social signs and
words to help leaders to define, explain, describe or paint a
picture of their schools, to help them simplify ideas, assist
them to clarify difficult functions and breakdown complex
operations into understandable terms and concepts that match
the reality.
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Abstract: This research is a case study conducted at one of the five leading South African retail banks, intended to critically examine the
transfer of learning in the organisation, and evaluate if collaborative learning interventions enable sustainable strategic organisational shifts.
A qualitative research approach was used to analyse data obtained from interviews conducted among a purposive sample of 70 sales
consultants and 50 sales leaders, using a semi-structured questionnaire. The findings highlighted the need for systems thinking to develop a
framework for learning that could be applied in organisations, as this will assist to change behaviour and enable strategic organisational
shifts.
Keywords : Adult Education, Applied Learning, Collaborative Learning, Learning Impact

Introduction
According to Namada (2018:35), organisational learning
occurs where organisational members engage in processes to
transfer and improve skills, whilst also using ‘learning to
diagnose causality’ by assimilating information and translating
information into applied knowledge. This highlights that one
of the objectives of learning organisations is to shift focus to
creating and transferring knowledge that contributes directly
to the strategic intent of the organisation and improves
financial performance (Stefanchin, 2014).
Ricciardi, Zardini and Rossignoli (2016) argue that knowledge
is an enabler for success and that learning is vital for
organisational survival and prosperity. Ortenblad (2020)
argues that knowledge in a learning organisation is not merely
one of the sustainable ways of repeatedly improving
organisational financial performance through application, but
the power of lies in what one can do with the knowledge
(Örtenblad, 2020).
Applied learning falls within the guidelines of Kolb’s (2014)
definition of Experiential Theory and the Cognitive Approach,
developed around the reasoning of Ash and Clayton (2009)
and Gross and Rutland (2017),
Most research suggests that experiential learning is mediated,
interactive, and collaborative and holistic, from a behavioural
and cognitive perspective (Efstratia, 2014; Helyer, 2015;
Bowen & Drysdale, 2017). Through a constructivist lens, the
educator or leader has a vital role in enabling learners to
discuss and reflect, creating a trusting and environmentally
dynamic foundation as a catalyst for change, since knowledge
and its application is constructed.
Kolb’s (2014) views on experiential learning, coupled with
metacognition, provides context for pedagogies that support
high-order learning, including personalised learning strategies,
collaborative learning and informal learning (Gijsbers & van
Schoonhoven, 2012; Kolb, 2014).

From an employees’ perspective, Afip (2014) emphasises that
commercially-orientated companies encourage employees to
become effective self-directed learners which results in a
competitive edge. The focus on applied learning pedagogies
provides learners with the capability to associate theory and
practice, using knowledge and skills, in an active and
collaborative manner.
The financial and related business service sectors form a
significant part of the South African economy, contributing
18.8% to GDP and 31.9% of the country’s corporate tax
revenue. Not only is the financial services sector constantly
growing, but it is also continually changing, thus, rendering
historical financial services obsolete, as skills development is
a key requirement for economic growth in South Africa
(National Treasury, 2019).
An Ernst and Young (2015) report indicates that global
megatrends, stakeholder pressure and subdued economic
growth will drive both the evolution and revolution of banks
over the next decade. These trends include, amongst others,
the changing workforce, adopting advanced technology,
surviving a new era of competition; delivering profitable
growth; and introducing new products. Thus, if banks want to
sustain their current profitability levels, they will have to take
swift action to align their strategies to growth enablers
(Delloitte, 2018).
Given the dynamic change in the banking landscape and the
need for continuous upskilling, the problem most
organisations face in relation to learning interventions
involves their inability to sustain the application of learning
and align the outcomes to organisational strategic intent and
return on equity (Kirkpatrick & Kirkpatrick, 2016; Phillips &
Phillips, 2016).
Considering the challenges associated with workplace skills
development, this study is intended to critically evaluate a
training programme conducted a leading retail bank in South
Africa, assess behaviour shifts, and identify enablers that
influence organisational strategic shifts through learning
interventions.
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The study is pragmatic in its approach and evaluates the
transfer of learning grounded on combined multiple
transdisciplinary approaches of education, organisational and
systems theories.

According to Brinkerhoff and Brinkerhoff (2006), a shift in
behaviour after a learning intervention has an impact on the
day-to-day operations in the business and therefore directly
drives improved efficiency.

Literature Review

To improve performance, banks also have to focus on
improving customer experience, reducing costs and increasing
efficiency, and of course, increasing sales. But the problem is
that the sales volume alone cannot make the difference, since
it is one thing to chase sales, but quite another to create real
value for clients (PwC, 2017).

Learning theories have evolved over time and four basic types
of learning theory namely, behaviourist, cognitive and
constructivist and connectivist, provide views on knowledge,
learning, motivation and implications for teaching. The
andragogical approach suggests that adult learning is a
complex, active and self-directed process that appears to be
strongly influenced by prior knowledge.
As a consequence, advocating one learning theory over the
other is not ideal and it is therefore suggested that the chosen
theory is dependent on the intended outcomes of the learning
intervention, the learner’s competence and experience; and the
type of shifts required.
Collaborative learning builds learning organisations which
aim to build workplace competence that enable behaviour
shifts that critically reflect on the knowledge and skills they
need to adapt. Experiential and applied learning, which are
focussed on learning through connection and collaboration
through constant critical reflection, lends itself to developing
these skills in individuals.
Therefore, tasks demanding high levels of application are
frequently best learned with progressive interventions by the
constructivist perspective, for example, situated learning,
cognitive elaboration and social negotiation.
Within the context of learning theories, the concept of leaders
as enablers of learning was explored to investigate theoretical
frameworks where leaders play a role in accelerating learning
and increasing levels of consistency in the application of
learning.
Whilst it is evident that a learning organisation requires the
appropriate levers in leadership; and developing the desired
behavioural shifts to sustain its competitive advantage, the
effect of actual drivers to complement a leader-led approach
was not pronounced.
Learning organisations encourage a shared understanding of
its vision and drive commitment to this. The opposing view
suggests that a learning organisation can be established by
merely changing the skills, practices and views already
present.
Ricciardi et al. (2016) argue that knowledge is the enabler of
success and that learning is vital for organisational survival
and prosperity. One of the key drivers is to shift their focus on
creating and transferring knowledge that contributes directly
to market-share, and repeatedly improves financial
performance (Stefanchin, 2014; Kirwan, 2016).

Leader-Led Approach to Learning
Gardner and Lowe (2020) argue that within the dynamics of
leadership there is a lack of consensus on understanding the
influence and connectivity of context and processes that shape
the development of leadership practice. The aforementioned
researchers further claim that the effect of everyone in an
organisation seeing themselves as leaders, will have a positive
impact on organisational achievement in terms of efficiencies.
Amongst other drivers, it is apparent that a learning
organisation requires the appropriate levers in leadership and
developing the desired behavioural shifts to sustain its
competitive advantage.
According to Madzar (2001), organisations need to take steps
to create a supportive environment for feedback, as employees
seek information more often from supervisors who act as
coaches. Through a focussed approach, the coaches pay
individual attention to each employee through structured and
nurtured conversations, and challenge employees on critical
problem-solving.
This leader behaviour, known as transformational leadership,
has been proposed to also apply to education and training
situations in the form of transformative learning. Learning
tends to have a greater impact when the teachings come from
the leader’s personal stories and real-life experiences. It builds
confidence between leaders and their team members, and
when implemented frequently and efficiently, it propels
company outcomes. The whole strategy generates a platform
for innovation, cooperation and change and it is more
important, more practical and the respondents, therefore,
embrace it (Mezirow & Taylor, 2011).
In an environment where organisations are keen on building a
learning culture, the significance of a leader-led model in
learning interventions becomes fundamental to create a
learning culture by making it part of business as usual
(Wheelwright, 2010). Leaders take on the role of recognising
the developmental needs of their team members and help them
to cultivate and enable new skills to further their professional
development and personal growth.
The leader-led approach gets managers and staff capturing
learning from what they have been doing, sharing best practice
and helping each other out (Woods & West, 2010). To sum
up, through teaching and coaching, leaders can sharpen their

Page | 32

African Journal of Education & Transformation (AJET)

Volume 1, Edition No 1 Special Edition, February 2021

skills, and through engaging with their employees face-to-face
on a regular basis in a learning environment, leaders will learn
new skills along the way (Salas, Tannebaum, Cohen &
Lathan, 2013).
The Impact of Learning

However, the major criticism of Kirkpatrick and Kirkpatrick’s
(2016) model is that it is specifically focused on training but
doesn’t measure learning. It is also argued that Kirkpatrick
and Kirkpatrick’s (2016) model does not measure whether a
learner gained new ability through the learning intervention.

One of the key challenges of learning interventions is how
organisations or training providers drive the adoption for
better learning outcomes. Successful adoption takes place
when most of the learning audience participate in the learning
event and apply the learning to achieve the desired outcomes.

According to Phillips and Phillips (2016), the paradigm shifts
in training and performance, reflect the need for training and
performance improvement to shift from an activity-based
process to a results-based process.

Staddon (2016) suggests that the learner’s experience and
attitudes are important for adoption to be effective. Several
researchers (Brinkerhoff & Brinkerhoff, 2006; Rogers, 2010),
cluster the barriers to adoption of learning into five themes
and advocate that for learning to be effective, the barriers must
be acknowledged and dealt with deliberately.
As training costs increase, organisations are faced with the
dilemma of measuring the overall efficiency of the investment.
Phillips and Phillips (2016:110) affirm that although
organisations have focused much attention on evaluation in
the past 40 years, only recently have they taken a ‘systematic
and comprehensive approach to evaluate training and
‘development, human resource development, and performance
improvement initiatives’. Considerable time and attention are
devoted to the desire to evaluate and demonstrate the learning
programme’s effectiveness and contributions and measuring
and evaluating the effectiveness of a learning intervention.
Phillips and Phillips (2016) support the notion that companies
which invest more in upskilling their employees in a
structured manner are more profitable and reflect high returns
on training investment. However, despite the best efforts by
HR, 80% wastage on learning initiatives is generally evident
and several researchers (Ford, Baldwin & Prasad, 2018)
indicate that only 10% of learning is transferred to improved
job performance.
Applied learning interventions require the intentional
investment of financial, people and time resources; however,
research does not provide the evidence or reassurance that soft
and technical skills learnt in the classroom are transferred to
the job or result in changed behaviour (Kraiger, Passmore, dos
Santos, & Malvezzi, 2020; Weinbauer-Heidel & IbeschitzManderbach, 2019).
Current financially based Return on Investment (ROI) models
(Kirkpatrick & Kirkpatrick, 2016; Phillips & Phillips, 2016)
incorporate the view that competence must be evident before
performance can be assumed, which would then lead to
business results. Kirkpatrick and Kirkpatrick’s (2016) fourlevel model of evaluation, although established more than 50
years ago, is still relevant in terms of the result-based
paradigm of evaluation.

Phillips and Phillips (2016) adapted Kirkpatrick and
Kirkpatrick’s (2016) model by identifying the weakness in its
inability to calculate the costs and benefits (ROI) of the
training. The ROI process adds a fifth level to the four levels
of evaluation (Kirkpatrick & Kirkpatrick, 2016; Phillips &
Phillips, 2016), which compares the monetary value of the
results with the costs for the programmes, usually expressed as
a percentage.
Whilst HR departments are often compelled to demonstrate
the desired ROI to appease executives of the efficiency of the
learning intervention, it must be recognised that organisations
are influenced by constant micro and macro forces (Drucker,
2017). According to Kirkpatrick and Kirkpatrick (2016), it
essential for HR divisions and training providers to be
conscious of how the organisation responds to variables such
as concentrated abilities, a more discerning clientele, multigenerational staff, extended global reach and a solid digital
age.
The important elements of the ROI process are attempting to
isolate the impact of the training programme from other
influences that may have occurred during the same time
period. According to Phillips and Phillips (2019), best-practice
organisations recognise that many influences affect business
results. Senge (2010) is a strong advocate of adapting a
systems perspective, which means organisations need to be
viewed as a set of interrelated parts and interconnected
systems and that training is implemented in harmony with
other systems. Therefore, after the training intervention and
evaluation, the ROI will be dependent on several components.
The limited research on the evaluation of learning has shown
that management is more ‘interested in financial outcomes’
than feedback from employees (Mattson, 2005:118).
According to Brinkerhoff, Apking and Edward (2001:304),
training alone cannot be accountable for success (or failure),
since an assessment is actually based on the organisation's
performance management scheme, not just the training
program (Bouton, 2016).
According to Jasson and Govender (2017:8-9), the
implications for business leaders and managers are that if they
‘identify the risks, quantify them, manage them well and
eliminate them’, then the ROI on training will be high.
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However, if risks are ignored, ROI will be low or non-existent,
and ‘talent and business performance will stagnate’ and this
could lead to failed business, training and personal
development strategies. A leader-led approach fundamental to
accelerating the rate at which leaders of organisations learn
and create new knowledge, represents a potentially significant
competitive advantage (Heinrichs & Lim, 2005).
As suggested by Mark Easterby-Smith (2011), experience
must be internalised first, and collaborative know-how must
be developed for this experience to contribute to future
collaborative benefits.
It is against the above theoretical framework that this case
study was conducted in a retail banking environment using the
methodology described below, in order to explore the effects
of learning through narratives, shifts in attitudes and mind
sets, during and after the learning interventions, which align
with the organisational strategic intent.
Research Methodology
Research Context
This case study is based on a collaborative learning approach
between Sales Consultants and their Leaders. The sales
learning intervention (referred to as the Sales Programme) was
intended to drive quality sales, transforming volume [product
selling] to value [quality], to support the strategic intent of the
bank to grow its market share by 20% over a 5-year period
(Fin24, 2020).
In value-based selling, sellers seek to understand and influence
their customer’s desire for value, quantify and communicate
the value of their offerings to the customer, and devise a
value-based pricing method to capture some of the value
offered to the customer (Hinterhuber & Liozu, 2012)
A consultative process was initiated with executives at the
bank (research organization), prior to designing the sales
training programme, which process revealed that the
organisation had a strong need to align its strategy and
execution, to the delivery of client value. The consultative
process primarily revealed that the measurement objectives,
cultural atmosphere, human resources (HR) proposition,
systems and processes and learning and development (L&D)
approach, were not well integrated and collaborative in
supporting the delivery of value.
It also emerged that most consultants and sales leaders were
operating at a rudimentary level with respect to quality sales
and collaboration across different channels. The executives
believed that the root cause of the sales problem lay at the
heart of the sales team which was not having the right
conversations with clients at the right time (CPS, 2016).
The strategic intent of the research organisation (bank), of
acquiring a 20% market share (approximately five million
clients) in transactional accounts by 2020 was well publicised

internally and communicated to staff during various change
management interventions.
It appeared at the time of consultation that the bank would fall
short of its target with current estimates pegged at 3.6 million,
whilst growth rates, according to 2015 interim financials, were
reflected as 8.2%. Without a major course correction, the bank
was likely to fall short of its strategic intent by 28% (CPS,
2016).
This research focuses on the impact of the learning
intervention intended for sustainable strategic organisational
shifts (Taamneh & Elrehail, 2018; Veth, Korzilius, Van der
Heijden, Emans, & De Lange, 2019) at the bank.The
researcher analysed the problem in the sales context within the
consumer segment of the bank, with the aim of identifying the
resulting behaviour-related (knowledge, skills and motivation)
problems, as well as determining the effects of learning
interventions.
Research Design
The Researcher embarked on a systematic collection and
interpretation of textual information, using inductive
approaches (Lune & Berg, 2016). A case study and qualitative
approach were followed, which according to Creswell and
Creswell (2017), is exploratory in nature. Within the case
study, a phemenological approach was adopted using semistructured interviews.
The knowledge gained during the ‘classroom’ intervention
was projected using knowledge testing design principles,
which the business could use to assess cognitive conclusive
outcomes during the programme (Zikmund, Babin, Carr &
Griffin 2013).
Although Yin’s (2017;2006) interpretation of a case study
design and methodology favoured a case study relative to a
site of learning, the researcher intended to understand the
subjective experiences and perspectives of participants, thus
espousing a blended case study and phenomenoligal
qualitative design approach (Cresswell & Cresswell, 2017).
Sample
Purposive sampling was used to conduct interviews with a
sample of 70 sales consultants and 50 sales leaders, selected
from among a population of 700 sales consultants and 300
sales leaders who participated in the Sales (training)
Programme conducted in the bank.
Data Collection and Analysis
Semi-structured interviews (Gray, 2014) were conducted to
probe the views and opinions of respondents and to expand on
their understanding of the extent to which learning was
applied. In order to better understand the impact of the
(training) learning programme, data was analysed on two
levels.
• First, descriptive analysis allowed the Researcher to build
inductive understandings of the participants’ explanations,
in addition to attendance and coursework completion.
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•

Second, the data was grouped by sorting codes with
similar descriptions, aspects or topics together, to
understand and refine what the participants were
explaining. The groupings allowed the researcher to
understand the explanations by reducing the codes to
fewer categories.

•

In order to understand how the categories related to each
other, the Researcher examined the code-code
relationships and what this meant for the code categories
in terms of micro- and macro-patterns.

Results-based
characteristics

Theme

It was envisaged that the shift in actual business results,
measured against an increase of primary accounts, crossselling and retention, should be evident within six to nine
months from the learning intervention.
Findings
Rate of Participation
Of the 70 Sales Consultants and 50 Leaders selected, 52 and
26 respectively participated in the study, which translates to a
74% and 52% participation rate, which participation rates
were deemed sufficient for the study as recommended by
inter-alia, Boddy (2016).

Assessment
performance
effectiveness

of

Cross-sell:
Entrenched
Sales

Whilst limitations and caveats were recorded as reflected in
Table 1, the participants supported the shift in behaviour
change and business impact based on the organizatio’s 2020
vision. Table 1 also reflects the emergent theme/s associated
with the result-based characteristics and accompanying
anecdotes which support the themes which emerged from the
responses.
Table 1: Paradigm Shifts for Performance Improvement
Results-based
characteristics
Programme linked
to specific business
needs

Theme
Apply:
2020
vision
Course
value
and application
Purpose

Supporting Anecdotes
(limited to two)
“I
collaborate
with
business banking, tellers,
enquiries and financial
planners. What worked
for me in the past,
business banking passed
leads, this year it is very
slow. This year I did one
company
presentation
and
opened
10
entrenched
accounts.
That is value for me and
the bank in terms of
revenue. This is in line
with our vision to have 5
million
mainstream
accounts in 2020.”

Specific objectives
for implementation
and impact

Needs analysis:
Match
vs
Mismatch

SL9: “I assisted a client
who asked for a bank
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Supporting Anecdotes
(limited to two)
statement. The account
was opened a month ago
and to the client's
surprise, it was a savings
account with a lot of
charges. The wrong
account was sold to the
customer. I realised the
consultant didn’t do a
proper needs analysis,
not
asking
correct
questions. I could save
the client and offer the
right account. I did
coaching
with
the
consultant to correct the
behaviour. They should
not think targets; they
need to think about the
client’s needs and fulfil
that. We work on the
2020 vision and us as
leaders need to drive it.”
SC3: “I opened a
Product 2 Plus account.
When I followed up with
the client, we were
talking about home loans
as the client is renting
now. Client came in to
apply for the home loan
and it was approved for
R550 000. Both of us are
very happy.”
SC9: “Initially there
wasn’t any change in the
results. Over time, my
approach towards clients
changed. My sales didn’t
increase but it is now
more quality. A walk-in
client came for a
personal loan. After
analysing
his
bank
statement from the other
bank, I realised the client
is paying very high
service fees. I brought
his account over to The
Bank and cross-sold a
credit card and accounts
for his kids. I also
managed to save him
money on service fees.”
SC5: “We have changed
our mindsets and learnt a
lot around selling the
right product to the right
people. We’ve also
learnt how to implement
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Results-based
characteristics

Theme

Results expectations
communicated
to
participants

Change Process

Environment prepared
to support transfer of
learning

Conversations –
Leaders
as
enablers
Course
evaluation and
application
Expansion

Supporting Anecdotes
(limited to two)
changes
more
effectively.
SL17: When the whole
change happened, it
came with a lot of
uncertainties and I had a
review of my scorecard.
I now feel satisfaction
knowing that I can add
value to the business.
(Correct activities to be
executed to get to the
correct decisions). I now
understand my role’s
requirements.”
SL19: Competitions are
now on nett sales and
not numbers. We are
doing extremely well
compared to last year.
To the newcomers it is
easy to fit into the new
way; some of the
existing staff struggled
to make the mind-shift
change.”
SL10: “Most definitely
my mindset has changed
completely. I now know
what I am supposed to
do. You plant the seed
and everything else falls
into place. Previously
we put pressure on the
sales consultants to meet
sales targets only.”
SC13: “It has helped me.
I don’t get distracted
anymore. I liaise more
with my team leader.
The measurement of my
role changed, numbers
are
not
important
anymore, it is about
value and satisfaction. I
focus on personal loans
but if client is not
interested, I have a
different
conversation
and sell other products,
credit
card
or
investment. Using the
customer experience has
benefited me.”
SC35: “Yes, I do. My
numbers are looking
better, clients refer other
clients to me and that
makes me confident that
I am doing the right

Results-based
characteristics

Theme

Partnerships
established with key
managers
and
clients

Collaboration

Measurements
of
results and costbenefit analysis

Cross-sell and
entrenchment

Page | 36

African Journal of Education & Transformation (AJET)

Supporting Anecdotes
(limited to two)
thing. Client wanted to
open an account. While
assisting her asking
questions I picked up
that she has kids. The
following day she came
back with 5 birth
certificates and opened
accounts for all of
them.”
SC8: “Absolutely, we
use collaboration all the
time to get things done.
Business banking, key
accounts and insurance
department
have
opportunities where we
can collaborate. With the
restructuring, I moved to
retail banking. Business
managers
set
up
appointments and when
the client’s needs are to
be handed over to
another department then
he gives a lead to the
relevant business unit.”
SC10:
“There
are
different departments in
The
Bank.
We
collaborate with each
other to grow revenue
and get new customers.
We go out with other
departments to do client
presentations and obtain
business from that. We
work
very
closely
together.
Business
banking passed on a lead
of a new account they
opened. I will attend the
company's Wellness Day
and do a presentation to
them.”
SL5: “Yes, with other
stakeholders
it
is
important.
We
understand that the Bank
wants to evolve, we
can’t continue doing the
same things as in the
past. Companies that did
that no longer exist. You
have to be up to date
with what is happening
to stay relevant. You
need to change as a
leader first before you
expect your staff to
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Results-based
characteristics

Theme

Supporting Anecdotes
(limited to two)
change. Results have
changed, we keep staff
accountable now. Staff
very excited about the
training.”
SC16: “My team is on
par; we always meet
deadlines and reach
targets now without
putting our minds to it.
My team has easily
adapted to the value
aspect and has made
great improvements in
sales. With every new
product introduced I can
sell the product to my
team for them to have
the same understanding
of the product, so they
can to be able to sell to
the clients. I avail myself
always
to
assist
whenever needed.”

The need to collaborate by obtaining different views and
opinions to overcome individual scotomas are crucial through
senior leaders enabling organisational learning journeys. They
achieve this by providing context, acting on principles, and
supporting teams through the transition (Mintzberg et al.,
2005).
Within the context of systems thinking, leadership support
provides enormous value to provoke business behavioural
changes, thus creating the sustainable application of learning
for greater personal and business results (Kirkpatrick &
Kirkpatrick, 2016).
The Effects of Learning Interventions
Table 2 below reflects the themes in relation to the effects of
the learning interventions.
Table 2: Key Themes with Respect to Organizational
Strategic Shifts
Objective

Interview Questions

Key Themes

To analyse the
effects
of
learning
to
establish
the
shift
in
narratives,
attitudes and
mindsets
during
and
after
the
learning
interventions
which
are

CQ 2. After attending
SP, has your insight and
mindset
regarding
volume vs value selling
conversations shifted?
a) Please provide an
example of how this has
benefited
you.
b) If there has been no
change, can you tell me
why?

TH
2.
Role
significance – blocks
TH 4.
Mindset –
change as a process
TH 7.
Win-Win –
expansion
power
TH 8.

Incompletion

aligned to the
organisational
strategic intent.

you have a better
understanding of your
role significance since
completing
the
programme?
a) Which areas of your
role, specifically? Can
you give an example?
b) If you don’t feel
more significant, can
you tell me why?
CQ 6. Do you feel more
confident to have value
conversations with your
clients after attending
the
programme?
a) Please can you give
me an example of how
having
value
conversations
has
assisted
you?
b) If what you have
learned has had no
impact, can you tell me
why?
LQ 2. Since attending
SP, has your insight and
mindset
regarding
volume vs value selling
conversations shifted?
a) Please provide an
example of how this has
benefited
you.
b) If there has been no
change, can you tell me
why?
LQ 3. Do you feel that
you have a better
understanding of your
role significance since
completing
the
programme?
a) Which areas of your
role specifically? Can
you give an example?
b) If you don’t feel
more significant, can
you tell me why?

The findings confirm that, in an ever-evolving complex
system, it is difficult to stay focused. Thus, creating ways to
enhance focus by building mental models is paramount in
change management and the enablement process of the
learning journey which corroborates Senge’s (2010) theory,
that if a mental model closely matches the actual behaviour of
the systems supporting the change, then people make accurate
predictions and choose appropriate decisions.

CQ 3. Do you feel that
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Furthermore, it became apparent that in a multi-layered
approach to learning and behavioural change, aligning
everyone’s mental models is important. Individuals learn their
way through life and therefore carry complex belief systems in
their subconscious minds. Mental models have significant
influence on people in terms of what makes them believe
things (Edwards, 2016).
However, if they haven’t experienced the change, dissonance
sets in. Aligning mental models is the first step towards taking
the team towards a new paradigm in order to evolve the
paradigm (Senge, 2010).
The findings supported the notion that self-directed learning
requires layers of leadership support (Gardner & Lowe, 2020),
which indicates strong reliance on the individual and
collective experience (Mintzberg et al., 2005).
It also reflects the roles leaders play in accelerating learning
and increasing levels of consistency in the application of
learning (Gardner & Lowe, 2020). On the basis of the
findings, it is proposed that the attributes for approaching
applied learning systems for learning organisations could use
the framework depicted in Figure 2.

The inner layer talks to learning impact, mental modes,
andragogy and constructivism, all of which were discussed in
the findings above.
Recommendations
A learning organisation’s objective to create a learning culture
with clear outcomes hinges on effective change management.
The following are the recommendations for a learning
organisation:
•

•
•
•
•

Human Resources and Learning and Development
executives need to work together to ensure that the
integration of workplace learning to achieve business
goals.
Leader enablement and role purpose need to be aligned to
the learning outcomes.
Extrinsic rewards should be transparent for applying
newly acquired skills and knowledge.
Top-level leadership should be effectively used to shape
and reinforce organisational culture.
An approach that promotes and supports learners towards
self-directed learning and a context which enhances
collaboration in learning, should be adopted.
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Investigating Employee Performance & Minimization of Staff Operational Risks during
Telecommuting In A Company At Midrand, Johannesburg.
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Abstract: COVID 19 has necessitated the need for employees and employers to evaluate their readiness and flexibility to crisis management
in the 4th industrial revolution era. The pandemic has illustrated how capital intensive and digitized, the working environment may need to
be. This has therefore raised questions and concerns around the human resource capacity of the South African institutions and the labour
force’s competency to function in a digital economy. This study investigated the impact that exclusive telecommuting had on employee
performance and also focused on measures that the company implemented to mitigate their operational risks. This topic was elected based on
the current COVID19 global pandemic which has had an impact on international trade, social as well as economic conditions. Companies
have been catapulted into an exclusive telecommuting working environment as opposed to the traditional office environment. This study
aimed to bridge the gap in the literature especially with regards to a South African context however it would be applicable at an international
level as well. The research was qualitative and used a thematic analysis of data which consisted of interviews conducted with Respondents.
The results from the research indicate that employee performance has been enhanced while telecommuting and that the company has risk
mitigation elements in effect but there is an opportunity for advancement of such risk factors. This paper looks at the challenges that several
organisations have encountered during the pandemic regarding skills utilisation in managing and preventing the COVID 19 crisis in different
areas of service delivery and how both employers as well as employees have had to cope with remote working strategies.
Keywords : COVID 19, 4th Industrial Revolution, digital economy, Remote Work Strategies

Introduction
Throughout the twenty-first (21st) century, technological
advancements have improved many aspects of daily
interactions, especially the ability to augment communication
in a traditional workplace environment.
Telecommuting implies the ability to work remotely from
anywhere including the home space and has drastically
transformed the corporate sectors traditional office hours.
Telecommuting has allowed employees the flexibility to work
from another setting, excluding the office. The onset of a
global pandemic, COVID-19 has exacerbated the need for
employees to exclusively telecommute as a result of strict
lockdown restrictions imposed by the South African
government.
The impact is that employers have to maintain communication
and ensure their effectiveness using a virtual platform while
employees have to ensure the privacy of client data as well as
avert threats posed by operational risks.
The study aims to address the gap in the literature and
contribute towards understanding how companies and
employees are striving to remain effective in executing their
functions under the strict regulatory conditions imposed by
COVID-19.
The study has contextual validity and would also appeal to the
domestic and international communities as this is currently a
global matter that is affecting everyone.

With the onset of the global COVID-19 pandemic, many
businesses have been forced to implement stringent working
measures to minimise exposure of the virus to its employees.
The company is a digital solutions company that uses single,
multi and omnichannel approaches to heighten its customers'
virtual experience.
The company offers clients the ability to introduce a fully
digital system by building applications and platforms that will
enable the clients to achieve quicker results within their
respective domains.
The company also provides its clientele data storage solutions
such as cloud management, data integration and database
administration. Further to these services, the company offers
ideation workshops and design thinking, coupled with
providing advice to companies on the preferred software
solutions to digitise and organise their business needs.
The company has a high demand for elite customer interaction
that is focused on designing a tailor-made digital resolution to
customer challenges. The organisation is currently faced with
restricting its employees and clients, face-to-face contact and
had to implement other measures to ensure that work takes
place outside the traditional office setting.
This has culminated in the creation of a virtual working
environment for employees. Ugargol and Patrick (2018:41)
state that the global and traditional nature of the workforce
environment is changing and companies need to adapt. The
authors further reiterate that a flexible working environment,
which includes the option to work remotely, will result in
employees that are committed, loyal and improve employee
performance.

Page | 41

African Journal of Education & Transformation (AJET)

Volume 1, Edition No 1 Special Edition, February 2021

The company is faced with the challenge of being able to
provide services to all clientele while ensuring that workplace
connectivity and communication takes place. Further to this,
the company has to handle issues such as client privacy and
ensure that operational risks are minimised.
Perrera, Kerr and Kimura (2014:3) highlight that operational
risks arise when there is inadequate attention to processes and
systems, and this has the potential to result in a financial loss
for the company and threaten other areas of company
functionality.

A phenomenological research study is conducted to ascertain
different employees individual experiences in achieving their
work objectives, performance indicators, as well as any
operational risks that they encounter based on the various
types of work conducted. Recommendations will be put forth
to the company based on the findings of the study to
strengthen organisational performance under similar
conditions.
Research Objectives
The study seeks to achieve the following objectives:-

Having employees with access to confidential data whilst
working from home could also pose a further challenge, and
the research is aimed at assessing if a virtual work
environment can be implemented whilst ensuring that there is
a harmonious integration with company rules and standard
workplace practices.

•

To establish if telecommuting during COVID-19
allows employees to achieve individual expected
performance standards of the company.

•

To ascertain what measures the company has
implemented to mitigate operational risks.

•

To establish how the company can increase or realign
mitigation factors to further minimise operational
risk.

•

To advise on how employee performance can be
enhanced while telecommuting during COVID-19.

Research Problem
The current research problem is that the COVID-19 pandemic
has resulted in company employees working exclusively from
virtual offices at home with a lack of access to the standard
system security protocols and control mechanisms customarily
found in the workplace.
Whilst telecommuting, employees will have access to
confidential data relating to the client and their businesses and
now have the added burden of ensuring the privacy of such
information.
Further to this, the problem is that a virtual working
environment contributes towards the increase in operational
risks, such as non-compliance with internal procedures,
system irregularities and cyber threats.
The problem to be investigated relates to how employees’ can
meet their expected work standards and how they minimise
operational risks whilst working from home.
The study will also seek to examine how the company
mitigates the risks emanating from telecommuting with a
focus on operational threats. These operational threats have
the potential to threaten the daily functional business
processes. The independent variable is telecommuting, and the
dependent variable identified is operational risks.
Aim of Study
The aim of the study is to investigate the impact that exclusive
telecommuting has on employee performance and to focus on
measures that the company implemented to mitigate their
operational risks in the context of employee telecommuting
during the COVID-19 pandemic.

Research Questions
The study seeks to answer the folling research questions:•

Does telecommuting during COVID-19 allow
employees to attain individual expected performance
standards of the company

•

What measures does the company implement to
mitigate operational risks?

•

What mitigation factors can the company implement
to minimise operational risks?

•

How can employee performance be enhanced in a
virtual working environment during the COVID-19
pandemic?

Significance of Study
The findings of this study will contribute towards the gap in
the literature, which seeks to identify how COVID-19 has
impacted employees as employees were forced from a
traditional office environment to a virtual office settings.
The global pandemic has had a significant impact on
economies around the world, and companies have been thrust
into an unprecedented working dynamic that most have never
explored before.
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It is thus of great importance for domestic and international
companies to assess if their employees can function at optimal
standards and achieve their expected performance outcomes
whilst telecommuting, primarily through the COVID-19
pandemic. This will enable more clearer understanding of how
telecommuting has impacted on employee performance as
well as the ability to assess how proactive employers have
been in alleviating foreseeable operational risks arising out of
telecommuting.
Studies on telecommuting and employee performance are
extensive, however, there is paucity on the impact that
COVID-19 and the effect of extended telecommuting work
experience on employee attainment of expected performance
standards.
Literature Review
Since March 2020, South Africans have been afflicted by the
COVID-19 pandemic. Alon, Doepke & Olmstead-Rumsey
(2020:2) states that besides the impact on health, the pandemic
will also lead to a major global economic downturn. This has
impacted on how companies strategise and aim to continue
working from the confines of their home.
Telecommuting, according to Jackson and Fransman (2018:2),
is the ability to work from home. According to Jackson and
Fransman (2018:2), this can have a positive impact on
employee productivity and job satisfaction.
The company, a digital solutions company, has restructured
their working environment from the traditional office space to
a virtual working atmosphere. This has resulted in all
employees those who are technical and non-technical being
required to interface with clients from home and maintain
communication at the client and employer level.
The study aims to determine if telecommuting has impacted
on the employees' performance in terms of reaching their
expected standards and if there is adequate mitigation of
operational risks by the company.
Although the notion of telecommuting is not a new
phenomenon, many companies were content in a traditional
office setting. This chapter highlights the regulations and
legislation which govern the area of COVID 19 and how this
has resulted in many companies transitioning to a completely
virtual arena.
In addition to this, the impact that telecommuting has on
employees will be assessed as well as the operational risks that
emanate when employees work outside the confines of the
office space.
According to the World Health Organisation (WHO), COVID
19 is a global health pandemic which is spreading rapidly and
causing fatalities across the world. Countries such as Spain,

the UK and the United States of America (USA) have been
greatly affected according to Sekyere, Bohler-Muller and
Hongoro (2020:1) despite having an advanced health care
system.
The authors further suggest that this pandemic could have a
crippling effect on the already strained weak health systems of
African countries. The South African government has initiated
stringent measures to reduce the curve of COVID 19
infections and allow the government time to adequately
supplement the health sector.
As a response to the outbreak of COVID 19 in SA, Sekyere,
Bohler-Muller and Hongoro (2020:2) state that President Cyril
Ramaphosa together with an appointed National Command
Council declared a national state of disaster and an initial
twenty-one (21) day lockdown period was instituted.
The authors further reiterate that this allowed for different
structures to be implemented and an array of regulations to be
developed. These regulations had an immediate impact on the
movement of people during the restrictive lockdown period.
Only people who fall under the ambit of essential services
were able to physically go to work, and all other businesses,
including restaurants and take-away places, had to temporarily
close their doors. This had
Sekyere, Bohler-Muller and Hongoro (2020:3) highlight that
the regulations implemented required all non-essential
workers to stay at home unless they required medical care or
needed groceries. In addition to this, the authors highlight the
social distancing policy, which led to the pause of social and
religious gatherings as well as schooling.
These measures have had many challenges for large numbers
of people and companies have had to become creative to try
and maintain and generate their revenue while allowing
employees to continue to work from home. While this is not
possible for all businesses such as restaurants, companies in
areas such as Information Communication Technology (ICT)
finance and telecommunications were able to rise to the
challenge.
According to Krugel and Viljoen (2020:3), several South
African companies will be adversely impacted by COVID 19,
and this includes sectors such as automotive manufacturers,
retail and hospitality. The companies who would remain
minimally affected are those whose business platforms are
sustainable via a virtual platform and the authors suggest that
COVID 19 induced business interruptions would have a ripple
effect on other sectors
The impact of the regulations is vast and varied and include
economic and social disruptions. Businesses who are unable to
operate using a virtual platform might have to close
permanently while other businesses are striving to enhance
their business platforms in other ways.
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According to Krugel and Viljoen (2020:3), businesses need to
have a clearly defined plan to handle the COVID 19 crisis and
ensure their viability within a South African context.
Krugel and Viljoen (2020: 3) suggest that while the
regulations have had a major impact on health and socioeconomic conditions, companies should re-strategise and
explore alternative options that would position their businesses
for success.
One such option would be to strive for an exclusive
telecommuting environment which allows traditional business
processes to occur from home. This would ensure that people
can work from the confines of their home while not risking
exposure to COVID 19.

Eligibility
Eligibility, according to Linden and Oljemark (2018:43) refers
to the ability of the employee to work in an environment
isolated from co-workers and still be able to meet clearly
defined outcomes. This implies there must be due
consideration for personal factors, professionalism and
dependability. An employee would be an ideal candidate for
telecommuting if they are a team player and dependable,
coupled with a high degree of professionalism.
In addition to this Allen, Golden and Shockley (2015:51) posit
that an employee will excel at telecommuting if they have a
proven record of being dependable such as responding on time
to emails and having completed prior projects with ease and
without constant supervision.

Understanding Telecommuting
Author Schall (2019:14) states that telecommuting is the
ability to use telecommunication technologies which allows
employees to perform their duties remotely and not within the
boundaries of a traditional office setting. The author further
highlights that since the 1900s telecommuting has gained
momentum as a business practice which allows companies to
reduce costs associated with operating a physical business
premise.
While telecommuting remained a choice between employer
and employee, with the onset of the COVID 19 pandemic
many companies have been forced to resort to an exclusive
telecommuting working environment.
Telecommuting, according to Allen, Golden and Shockley
(2015:42) is referred to as remote work, flexible work and
even distance work. While different terms are used, essential
elements are allowing an employee to conduct work activities
from a location outside of the physical office.
Characteristics of Telecommuting
For telecommuting to succeed Angeles (2019) states that
merely providing an internet connection and a computer to
employees would not suffice. The author highlights that the
following characteristics for the successful implementation of
telecommuting should be considered. Allen, Golden and
Shockley (2015) and authors Belzunegui-Eraso and ErroGarces (2020) link the following success factors with effective
telecommuting.
•

Eligibility: Selection Criteria and Requirements

•

Technological Infrastructure Support

•

Remote Worker Management & Performance Evaluations

•

Telecommuting Rules and Policies

•

Telecommuter Agreement and Contract

Despite the present situation whereby all employees are
required to telecommute to prevent the spread of COVID 19,
and due to government-imposed regulations, companies can
measure their accomplishments based on these factors.
Technological Infrastructure Support.
Technological infrastructure support implies that the
technological elements must be in place to ensure that there is
optimal support provided to the employee (Belzunegui-Eraso
and Erro-Garces, 2020:4-5)
The major accessibility points to enhance the support provided
to employees according to Richard (2012:24) is having access
to a high-speed WIFI network, a network which minimises
risk and the proper anti-virus software to ensure the integrity
of the access.
Remote Employee Performance Evaluation
Other aspects of telecommuting as reiterated by Schall
(2019:8-10) is for the employer to ensure that there are
performance evaluations which address the unique aspects of
telecommuting. In addition Allen, Golden and Shockley
(2015:53-54) emphasize that the employer must have clearly
defined rules and policies which specify the parameters for
employees whilst telecommuting. In addition to this, there
should also be a detailed agreement and contract which
addresses the distinctive features of telecommuting.
Companies that have been forced by regulations to institute
telecommuting might not have had these policies and technical
infrastructure place, which means that additional difficulties
might be experienced whilst trying to telecommute.
This could also change the telecommuting experience for the
employee as if there is a lack of support and infrastructure, it
might pose an impediment to employees achieving their
expected performance standards.
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This has the potential to stifle the performance of employees
who are traditionally exceptional employees. The unique
aspects of telecommuting make certain aspects challenging for
the employee to reach their regular performance standards.
According to Allen, Golden and Shockley (2015:49), a variety
of employee roles can be fulfilled more productively while
having a telecommuting agreement in place. Some of the
reasons offered is that positions that requires a high degree of
reading, writing and an in-depth level of concentration, might
be easier achieved within the confines of a telecommuting
environment with minimum distractions.
Some of the primary reasons provided by Allen, Golden and
Shockley (2015:55) is the ability to take services to the client's
doorstep thereby allowing the employee to meet performance
standards and improve the quality of work iutputs.
The study conducted by Allen, Golden and Shockley
(2015:56) indicate that a telecommuting arrangement has a
positive relationship with an enhanced quality of work from
the employee.
Advantages of Telecommuting
Having a virtual working environment has its advantages as
this offers a virtual team the opportunity to collaborate across
the globe on projects.
This allows companies to be flexible in a variety of aspects
related to their business processes. Bhat, Pande and Ahuja
(2017:34) state that companies can bring the right people
together at the right time for the execution of responsibilities.
The authors also suggest that a virtual office space allows a
company to create workplace flexibility which is directly
related to job satisfaction for many employees. The
effectiveness of virtual teams and work has a direct impact on
employee satisfaction and can result in employees achieving
and even exceeding expected standards.
During COVID-19 lockdown, the South African government
instituted strict regulations which restrict movement, so
companies had to plan and develop new methods to
communicate with employees and their clients.
Deciding to work solely from a virtual office was imposed on
companies, (Lewis, 2020:2), as a means to implement social
distancing measures and control the spread of the COVID-19
virus. According to Lewis (2020:2) employers had to review
their existing resources and confirm if their IT infrastructure
could support remote work.
From the literature, it is evident that a virtual office
environment has many considerations and that employers have
to ensure that employees are equipped with the necessary
hardware and software to perform their duties.

Garg and van der Rijst (2015:34) posit that a uniquely South
African perspective highlights evidence to show that a flexible
or virtual working space allows employees to have increased
levels of productivity. The authors submit that employees
benefit from this situation as there is less time spent travelling
and more flexibility at home.
Garg and van der Rijst (2015:38) reiterate that telecommuting
has a positive impact on employees and results in employees
being able to adjust their specific jobs to suit the virtual work
environment with ease.
Further to this, the authors indicate that empirical studies
suggest that employees that telecommute experienced positive
outcomes relating to an improved work-life balance and
higher productivity levels. The authors support the notion that
telecommuting contributes positively to increased productivity
levels.
Onyemaechi, Chinyere and Emmanuel (2018:56) agree that
telecommuting has a positive impact on employees workplace
productivity. The authors posit that telecommuting allows for
large scale flexibility and the more efficient use of a
company’s information systems, at any given time. The other
major impact as reiterated by Onyemaechi, Chinyere and
Emmanuel (2018:56) is the change of focus of employees
from just merely being present at work to a clearer focus on
achieving the expected results.
The individual workers in the organisation receive a major
impact on the adoption of telecommuting. These individuals
telecommute and hence receive the direct impact from
telecommuting practices. These impacts are positive and
sometimes negative to the individuals.
One positive impact of telecommuting on individual workers
is that they do not commute back and forth to work and hence
can cut down on transportation cost (Hunton, 2005).
Concerning cutting down on cost, the individual workers are
therefore able to have an improved balance between their
work and life at home. Improved job satisfaction leads to
highly motivated workers when telecommuting is adopted.
Telecommuting, besides, provide numerous benefits to the
individual workers, which include better social life, improved
time management, flexible working hours, less pressure on
workers, and homebound employees' ability to also work
(Crandall & Gao, 2005; Nosek, Mandviwalla, & Kock, 1999)
One positive impact of telecommuting on individual workers
is that they do not commute back and forth to work and hence
can cut down on transportation cost (Hunton, 2005). With
cutting down on cost, the individual workers are therefore able
to have an improved balance between their work and life at
home. Improved job satisfaction leads to highly motivated
workers when telecommuting is adopted.
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Telecommuting, besides providing numerous benefits to the
individual workers which includes better social life, improved
time management, flexible working hours, less pressure on
workers, and homebound employees' ability to also work
(Crandall & Gao, 2005; Nosek, Mandviwalla, & Kock, 1999)

Challenges of Telecommuting

One of the benefits of telecommuting as stated in Garg and
van der Rijst (2015:37) is the cost-saving element for the
company on office rentals as well as utility bills such as water
and electricity. The authors suggest that if telecommuting is
elected as a means to work, then a traditional office
environment will not be needed as all communication will take
place via a virtual platform.

One of the downsides of telecommuting, according to Garg
and van der Rijst (2015:39) is that employees might tend to
lose their identity within the structure of the company. The
authors reiterate that the notion of having an identity within
the workplace was easier to achieve in a traditional office
environment as compared to a virtual space.

Another benefit as listed by Garg and van der Rijst (2015:37)
is the time saved through reduced travel obligations and
congestion on the roads. The authors further suggest that this
will result in employees enjoying reduced stress and
transportation costs. The time spent travelling to work could
be utilised on executing work activities. On a larger scale, this
would contribute towards a reduction in air pollution, traffic
congestion and would also result in employees spending less
money on transportation costs.
Another benefit, as stated by Garg and van der Rijst
(2015:38), is that telecommuting results in an increased level
of productivity as well as improved job satisfaction and higher
levels of morale. The authors further suggest that employees
that telecommute have the benefit of flexible working hours as
well an increase in time spent with their family. The study by
Garg and van der Rijst (2015:38) also resulted in fewer sick
days being taken and an ultimate increase in overall
productivity.
The literature indicates several benefits of telecommuting and
Gajendran, Harrison and Delaney-Klinger (2015:3) state that
telecommuting can influence key employee outcomes and
enhances the employee's experience in the company.
The literature is also specific about telecommuting being a
choice and employees having the ability to choose how they
prefer to work, but this is not the situation at present with the
advent of COVID 19. Telecommuting is a result of the
government-imposed regulations, and while some companies
have implemented a one-third workforce to return there is a
multitude of companies which have remained one hundred per
cent virtual.
In considering the array of benefits that telecommuting
presents, it is not a suitable working environment for every
employee.
While some employees might excel via telecommuting, others
may prefer a more traditional working environment where
Managers are accessible in-person to handle queries and
concerns.

A major challenge, as highlighted by Lewis (2020:4), relates
to data privacy and security needs of employees while
telecommuting.

Another identified challenge as listed by Baard and Thomas
(2012:5) is that employees usually have a sense of belonging
and pride as being members if a larger organisation and this
can be difficult to maintain in a digital environment.
Garg and van der Rijst (2015:40) highlight that when
employees move into an exclusive telecommuting
environment, there would be reduced face-to-face
communication with a manager and probably less feedback.
The authors state that this has the potential to negatively
impact on the relationship between the employee and direct
supervisors due to continued absences of direct personal
contact and interactions.
Further to the above, Garg and van der Rijst (2015:40) posit
that working from home creates the additional challenge of
employees being interrupted by disturbances at home from
kids and everyday activities which might make it difficult to
find a balance between the work and home surroundings.
Employee relationships within a work environment can create
for a positive and motivating environment, and Garg and van
der Rijst (2015:40) argue that this relationship will change
when employees telecommute.
The authors suggest that this directly impacts on the
employee’s ability to build and maintain relationships within
the organisation. The atmosphere that is generated when
employees work together cannot be replicated with the same
warmth and social niceties when using communication tools
such as teleconferences and email.
One of the major hurdles, as reiterated in Baard and Thomas
(2012:5), is the constant technological advancements relating
to faster transfer speeds and mobile connectivity as well as the
barrage of online communication tools.
This presents a challenge as it places an additional burden on
the employer to ensure that employees have access to the
latest technology and connections to ensure an easier and more
efficient level of communication.
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Operational Risks

Personal security of the employee and the assets in
possession.

Telecommuting presents an exceptional challenge with
regards to the vast range of operational risks that it poses.
These operational risks can have a detrimental effect on
company processes and have the potential to damage the
reputation of the company.
COVID-19 creates a new twist for telecommuting employees
as the offices are not open, the usual physical work processes
have been amended, and the technical infrastructure setup is
not available. In addition, employees cannot conduct physical
visits to clients, and this creates another impediment in terms
of achieving set performance outcomes as all these
engagements are expected to occur in a virtual arena.
In the above instances, the employer has a responsibility to
ensure that there is proper mitigation of operational risk
factors. Operational risks, according to Weeserik and Spruit
(2018:2-3) refer to the potential threats resulting from human
actions, internal processes and system events which, the
authors posit, are the root cause of several large scale financial
failures that have afflicted employers.
Types of Operational Risks
Studies highlighted in Weeserik and Spruit (2018:2-3) indicate
that operational risks are not a new phenomenon and include a
broad range of activities such as human error, fraud, process
failures, system errors, cyber threats and external hazards.
The authors submit that the inappropriate management of
operational risks can hamper the performance of employees
and result in a significant loss. Due to the globalisation of
almost every sector within which work is done, operational
risks now pose an even bigger threat.
The primary aim of telecommuting is to allow employees to
work from anywhere they want to, such as working from
public areas but with the onset of COVID-19, telecommuting
now refers to working from a virtual home environment.
Ngambeket (2017:2) submits that working from a virtual
home office causes serious threats to the integrity of data and
risks associated with cloud technology.
Ngambeket (2017:2) also highlights that the following are
considerations of operational risk when employees
telecommute:Loss or damage to assets when in possession of the
employee at homes such as laptops, cell phones and
tablets.
Loss or damage to customers data or critical information.
Cloud technologies and the risks associated with the
internet such as viruses, worms and fraud. This also
includes risks related to confidentiality and access to
programs and data.

Ngambeket (2017:3 - 4) highlights the above-mentioned
potential operational risks that employees who are working
from home, can encounter.
The employee has to exercise a degree of control and
confidentiality when accessing data and systems, and the
employer has a reciprocal duty to ensure that the correct
measures are in place to mitigate such operational risk factors.
Operational Risks While Telecommuting
Information Systems (IS) form an integral part of daily
employee worklifes either by how we communicate through
the internet, the banking services we use as well as the
software systems available within our working environment.
These systems and software play an important role when
employees telecommute and are a vital component in ensuring
the successful execution of their duties.
Susanto, Almunawar and Tuan (2012:67) indicate that
organisational communication channels which use different
networks such as an intranet, internet as well as extranet are
exposed to the network being infiltrated by hackers.
Further to the above, Degirmenci, Shim and Breitner (2020:2)
identify with the flexibility that is provided by telecommuting
however they highlight another huge operational risk referred
to as Bring Your Own Device (BYOD).
The authors suggest that BYOD allows employees to use their
own devices, such as laptops and tablets, to execute their
responsibilities. The operational threat that this creates as
stated in Degirmenci, Shim and Breitner (2020:2) is that
employees will use their software and mobile applications and
without the correct anti-virus software this can create major
security risks relating to privacy intrusions.
Employee personal devices could contain sensitive corporate
information which could be compromised by malware
intrusions leading to disastrous effects. If there is no proper
management of information systems and devices, loopholes
are created for potential cyber threats which could
significantly damage a company's reputation and financial
position.
While telecommuting provides employees with the flexibility
to work from a home space, Jenkins (2020:2) states that this
has increased the levels of threats that the employee is
exposed to in the form of information threats.
The author highlights that an employee’s computer cannot be
safeguarded by the company at all times as while surfing the
web or even opening email attachments, certain malicious
applications and software might be downloaded.
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Jenkins (2020:2) proceeds to state that the security standard at
home might not match the corporate office standard and even
the anti-virus or software applications on the computer might
not be sufficient to deter cyber threats.
Laudon and Laudon (2018:326) refers to malicious software
programs such as malware, which includes many threats such
as computer viruses, worms and Trojan horses. A computer
virus as defined by Laudon and Laudon (2018:326) as a rogue
software program that attaches itself to another software
program without knowledge and permission of the user, and
delivers a ‘payload', namely a message to amend, erase or
destroy specific software on a computer.
According to Zeidanloo, Tabatabaei & Amoli (2015:342), a
worm is a malicious software that can distribute from one
computer to another by duplicating itself via the network. A
Trojan horse is another form of malware unlike a virus as it
does replicate itself, it appears innocent to a user but is a way
for a virus to be introduced to a computer.
Laudon and Laudon (2018:328) refer to ransomware which is
a form of malware that tries to extort money from users by
taking control of their network and computers and accessing
personal information. Spyware is a type of malware installs
themselves surreptitiously on a computer with the aim of
monitoring surfing activity.
In addition to the threat that is posed by malware, Cybercrime
has become a concern for businesses and governments based
on the ill intention of the Hackers. Businesses are at constant
threat of Hackers acquiring access to their systems, banking
information, employee information as well as all stored data.
This makes businesses susceptible to intrusion, which can
result in funds being stolen, the identity of employees
duplicated and even trade secrets being acquired and sold to
competitors which is a form of corporate espionage. These
threats are heightened when employees telecommute as their
computers contain systems and confidential client data, which
can be accessed surreptitiously by Hackers.
The threats mentioned above are from external sources;
however, employees of a company pose an internal threat to
the security of the business. Persons working within a
company pose the most prominent security-related threats as
they have access to company information and systems and can
gain information without any suspicion being attached to them
(Fan, Lwakatare & Rong, 2017:1-2).
The opportunity for employees to manipulate systems and
inappropriately use sensitive information is amplified when
employees telecommute.

Social engineering, according to Abass (2018:258), is the
ability to manipulate a device or computer to gain access to
certain information or databases. The author highlights that
Social engineering is the most successful method of intrusion
as compared to others. Social engineering can cripple a
business or organisation based on the level of access that
employees have to company information.
As working environments are striving for digitisation and
automation of their business environments, the concept of
flexibility and working remotely from the office becomes
relevant.
The concept of Bring Your Own Device (BYOD) according to
Pillay, Nham and Tan (2013:1-2) is an effective strategy that
allows business partners and employees to use their personal
devices such as cell phones, laptops and tablets to use business
applications and access data from anywhere.
Telecommuting however creates several vulnerabilities for the
business network that the user is accessing. If that personal
device was infected with a virus or Trojan Horse, there is a
possibility that it could spread onto the network and disrupt
the business network. In addition to this, if users are
connected to open WIFI networks, there is a possibility of
Hackers accessing the personal device and obtaining business
information.
Pereira and Santos (2014:2-4) highlight that one of the greatest
threats is identity theft which includes the loss of data by
organisations that are responsible for safekeeping such data.
Due to the increase in crimes of this nature, there has been the
development of stringent national and international data
protection laws which mandate organisations to protect the
personal information of people. (Pereira and Santos, 2014:2-4)
The Canadian Centre for Cyber Security (CCCS) (2020)
indicates that when employees work remotely, they would
require access to all the internal systems and information that
they would normally use when working an office. In addition
to this, telecommuting presents a new set of vulnerabilities,
and employers have to try and initiate certain precautions to
prevent external actors from taking advantage of these
vulnerabilities.
Jenkins (2020:2) states that a major risk attached to
telecommuting is the physical risk of the computer being
stolen. The author posits that in a traditional office setting,
there are many layers of access and controlled access to the
building as opposed to a home office where there are not as
strict measures of access and control.
In addition to this, the CCCS (2020) asserts that if people do
not exercise proper control of their devices, there is a threat of
people stealing them, whether in a public or private setting.
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With increasing reliance on technology to stimulate
competitive advantage, the issue of information security poses
the most significant threat and challenge to the success of a
business while employees telecommute. Even though the
systems create an efficient and effective mechanism for the
workforce, they also cause a plethora of threats in the form of
security issues.
The employer has a responsibility to ensure that there are
proper systems and policies in place when employees
telecommute. There is a reciprocal duty for the employer to
maintain security levels of employee’s devices and for the
employee to behave responsibly and with the best interest of
the company in mind. There is a multitude of measures that
the employer can utilise to mitigate the threats explained.
The operational risk mitigation factors, according to
Ngambeket (2017:5-6), are vast and are dependent on the
company and the specific risks that they are exposed to. The
authors suggest measures such as having proper security
policies in place and having training and awareness programs
for employees.
These risk mitigation factors might not be applicable with the
advent of COVID-19 and employers must be creative and
inventive when implementing processes to ensure that these
factors are catered for. The literature has a comprehensive list
of operational risk factors that are heightened when employees
telecommute.
There are many ways in which a company can mitigate risks
that are associated with telecommuting and information
system threats. According to Jenkins (2020:6), a company can
have a very detailed security policy which governs
telecommuting. The author states that this should contain all
aspects related to authorisation, equipment used, software
utilisation and even network services that the employee should
use.
The policy would serve as the base document, which dictates
how work activities should be administered. During the
COVID 19 period, many companies moved to an exclusive
telecommuting environment, and if they did not have a
security policy in place which included telecommuting, then a
company would need to develop such policy.
Having a security policy is the initial step in mitigating
operational risks while telecommuting; however, the policy
would not be beneficial if employees are not made aware of
the content. Author Jenkins (2020:7) states that user education
is an essential element in ensuring risk mitigation. The author
further states that employees need to be taught about security
risks and how to prevent them from occurring.

The physical device needs to be protected from potential theft
or prying eyes, as suggested by Jenkins (2020:7) as well as
ensuring that the appropriate anti-virus software is made
available to the employee. The author reiterates that the antivirus software also needs to be regularly updated and
configured to automatically scan all files, including emails.
Further to the anti-virus software Jenkins (2020:7) also states
that data needs to be encrypted and protected this way and that
the data also needs to be backed up. The author recommends
that corporate data be stored on a separate corporate network
and not on a computer. If data is stored on a network, it would
also allow the employer an opportunity to determine who is
accessing information at different times.
In addition to the above risk mitigation measures, the
Canadian Centre for Cyber Security (2020) also recommends
that employees that are telecommuting only use a business
provided device and not a personal one.
The use of personal devices to conduct work activities needs
to be restricted as this allows for a barrage of additional
security risks. Further to this, the CCCS (2020) indicates that
employees need to ensure that they protect the information,
including their passwords and that they have access only to
information that they need to perform their work
responsibilities.
These risk mitigation measures might not have been
implemented by companies as they were hoisted into a
telecommuting environment due to COVID 19 restrictions.
Companies who have not provided for an exclusive
telecommuting environment previously would need to assess
the security situation and consider following these protocols to
minimise risks that might affect employees.
Research Methodology
This study was qualitative utilizing a phenomenological
research approach. A phenomenology approach allows for a
phenomenon to be explored from the perspective of those who
have experienced it. (Neubauer, Witkop and Varpio, 2019:91)
The primary purpose as highlighted by Neubauer, Witkop and
Varpio (2019:91)is to describe what was experienced and how
this was experienced. The phenomenological approach for this
study examined how each elected employee at the company
has experienced telecommuting and the individual impact on
them achieving their expected performance standards.
A varied representation of employee Respondents from junior,
middle and executive functions in the various business units of
the organization was sampled based on gender, race, levels of
seniority and occupational levels.
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The following parameters were set to establish the target
population:
Men and Women
Between the ages of 24 and 55
Working for the company in Midrand
No experience in telecommuting
Exclusively
telecommuting
during
COVID-19
restrictions.

production.
Respondents have indicated that client
expectations have increased and the
expectations attitude from clients is
that Respondents are available at all
hours of the day for work issues.

Client Demands

In addition to the above parameters, the following categories
of occupational levels have been determined as follows:
Technical
Non-Technical
Middle and Senior Management
HR and administrative support
Purposeful random sampling was used to select Respondents.
Data Collection
A standardised, open-ended interview was used to collect data
using an interview questionnaire as a guide for the process.
Age Distribution
Age
20-29
30-39
40-49
Total

Population percentage
37..5%
25%
37.5%
100%

Access
to
Database

Client

Usage
of
Accounts

Cloud

Increased Company
Communication

Access
Connection

and

Findings From Research
The main findings from the research are tabulated below.
Findings of the Study
Effectiveness of
telecommuting

Increased
Productivity

Enhanced workplace
performance

Explanation
Respondents highlighted that
telecommuting enabled them to be
more effective at executing their work
responsibilities whilst telecommuting
as opposed to when they work from
the office.
There was a considerable increase in
productivity levels, as highlighted by
Respondents. The contributing factors
of increased labour productivity levels
are based on the heightened focus,
greater efficiencies, lower time
wastages spent travelling and more
time spent working whilst
telecommuting.
Respondents emphasised that they can
work more effectively from home and
that their overall performance was
enhanced based on their workplace

Connectivity Strain

Safety and Security
Policy

Adjustment
Working Hours

Excessive Meetings

of

The notion of structured working
hours has become blurred, and
Respondents are now expected to be
available for client engagement well
beyond the conventional working
hours.
Respondents do not all have access to
the client database, and access is
restricted according to the line
functional duty of Respondents.
Respondents indicate that they do not
necessarily have documents loaded on
their laptops or keep hard copies but
that they access these documents via a
Google Cloud account.
Respondents indicate that they have
received constant communication
from the company in terms of
company policies and procedures.
This relates to their safety and security
policies as well as their operational
manuals.
Respondents indicate that they prefer
to work from their private devices
even though they have been issued
with company-work tools (laptops
machines).
Respondents indicate that some of
them are affected by connectivity
issues, and this places a strain on their
working parameters. Respondents are
subsequently forced to spend more
money on expenditure for connectivity
and online meetings since not all
Respondents were provided with
company 3G cards.
Some Respondents highlighted that
they are not sure or not aware if the
company has a safety and security
policy. These Respondents were
unsure about the existence of such
policies.
Respondents have indicated that they
work long, and irregular hours and
they line between the conventional
working hours is blurred.
Respondents highlighted that there is
an array of meetings that they attend
daily, and this is either with clients or
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colleagues.
Respondents indicated that whilst they
can perform their duties whilst
telecommuting; however, they miss
the ability to interact with clients and
colleagues in person.

This study found that some Respondents were not aware that a
security policy exists and the Respondents who knew of the
existence of the security policy, did not know the actual
contents of the policy and what applies to them.

While the literature supports the notion that telecommuting
employees have more time available to spend with family, this
study reports the opposite. The study found that employees
telecommuting under COVID lockdown regulations have little
to no time to partake in traditional home activities and have
little quality family time.

Based on the research problems and the findings of the study,
some practical recommendations are hereby put forth to
enhance employee performance and reduce operational risks.

Lack
of
Interaction

Human

The Respondents work until the late hours of the night, and
the working hours are placing a strain on the home
environment. This has the potential to have a negative longterm effect on the Respondents and can hamper the efficacy of
telecommuting.
Some of the challenges as revealed by the literature review
related to the lack of face to face interaction as well as the
disturbances at home which could make it strenuous on
Respondents striking a balance between their home and work
responsibilities.
These two notions were also highlighted by two Respondents
of this study who emphasised that they miss the office
interaction with colleagues, and they feel that they would
prefer working in an office environment based on this factor.
A common theme shared by Respondents is that finding a
balance between work and their home lives has been one of
the major barriers they encountered whilst telecommuting.
Respondents indicated that they struggled whilst
telecommuting in the beginning, especially due to COVID19
regulations and having to homeschool children and manage
other commitments at home.
The literature highlighted the variety of operational risks that
exist such as human error, fraud, process failures, system
errors, cyber threats and external hazards.
This study found that the major operational risks identified
could come from Cloud technology, using personal devices,
no mandate anti-virus software and cyber threats that could
flow from this, including privacy intrusions.
Many Respondents indicated that they use personal devices
instead of the company issued one and that anti-virus software
is not mandated by the organisation.

Recommendations of Study

The identified areas for improvement are as follows:
Closer Management of Client relationships:
Monitoring of Virtual Databases for Information Security:
Ensuring Higher Staff Awareness of Organisational
Policies:
Instilling Better Time Management by Staff:
Continued Team Building:
Acknowledgement and Rewards:
More Workshop Sessions to Combat Operational Risks
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