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ABSTRACT 


 


The main objective of the study was to scrutinize the difficulties that 


confront the recruitment and selection processes at provincial 


government level, which recruitment processes are required to be in 


conformity with national and provincial policies. Furthermore, the 


study will also endeavor to answer questions on problems emanating 


from the recruitment and selection of public managers since 27 April 


1994. 


 


The population selected for purposes of this study was that of the 


management team of the Department of Public Works in the Limpopo 


Province. The population consisted of 281 management officials. A 


proportional stratified random sampling design was used for obtaining 


a sample, with head office and the six district offices forming the 


different stratas. 14% of managers in all stratas were taken as a 


sample. 


 


The data was collected using questionnaires and interviews, followed 


by the collection of selected government reports with appropriate 


data. In the case of interviews, the following three methods were 
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used, namely, non-scheduled interviews, non-scheduled structured 


interviews and scheduled structured interviews. 


 


The study revealed that in the Department of Public Works: 


 


 There was a sustained or uncontrollable movement of managers 


hopping in and out of the department. This was exacerbated by 


the lack of a retention strategy for controlling this problem. As a 


result, the cream of the department’s most resourceful managers 


was lost.  


 


 The recruitment and selection processes in the department of 


Public Works were inappropriately guided due to a lack of proper 


planning. As a direct result thereof, the wrong managers were 


recruited.  


 


 The internal source was preferred over the external source in 


conducting the recruitment and selection processes. This limited 


the opportunities of employing the correct managers. 


 


 There have been biases in that the recruitment and selection 


processes were manipulated in order to benefit certain individuals 
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at the expense of others. This has had a negative impact on the 


morale of the rest of the staff.  


 


In view of the findings of this study, it is recommended that further 


research on a broader scope is imperative, with the population 


consisting of the entire management in the Limpopo Provincial 


Government. The purpose of such research should be to determine 


the extent to which the recruitment and selection of managers were 


impacting on service delivery, which is critical to the welfare of the 


Limpopo society in particular, and the South African society in 


general.  
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CHAPTER 1 
 


INTRODUCTION 
 


 


1.1 Introduction  
 


The establishment of a fully democratic Republic of South Africa on 


the 27 April 1994 led to drastic changes in the government’s 


approach of running things, as opposed to how government was 


run during the apartheid era. New legislation, policies and 


programmes were introduced at national, provincial and local levels 


of government, in an attempt to address the disparities in terms of 


the services rendered to all of those who live in South Africa.  


 


In an endeavour to address these disparities, a legal framework for 


recruitment and selection was provided by the Constitution of the 


Republic of South Africa, 1996, the Labour Relations Act 1995, the 


Employment Equity Act, 1998 and the Public Service Act, 


1994(Proclamation 103 published in Government Gazette 15791 of 


3 June 1994) in conjunction with the Public Service Regulations 


(PSR). Recruitment, according to Chapter 5 of the White Paper on 


Human Resource Management in the Public Sector, which was one 


of the most important ways in which the Public Service met the 


human resource capacity requirements, could also be used to 


achieve employment equity by opening the Public Service to all 


sections of society. The recruitment policies and procedures in 
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particular were expected to achieve specified employment equity 


objectives such as race, gender and disability balance, as well as 


the necessary skills to meet operational needs of the department. 


 


In view of the need by the South African Government to build 


bureaucratic machinery capable of effectively, efficiently and 


economically addressing the welfare of its society, a study is 


considered necessary to look into the effects of recruitment and 


selection of public managers in relation to service delivery. The 


purpose of the study therefore, is to determine how the government 


in South Africa is doing in terms of addressing some of the core 


functions of public administration, namely, staffing and human 


resource development.  


 


 


 


1.2 Preliminary literature study 
 


The proposed study will focus on the effects of recruitment of public 


managers in government to the rendering of services to the public. 


According to Crabtree (1991: 20), it is advisable for the recruitment 


process to be guided by the law. In South Africa, there are several 


pieces of legislation and policies providing a framework for 


recruitment and selection processes. 


 


In terms of the Constitution of the Republic of South Africa, 1996, a 


foundation was laid down for good human resource practices. 
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Chapter 10 of the Constitution required employment and personnel 


management practices to be based on ability, objectivity, fairness 


and the need to redress the imbalances of the past to achieve 


broad representation. Section 11 of the Public Service Act, 


1994(Proclamation 103 published in Government Gazette 15791 of 


3 June 1994), on the appointment and filling of posts, took the 


principle further by requiring that “all the persons who qualify for the 


appointment, transfer or promotion shall be considered”. The 


Section further provides that the evaluation of persons shall be 


based on “training, skills, competence, knowledge and the need to 


redress the imbalances of the past…” which was an objective 


criterion. This position was reiterated through Chapter 5 of the 


Presidential Review Commission, which stated that the 


Government from 1994, because of its commitment to 


reconstruction and development, national reconciliation, and 


democratization and community empowerment, put more of its 


emphasis on the need to transform the public service. This entailed 


changing from being an instrument of discrimination, control and 


domination to an enabling agency that serves and empowers in an 


accountable and transparent way. In order to realize this objective, 


section 11(1) and (2) (a) and (b) of the Public Service Act, 


1994(Proclamation 103 published in Government Gazette 15791 of 


3 June 1994), provide that in the appointment and filling of posts in 


the public service equality and other democratic values and 


principles enshrined in the Constitution must be observed.  
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Sub-section C.2.1 of Part VII of the Public Service Regulations, 


2001(Government Notice No. R. 1 of 5 January 2001), as 


amended, provides that the executing authority in advertising 


vacant posts in the department had to ensure that it reaches the 


efficient and effective candidates, especially those falling within the 


category of the historically disadvantaged persons. This must be 


read in conjunction with Section 15 of the Employment Equity Act 


No. 55 of 1998, which provides that affirmative action measures are 


“…designed to ensure that suitably qualified people from 


designated groups have equal employment opportunities and are 


equitably represented in all occupational categories and levels in 


the work place of a designated employer”. To this effect section 20 


of the Act, requires any designated employer to prepare and 


implement an employment equity plan aimed at achieving 


reasonable progress towards employment equity in that employer’s 


workforce.  


 


The Labour Relations Act, 1998 in Chapter 2 Section 7, outlaws 


discrimination in the work place and sets out measures for the 


protection and promotion of people who were previously 


disadvantaged.  


 


The Senior Management Services Handbook read in conjunction 


with the Public Service Act, 1994 (Proclamation 103 published in 


Government Gazette 15791 of 3 June 1994), the Public Service 


Regulations (PSR), the Constitution of the Republic of South Africa, 


1996, the Labour Relations Act, 1995 and the Employment Equity 
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Act, 1998, all of which provide a legal framework for recruitment 


and selection of senior management services in South Africa. 


 


In Cheminais, et. al.(1998:128-129), recruitment is defined as a 


process whereby a pool of candidates is identified and attracted for 


purposes of effecting changes in employment status, and where 


some of the candidates will be selected to receive offers. According 


to Meyer & Donacho (1979:36), the development of a recruitment 


programme involves two major activities, namely, advertising and 


an employee search. Recruitment therefore starts when new 


recruits are sought and when their applications are submitted. It is 


important to recognize, as Cheminais et al (1998: 130-136) point 


out that for purposes of effective and efficient recruitment, there 


must be a need for recruiting; factors that influence recruiting; 


recruitment planning; recruitment policy; recruitment sources; 


recruitment processes; and evaluation of the recruitment effort. In 


view of the factors above, it is argued that: firstly, vacancies should 


be created to fill the gaps left by departed officials, or where there is 


a need for expansion; secondly, there are external and internal 


factors that could influence the recruitment process; thirdly, proper 


planning as management function is a prerequisite; fourthly, a 


recruitment policy is necessary to provide for guidelines to the 


institution or section carrying out the recruitment and also pointing 


out which objectives are to be achieved; fifthly, recruitment can take 


place from within the organization(internally) or without(externally); 


sixthly, where a public sector institution decide against internal 


recruiting or an employment agency, it has to embark on a 
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recruitment process; and seventhly, the recruitment effort has to be 


evaluated, either qualitatively or quantitatively.  


 


Botes, Brynard, Fourie and Roux (1992: 289-290) pointed out that 


the recruitment process should be aimed at public efficiency, which 


meant that the public sector should achieve its objective with the 


most economic use of funds. As such, the recruitment of the public 


managers is considered a very sensitive function, mainly because 


of the public sector’s diverse nature, which makes it a very complex 


area to establish and maintain.  


 


In order to ensure that public goods and services are rendered to 


the community in South Africa today, Cheminais, Bayat, van der 


Waldt & Fox (1998:116) argues that it is fundamental to place 


effective and efficient public personnel in the right positions. It is 


further argued that for the public sector to function effectively, it 


must do the right things right the first time. This means that it is 


crucial to get the right person in the right job at the right time to 


execute the tasks at hand. A situation like this calls for human 


resource planning which will ensure that the needs of society are 


addressed in accordance with the objectives set for public sector 


institutions through the public policy-making processes.  


 


According to Rosenbloom (1989:204), the managerial approach to 


recruitment, selection and promotion stresses the fact that 


efficiency and economy should be the underlying values in 


performing these functions. Van der Walt & du Toit (1999: 20) in 
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agreement with the above view, point out that there should be a 


continual struggle on the part of the public sector to improve the 


quality of service delivery by public institutions. This means that 


there should be an efficient administration that economically uses 


its resources, and which pursues reasonably and fairly the 


distribution of the resources between groups and projects. In order 


to have effective managers, there is a need for suitable training to 


the managers, and the creation of other opportunities to promote a 


sense of professionalism among officials.  


 


Hanekom, Rowland & Bain (1987: 207) argue that, management as 


an institution represent a group of individuals with authority, who 


are responsible for the optimal use of human, material and other 


facilitating resources. Management as a function deals with putting 


such responsibility into effect.  


 


Cloete (1984: 228) in addition to what is said above, emphasizes 


that the recruitment of personnel for a large institution is a complex 


task which involves a number of complicated functions such as 


determining personnel needs; determining fields of recruitment; 


attracting candidates; and selection. According to Cloete (1984: 


246) much has still to be done in South Africa’s public sector as 


compared to the First World countries with regard to levels of 


productivity. Undisputedly, much has still to be done in the 


recruitment of managers in the public sector.  
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According to Kroon in Van der Walt and Du Toit (1999:17), a public 


manager is any person in the public sector “…who has been 


appointed to a leading position and who has committed him/herself 


to that task to take the lead in the execution of specific instructions 


by concentrating on the employees under his/her control, by 


determining how they can be motivated and by deciding how to do 


things correctly. Everything therefore centers on the manager since 


he/she must lead the institution to the achievement of its objectives 


by means of the management functions.” As such, an effective 


manager is any good leader who can create a favourable work 


environment for employees, and who provide his/her subordinates 


with opportunity and incentives to perform well within the constrains 


of the limited available resources. Managers in a public sector 


organization can be broken into four levels, starting with the 


accounting officer who manages the finances of the organization, 


followed by the programme manager managing the main division, 


then the responsibility manager managing the sub-division, and 


lastly the sub-responsibility manager managing an activity (Pauw 


et.al., 2002:87). 


 


1.3 Research problem  
 


This study focusses on these problems the provincial government is 


faced with in its endeavour to recruit suitable public managers to 


ensure effective, efficient, economic and appropriate service 


delivery. Particular attention will be focussed on instances where: 
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• Managers are hopping from one department or division to the 


other during the implementation of programmes; 


• There are inappropriately guided recruitment and selection 


processes because of lack of planning; 


• There are biases towards preferring one recruitment and 


selection source in the public service; and 


• The recruitment and selection processes are being manipulated 


to benefit certain individuals at the expense of others without 


consideration of organizational interests. 
  


1.4 Objectives 
 


The main objective of the study is to scrutinize the difficulties that 


confront the recruitment and selection processes at provincial 


government level, which recruitment processes are in conformity 


with national and provincial policies. Furthermore, the study will 


also endeavour to answer questions on problems emanating from 


the recruitment and selection of public managers since 27 April 


1994. 


 


1.5 The hypothesis 
 


In view of the problems surrounding the recruitment of public 


managers at provincial government, the following hypotheses were 


arrived at: 
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• Managers who are hopping from one department or division to 


the other, lead to ineffective programme implementation; 


• Inappropriately guided recruitment and selection processes 


because of lack of planning, result in the recruitment of 


ineffective and inefficient managers; 


• The use of one type of recruitment and selection source leads to 


an imbalance in the quality of managers required by the 


department or division. 


• The manipulation of the recruitment and selection processes in 


order to benefit certain individuals at the expense of others 


negatively impact on the morale of the rest of the staff. 


 


1.6 Research design 
 


The research will be based on both empirical and non-empirical 


studies. The study will be empirical in the sense that primary data 


will be collected on issues pertaining to provincial government 


programmes starting from 1994 to date. The surveys will also be 


conducted in order to collect data pertaining to how many 


managers were appointed and how many of them have left a 


particular department or divisions during the same period. There 


will also be secondary data collected from numeric data kept by 


provincial government offices. 


The unit of analysis for the study will be the Department of Public 


Works in the Limpopo Provincial Government.  
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1.7 Research methodology/methods 
 


The study on recruitment in the government service will make use 


of both quantitative and qualitative methodologies to collect data. In 


conducting this research, the following methods will be followed: 


 


1.7.1 Identification of data sources 


 


In this research the preferred category of data resources are self-


reporting and archival/ documentary sources. In terms of self-


reporting data resources, personal and group face to face 


interviews, and in certain circumstances telephonic interviewing will 


be conducted between managers at the provincial head office and 


district offices of the Department of Public Works. 


 


The other sources of data will be the official memoranda, letters, 


business plans, operational plans, work plans, performance 


management plans, annual reports, departmental news letters, 


Auditor General’s report, SCOPA’s reports etc. 


 


1.7.2 Developing new instrumentation 


 
For the purpose of this research an original questionnaire will be 


developed and tested by conducting a pilot study in one district 


office to check whether it could serve as an instrument to collect 


data as planned. Interview schedules will also be prepared to cover 
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the provincial head office and district offices of the Department of 


Public Works. 


 


1.7.3 Collecting or gathering data 


 
The data will be collected by using methods like interviewing such 


as structured self-administered questionnaires, structured 


telephonic interviewing and semi-structured focus group 


interviewing. The other method to be used will be the selection and 


analysis of record kept in reports of the Department. 


 


The following data collection techniques are preferred for the study: 


 


1.7.3.1 Interviews  


 


A number of managers and staff members who applied for 


managerial posts will be sampled and interviewed to establish 


some facts on the recruitment process. The interviews through 


structured telephone and semi structured focus group interviewing 


with individual managers and staff members will focus on events or 


processes related to recruitment and selections in the Department 


after 1994.   


 


1.7.3.2 Questionnaires 


 


A number of structured self-administered questionnaires will be 


prepared and used to collect data in identified areas. Data collected 







 
 


13 


in this fashion will be taken for analysis together with the rest of the 


data. 


 


1.7.3.3 The use of documentation 


 


Government documents such as letters, official memoranda, 


departmental reports, employment contracts, and all recruitment 


related documents will be perused for data which will be collated 


and analyzed with the rest of the data.   


 


1.7.4 Data analysis 


 


Data analysis will commence with the first interviews, this is called 


preliminary analysis according to Rubin and Rubin (as cited in 


Mouton, 2001: 198), which tells how to redefine the questions to 


focus on central themes. 


 


The data collected through interviews, questionnaires and 


documents will be grouped according to themes, and then an 


analysis will be made. 


The goal is to integrate the themes and concepts into a theory that 


offers an accurate, detailed, yet subtle interpretation of the research 


arena. It is at that point where the interpretations of the data could 


be shared, and it is only then that the analysis will be complete. 
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CHAPTER 2 
 


LITERATURE REVIEW/THEORETICAL FRAMEWORK 
 


2.1 Introduction  
 


According to Mouton (2001: 123), attention in this chapter that 


covers the theoretical and conceptual study should aim at reviewing 


the theories, models or definitions of recruitment and selection 


processes in government as an organization.  


 


Particular focus at this stage will be directed towards the 


contextualization of the theories of recruitment and selection of 


public managers. This will start with the review of the theories of 


organization, public administration/Public Management, South 


African Public Management, Human Resource Management, and 


Ethics and Accountability in Administration.  


 


The literature range covered extended from a more general 


theoretical perspective to a more specific theoretical perspective. 


The attention of the study, however, being focussed on the public 


managerial challenges the South African Government will have to 


content with, in its implementation of policies on recruitment and 


selection, and how this will affect service delivery required to 


satisfactorily address the general welfare of the South African 


citizenry. 
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The chapter will inevitably conclude by giving hypothetical views as 


propounded by different scholars on the question of recruitment and 


selection.   


 


2.2  Definition of concepts 
 


The key concepts around which the study will be built are as 


follows: 


 


“Human resources management” means the management 


function that is concerned with getting, training, motivating, and 


keeping competent employees;  
“Job analysis,” means an assessment of the kinds of skills, 


knowledge, and abilities needed to successfully perform each job in 


an organization; 


 


“Job description,” means a written statement of what a jobholder 


does, how it is done, and why it is done; 


 


“Job specification,” means a statement of the minimum 


acceptable qualifications that an incumbent must posses to perform 


a given job successfully; 


 


“Affirmative action programmes,” mean those programmes that 


ensure that decisions and practices enhance the employment, 


upgrading, and retention of members of protected groups; 
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“Management ethics” refers to the motivational means which 


direct the behavior and conduct of personnel in public institutions;  
 


“Public managers” mean a person who works in the public sector, 


either at central, provincial or local level, and who exercises control 


over people as a manager and performs specific functions; 


 


“Staffing” means the technique used by an organization to place 


the right person in the right position”; 


 
“Recruitment” is the process of locating, identifying, and attracting 


capable applicants;  


 


“Selection process” the process of screening job applicants to 


ensure that the most appropriate candidates are hired; 


 
“Appointment” means the approval by the executing authority for 


permanent employment of an officer after the head of a department 


had certified that he/she was diligent during his probationary period 


and that his/her behaviour was satisfactory throughout, and he/she 


is suitable in all respects for the position which he/she holds.  
 
“ Affirmative action measures” means those measures designed 


to ensure that suitably qualified people from designated groups 


have equal employment opportunities and are equitably 


represented in all occupational categories and levels in the 


workforce of a designated employer; 







 
 


17 


 
“Effective “means the degree to which predetermined goals are 


achieved; 


 


“Efficiency” means economical manner in which goal-oriented 


operations are carried out – something of an input/output ratio; 


 
“Professionalism” means to the way a which public managers 


and their subordinate officials behave and to the fact that this 


conduct is evaluated according to standards unique to the activities 


of public managers; 


 


“Transfer” means the movement of an employee from one job to 


another that is relatively equal in pay, responsibility and 


organizational level; 


 
”Promotion” means the movement of an employee from one job to 


another that is higher in pay, responsibility, or organizational level; 


 
“Development” means a continuation of education and training, for 


the purpose of gaining satisfactory experience and skills as well as 


the correct attitude, in order to be admitted to higher managerial 


positions; 


 


“Training,” means the extension of knowledge for the specific 


purpose of filling a given position and to effectively perform the 


work involved. It is aimed at the practical application of knowledge 
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as well as the development of specific behavior patterns, attitudes 


and motives with a view to realization of the goals;  
 
“Organization” is conceived as a social structure created by 


individuals to support the collaborative pursuit of specified goals 


 


“Reliability” is the degree to which a selection device measures 


the same thing consistently 


 


“Public service delivery” is the result of the intentions and 


decisions of government and government institutions, and the 


actions undertaken and decisions made by people employed in 


government institutions. 
 


“Validity” the proven relationship between a selection device and 


some relevant criterion 


 
2.3  Organizational theory 
 
In Glover & Rushbrooke (1983: 1-3), it was argued that the formal 


bodies of people called organizations possessed certain features in 


common, with each possessing an identity such as a name; an 


objective, in the form of a written constitution; a list of employees; 


and methods of replacing or recruiting new members to ensure 


continuity. These organizations had certain characteristics in 


common such as organizational objectives, the use of people to 


achieve the tasks, a form of structure to co-ordinate the people 
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expected to achieve the objective, and a changing environment to 


operate within.  


 


In this endeavour to review organizational theory, focus will be 


directed to the uses and limits of rationality in public management 


as put forward by the formal theories of organization. Particular 


attention will therefore, be given to the two key features of the 


rational systems theory, namely, goal specificity and formalization. 


Furthermore, the review will focus on the development of rational 


systems theory as put forward in the work of classical writers such 


as Frederick Taylor on his Scientific Management theory; Henri 


Fayol on the Universalist School of Management; and Herbert 


Simon on the Decision-making approach. 


 


Attention will also be directed to the views flowing from the rational, 


natural and open systems approaches to organizational theory.  


 


2.3.1 Organizations as rational systems 


 


According to Scott (1981: 58-62), organizations are viewed from a 


rational perspective as instruments designed to attain specific 


goals. The extent of their efficiency and effectiveness depends on 


many factors that are explained by the concept of rationality 


structures. Rationality in this context refers to technical or functional 


rationality, which means the manner in which a series of actions are 


organized in order to lead to predetermined goals with maximum 


efficiency. From this point rationality refers to the means necessary 







 
 


20 


to attain the goals, rather than how they are selected. According to 


the proponents of the rational system perspective, there are 


essential elements or key features of this approach, namely, goal 


specificity and formalization that help to distinguish organizations 


from other types of collectivities.  


 


 Goal specificity. According to these theorists, goals were 


viewed as conceptions of the desired ends, with such 


conceptions varying in terms of the precision and specificity 


with which the criteria of desirability were formulated. The 


specificity of goals it was argued assisted in providing a clear 


criterion for selecting among alternative activities. This meant 


that, where there was no clear preference ordering among 


alternatives, there was no possibility of any rational 


assessment and choice. These theorists noted that specific 


goals do not only supply criteria for choosing among 


alternative activities, but also guided decisions about how the 


organization structure should be designed. Through the 


specific goals the tasks to be performed, what kind of 


personnel to be hired, and how resources are to be allocated 


among participants are clearly specified. Consequently, it has 


been considered generally more difficult to design a structure 


in an attempt to pursue more general or diffuse goals. 


 


 Formalization. Formalization as a key feature of 


organizations, had its existence assumed and its importance 


presumed by all rational theorists. According to the rational 
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systems perspective, a structure is regarded as formalized 


where the rules governing behaviour are precisely and 


explicitly formulated and where the roles and role relations 


are prescribed independently of the personal attributes of 


individuals occupying positions in the structure. The 


proponents of this school of thought view formalization as a 


way of standardizing and regulating behaviour in an attempt 


to make it more predictable. This was said to be an attempt to 


make more explicit and visible the structure of relationships 


among a set of roles and the principles that govern behaviour 


in the system. As such an organizational structure was 


viewed as a means or instrument that could be modified 


whenever it was necessary in order to improve performance.  


 


The formalization of structures it is argued, created room for 


processes of succession, where there was the movement of 


individuals into and out of offices, which could be routinized and 


regularized so that one appropriately trained person could replace 


another with minimal disturbance to the functioning of the 


organization. 


 


Finally, the rational systems theorists considered the formalized 


structures as having been rendered independent of the participation 


of any particular individual, which meant that it was of less 


importance to recruit unusually gifted individuals for key positions. 


The fact being that the power and influence of leaders could be 
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determined in part by the definition of their offices and not made a 


function of their personal qualities or charisma. 


 


 According to Maclver in Scott (1981: 61), “the man who commands 


may be no wiser, no abler, maybe, in some sense no better than 


the average of his fellow; sometimes, by any intrinsic standard, he 


is inferior to them. He is the magic of government”. As such in the 


highly formalized organization, the innovating entrepreneur is 


displaced by a group of administrators and technical specialists. 


What happens is that leadership or even innovation is routinized 


and regularized by being incorporated into the formal structure.       


 


2.3.2 The uses of rationality in public organizations 


 


There are schools of thought whose viewpoints of the rational 


systems perspective are worthy of mention because of their 


contributions to the recruitment and selection of personnel to 


enhance organizations in their endeavours to achieve specific goals 


and objectives. These schools are the Universalist School of 


Management by Fayol and his disciples; Weber’s theory of 


bureaucracy; and Simon’s Decision-making approach. 


 


2.3.2.1 The Universalist School of Management 


 


The Universalist School of thought which was led by French 


Industrialist called Henri Fayol, and followed by his disciples such 


as Luther Gulick and Lyndall Urwick searched for administrative 
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principles which could be applicable to organizations in all spheres 


of life. 


 


Fayol in Pugh (1971:15-16), advised that his principles should be 


treated as guidelines only, even though they were generally treated 


by many as golden rules. The principles were as follows: division of 


work, authority, discipline, unity of command, unity of direction, 


subordination of individual interests to the general interest, 


remuneration, centralization, scalar chain (line of authority), order, 


and equity, stability of tenure of personnel, initiative, and esprit de 


corps.  


 


For the purpose of this study, particular attention will be directed 


only to the following few of these principles that are considered 


appropriate: 


 


 Subordination of individual interest to general interest point 


out that in any business the interest of one employee or group 


of employees should not prevail over that of the organization, 


and that the interest of the home should come before that of 


its members and that interest of the State should have pride 


of place over that of one citizen or group of citizens. What 


were noted, however, were that ignorance, ambition, 


selfishness, laziness, weakness and all human passions that 


may lead to a struggle between individual interests and 


organizational interests? 
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 Remuneration of personnel entail that there should be the 


price of the service rendered, and that such a price should be 


fair and, as far as possible afford satisfaction both to 


personnel and organization (employee and employer). 


 


 Order ascribes to the formula of material things where it is 


argued there is ‘a place for everything and everything in its 


place’. Perfect order was argued could be attainable where 


the place was suitable for the employee and the employee for 


the place, hence the English idiom, ‘the right man in the right 


place’. Social order it was argued presupposes the successful 


execution of the two most difficult managerial activities, 


namely, good organization and good selection. Furthermore, 


social order was said to demand precise knowledge of the 


human requirements and resources of the concern and 


constant balance between these requirements and resources. 


 


 Stability of tenure of personnel entail that any employed 


workman who have been selected for a particular job, require 


some time in the new job to raise to the level of doing it well. If 


for some reason he/she was removed, or has left the job for 


the other reasons within a short period, such an individual will 


be deprived of the opportunity to have time to render a 


worthwhile service. It was further argued that where in an 


organization individuals are hopping in and out in a sustained 


manner, it could be safely predicted that because of insecurity 


of tenure employees in an organization would not do their 
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work properly. Naturally, if personnel move from one 


organization to the other, or individuals can leave because of 


reasons like age, illness, retirement, death, this could disturb 


the smooth running of an organization. In terms of this 


principle the managers were, therefore, at all times expected 


to strategize to minimize the flow of personnel from inside the 


organization. 


 


 Esprit de corps is a principle where harmony which provide 


for a favourable environment for union among the personnel 


of an organization, serves as great strength for that 


organization. As such, in recruiting and selecting managers, 


real talent is required for coordinating effort, encouraging 


keenness, use each man’s abilities, and finally rewarding 


each employee’s merit without arousing possible jealousies 


and disturbing harmonious relations.  


 


According to Fayol, this code of principles was indispensable, for it 


was applicable to commerce, industry, politics, religion, war, or in 


every organization, as long as there was a management function. 


 


2.3.2.2 Weber’s theory of bureaucracy 


 


According to Scott (1981: 67-68), Max Weber who was an 


influential German sociologist, viewed bureaucracy as a special 


form of administration that was fully developed in what he termed 


‘the modern state’ in ‘the most advanced institutions of capitalism’. 
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These bureaucratic forms of organization have been gradually 


displacing traditional administrative systems. 


 


Weber in Glover & Rushbrooke (1983:8-9), by observing the roles 


of officials within the legal-rational authority structures, identified the 


distinctive characteristic of bureaucracy, which were: a clear 


hierarchy of officials; clearly defined responsibilities and spheres of 


authority of each official; officials appointed on the basis of a 


contract; the official’s job is his/her main occupation; no official was 


having any ownership rights to any part of the organization; there 


was a clear career structure, with promotion through seniority or 


performance noted by the judgement of superior officials; officials 


have a money salary, graded primarily to hierarchical position, not 


because of the influence of individual personalities; officials never 


became emotional with their work, but maintained a bureaucratic 


professionalism; everyone was subject to a strict, unified system of 


discipline and control which was based on a relatively fixed body of 


established rules and standardized procedures; and all transactions 


were recorded and eventually filed in a central bureau. 


 


In Weber’s view, each element not operating in isolation, but as part 


of a system of elements, in a combination, were expected to 


provide more effective and efficient administration. 


 


According to Smith & Ross in Scott (1981: 70), in terms of the 


rational-legal administrative structure, obedience was said not to be 


owed to a person in the form of traditional chief or charismatic 
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leader, but was owed to a set of impersonal principles, with 


subordinates in bureaucratic systems having a stronger basis for 


independent action guided by their interpretation of the principles. It 


therefore went without saying that, subordinates had a clear basis 


for questioning the directives of their superiors, whose actions were 


presumably constrained by the same impersonal framework of 


rules. 


 


2.3.2.3 Decision making approach 


 


In his work on the decision making approach, Herbert A. Simon in 


Scott (1981:72-75), argued that goals affected behaviour only when 


they entered into decisions about how to behave. According to him, 


goals provided the value premises that underlie decisions, which 


meant that these value premises were assumptions about what 


ends were preferred or desirable. These value premises that were 


assumptions about the relation between means and ends were 


combined in decisions with factual premises. He further argued that 


the extend to which value premises are precise and specific, 


determined the degree of impact on the resulting decisions, since 


specific goals clearly distinguished acceptable from unacceptable 


alternatives. As such it was normal for participants higher in the 


hierarchy to make decisions with a large value component, whilst 


participants lower in the hierarchy make decisions having a larger 


factual component. All in all, this meant that those participants 


closer to the top make decisions about what the organization was 


going to do; whereas those participants in lower positions were 
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most likely to be allowed to make choices as to how the 


organization could best carry out its tasks. 


 


According to March and Simon in Scott (1981: 74-75), 


organizations encouraged decision makers to “satisfice”, that is to 


say, settling for acceptable as opposed to optimal solutions, 


attending to problems sequentially rather than simultaneously, and 


to utilizing existing tricks of action programmes rather than develop 


novel responses for each situation. The fact being that specialized 


roles and rules, information channels, training programmes, 


standard operating procedures, could all be viewed as mechanisms 


both for restricting the range of decisions by each participant in 


making appropriate decisions within that range.  


 


In terms of March and Simon’s conception of bounded rationality, 


organizational decision making provided integrated sub-goals, 


stable expectations, required information, necessary facilities, 


routine performance programmes, and in general, a set of 


constraints within which required decisions can be made, with 


organizations supplying these “givens” to individual participants. It 


was, therefore, argued that this very model could be used to explain 


how the very structures developed to promote rationality, could 


have the opposite effect under certain circumstances.  


 


 In conclusion, it could be said that the position of the different 


schools of thought on the question of organizations as rational 


systems, conceived of structural arrangements within organizations 
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as tools deliberately designed for the efficient realization of ends. 


All of them focussed on the legally prescribed structures, that is to 


say, on the specificity of goals and the formalization of rules and 


roles. 


 


These theories on organizations as rational systems had their own 


limits; all of them took no notice of the effect of the larger social, 


cultural, and technological context of the structure of the 


organization. 


 


2.3.3 Organizations as rational, natural and open systems 


 


Organizational theorists, generally, view organizations as social 


structures that are created by individuals to support the 


collaborative pursuit of specified goals. These organizations are 


said to be all confronting common problems, such as a need to do 


the following: 


 


 Define or redefine their objectives; 


 Induce the participants to contribute services; 


 Control and coordinate these contributions; 


 Resources must be garnered from the environment and 


products or services dispensed; 


 Participants must be selected, trained, and replaced; and 


 Some sort of working accommodation with the neighbors  


must be achieved. 
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According to these theorists, in addition to these common 


operational requirements, all organizations are beset by a common 


curse. The argument being that a high proportion of the resources 


utilized by any organization were expended in maintaining the 


organization itself rather than in achieving the specified goals. What 


is meant here was that, although organizations were viewed as 


means to accomplish ends, the means themselves absorb much 


energy, and in the extreme case, became ends in themselves 


(Scott, 1981: 9). 


 


Herbert Kaufman (1975) in Scott (1981: 179), in pointing out that 


organizations were in a state of constant change, argued that “The 


organizational world bubbles and seethes. Observed for a lengthy 


interval, the configuration of organizations within it changes like the 


patterns of a kaleidoscope.  Organizations expand, contract, break 


up or fuse. Some surfaces become thick and opaque, reducing 


exchanges between their interior contexts and external environment 


while others etherealize and permit heavier traffic in one or both 


directions. Shapes are altered. Some processes are depressed, 


some intensified. Levels of activity rise and fall. Organizations 


disintegrate and vanish as others form in droves, and the birth and 


death rates vary over time and space. Nothing stays the same.” 
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2.3.3.1 Open systems model 


 


According to Jackson, Morgan and Paolillo (1986: 12-13), 


organizations as open systems energize themselves from the 


environment that surrounds them. This meant that organizations 


must import renewed supplies of energy (input) from other 


organizations, materials, and so on that exist outside themselves. 


The argument here was that without the importation of energy the 


organization could die.  


 


Scott (1981: 179-181) shared this view, where it was argued that in 


terms of the open systems model all organizations are incomplete, 


with all depending on the exchanges with other systems, and with 


all being open to environmental influences as a condition of their 


survival.  


The supporters of this model acknowledged that organizations 


should have their boundaries, however such boundaries were 


supposed to be sieves and not shells, thus admitting the desirable 


flows and excluding the inappropriate or injurious elements. The 


difficult decision they argued was in determining what was 


considered desirable or harmful; the fact being that the criteria 


could vary from time to time and from location to location in the 


organization. 
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2.3.3.2 Rational systems model 


 


According to the rational systems theorists, organizational 


boundaries contribute to organizational rationality. In this particular 


case, reference was made of the characteristics of Max Weber 


(1947 tr.: 334-445) which were identified as defining rational-legal 


systems. These characteristics, such as his stipulation that officials 


be appointed by free contract according to their technical 


qualifications was intended to ensure that selection criteria were 


organizationally relevant, and that the selection process would be 


relatively free from the influence of other social affiliations, whether 


religious, economic, political or familial, were viewed as bounding or 


insulating the organization.  


 


These theorists viewed the external identities of individual 


participants as playing a relatively insignificant role, and viewed it 


primarily as a problem to be managed by appropriate recruitment 


criteria and control mechanisms (Scott, 1981: 181-182). 


 


2.3.3.3 Natural systems model 


 


According to the naturalist systems theorists, it was impossible for 


any organization to eliminate completely these sources of 


“disturbances” such as social qualities, externally validated roles, 


qualities, interests etc. In terms of these theorists, goal-attainment 


considerations are secondary to survival. They argue that many 


participants are recruited precisely because they possessed 
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extraorganizational characteristics viewed as valuable to that end. 


What is viewed as a strategic question facing all organizations by 


these theorists, was how to recruit participants and harness their 


associated roles and resources in the service of organizational 


goals (whether goal-attainment or survival), while avoiding or 


minimizing the danger of becoming captives to participants external 


interests or personal agendas (Scott, 1981:182-184). 


 


In contrast to the open systems model, both the rational and natural 


systems models insist that organizations as a condition of their 


existence had to distinguish themselves from their environments. 


The argument being that without any distinguishable boundaries 


there could not be any organizations as the term is understood 


(Scott, 1981: 179). 


 


In view of the above different theoretical views on organizations as 


rational systems, the question of structural arrangements within 


organizations were conceived as tools deliberately designed for the 


efficient realization of ends. All these schools of thought focussed 


on the legally prescribed structures, that is to say, on the specificity 


of goals and the formalization of rules and roles. 


 


It could then be said that to a greater extent the quality of 


organizations is dependent upon the quality of people it employs, 


that is to say, finding the employees with the skills to successfully 


perform the tasks required to attain the company’s strategic goals. 


What this entails is that staffing and human resource management 
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decisions and methods are critical to ensuring that the organization 


hires and keeps the right personnel (Robbins & Decenzo, 2001: 


184).  


 
2.4  Recruitment and selection of managers in the public 


service 
 
The contemporary recruitment and selection methods in human 


resource management that are used worldwide for staffing 


organizations in the public sector were arrived at guided by the 


theoretical evolution of management theory.  
 
In most of the organizations immediately when the human resource 


management knows of their current staffing levels, they will 


normally begin to do something about it, depending on whether 


they are understaffed or overstaffed. Where there are one or more 


vacancies existing in an organization, the information gathered 


through job analysis could be used by managers to guide them in 


recruitment, that is to say, the process of locating, identifying, and 


attracting capable applicants. However, in those instances where 


the employment planning indicates a surplus, inevitably 


management may consider it appropriate to reduce the labour 


supply within the organization by downsizing or layoff activities 


(Robbins & Decenzo, 2001: 189).  


 


2.4.1 Recruitment  
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There are a number of definitions for recruitment that will be 


referred to in this regard such as the one according to Bartol & 


Martin (1991:412), where recruitment was perceived as “the 


process of finding and attempting to attract job candidates who are 


capable of effectively filling job vacancies”. 


 


The second definition according to Robbins & Decenzo (2001: 189), 


state that recruitment is “the process of locating, identifying, and 


attracting capable applicants”. 


 


Thirdly, Amos and Ristow (1999: 94), regard recruitment as 


basically about attracting a pool of potential candidates, from which 


the ideal candidate can be selected as cost-effectively as possible. 


 


The fourth definition by Swanepoel, Erasmus, van Wyk & Schenk 


(2003: 259), described recruitment as “ those activities in human 


resource management which are undertaken in order to attract 


sufficient job candidates who have the necessary potential, 


competencies and traits to fill job needs and to assist the 


organization in achieving its objectives”. 


 


According to the Senior Management Services Handbook 


reference, recruitment is regarded as “an activity that generally 


takes place in response to an existing post becoming vacant or a 


new post being created. Recruitment is- 
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(1) One of the important ways in which the Public Service meets 


human resource capacity requirements; 


 


(2) The primary instrument for achieving employment equity by 


opening up the Public Service to all sections of society; and 


 


(3) An important tool to be utilized by departments in order to 


ensure that the skills needed to meet their operational 


needs, are acquired.” 


 


Worldwide organizations make use of the recruitment processes to 


attract and to retain the interest of suitable candidates and to 


project a positive image of the organization to outsiders. The 


recruitment processes are set in motion mainly due to a workforce 


planning process resulting from resignations, promotions or 


transfers of officials in an organization. In its quest to ensure 


continuity, the organization is required from time to time to attract 


candidates with the necessary competencies and traits for the tasks 


to be performed (Swanepoel, Erasmus, van Wyk & Schenk, 2003: 


259).   


 


According to Gerber, Nel and van Wyk (1996: 114-120), recruitment 


could be conducted using internal sources or external sources. In 


the former case the recruitment process is restricted to applicants 


within an organization, and the sources that could be used are 


present employees, job advertisements, personnel records and 


skills inventories. Whereas in the latter case the recruitment extent 
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to applicants outside the organization, and the sources that could 


be used by the organization are employment agencies, head 


hunting, walk-ins, referrals, professional associations, 


advertisements and campus recruitment. 


 


Recruitment from an internal perspective has led most 


organizations to formulate programmes aimed at developing their 


own employees for positions beyond the lowest level. The policy 


commonly regarded as a “ promote from within wherever possible”, 


boasted of having its own advantages such as good public 


relations; morale building; encouraging ambitious good individuals; 


improving the probability of a good selection based on the 


availability of individual’s performance; less costly than recruiting 


from outside; internal candidates already knowing the organization; 


and where carefully planned this approach could act as a training 


device for developing middle- and top-level managers (Decenzo & 


Robbins, 1988: 121).  


 


However, this internal recruitment has its own disadvantages in that 


it has got a limited supply, and it may not increase the proportion of 


protected group employees (Robbins & Decenzo (2001: 190).   


 


Recruitment process 


 


The recruitment processes for different organizations are never the 


same because their needs are different. There is no ‘fit-one fit-all’ 


model approach to recruitment. As a result thereof, before the 
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recruitment process could begin, it becomes imperative that a study 


be conducted of those factors that could probably contribute 


towards attracting or discouraging the right candidates. The study 


entails an analysis of the strong and weak points of the organization 


as the employer. Furthermore, the study should cover aspects such 


as the national or local reputation of the organization, remuneration, 


fringe benefits and working conditions, opportunities for training and 


development, career opportunities and the location of the place of 


employment. The study must be done in comparison with the 


possible competitors, so that those factors with a potential of selling 


more points could be incorporated in a marketing plan. This will 


ensure that the organization emphasizes those positive aspects 


that will most appeal to prospective candidates in the recruitment 


strategy. The understanding here is that while it is a fact that in a 


certain sense candidates sell themselves when they apply, at the 


same time they buy what the organization has to offer (Gerber, 


et.al. 1996: 120). 


 


 According to Swanepoel, et.al. (2003: 272-275) there are fourteen 


steps in the recruitment process, which are usually followed in 


larger organizations. The recruitment process has the following 


steps: determine the exact need; obtain approval to recruit in terms 


of the human resource budget and level of appointment; compile or 


update job description and job specification; determine the key 


performance areas for the job; consult the recruitment policy and 


procedure; choose the recruitment source(s); decide on a 


recruitment method; implement the decision; allow sufficient time 
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for response; screen responses; draw up a short list of candidates; 


provide feedback to applicants; proceed to selection; and evaluate 


the recruitment effort. 


 


2.4.2 Selection  


 


Immediately after human resource planning has identified a human 


resource shortage, and a pool of applicants has been developed, it 


then becomes imperative to develop a method for screening the 


applicants to ensure that the most appropriate candidate is hired. 


This method was regarded as selection (Robbins & Coulter, 


1998:347). In the viewpoint of Bartol & Martin (1991: 413-414) 


selection was the process of determining which job candidates best 


suited organizational needs. What this entailed was that managers 


were expected to determine the extent to which job candidates 


have the skills, abilities, and knowledge required to perform 


effectively in the positions for which they are being considered. In 


order to arrive at a more appropriate judgement, managers and 


human resource professionals use various selection methods such 


as interviews and tests.  However, for the selection method to make 


adequate assessments of candidates, they must have validity. 


Validity implies the degree to which a measure actually assesses 


the attribute that it is designed to measure, that is to say, how well a 


selection device actually predicts a candidate’s future job 


performance. 
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According to Swanepoel, et.al. (2003: 282-283), not only should the 


selection methods be valid, but they must also be reliable, that is to 


say, consistent and stable. 


 


 Selection process 


 


There are several phases or steps followed in most organizational 


selection procedures, thereafter a candidate could either be 


rejected or accepted. Notable in this regard was the fact that in 


practice there could be an overlap between the recruitment and 


selection processes. The selection phases are as follows: 


preliminary interview, application blank, employment tests, 


employment interviews, reference checks, physical examinations 


and employment offer or rejection (Swanepoel, et.al.2003: 284-


294).  


 


2.5  The African experience on recruitment and selection of 
managers 


 


The studies on African governments revealed that, on achieving 


independence many of those governments expanded their public 


sectors for the sake of providing health, education, social services 


and development-related tasks. These new developments were 


characterized by changes in the personnel composition of their civil 


services. What was reported as noticeable was the fact that the 


expansion occurred mainly at the functional bureaucratic level and 


not in the middle and senior management ranks where it was most 
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needed. Such approaches to government building, led to the 


current African administration crisis that was argued as attributable 


to the major shortage of skills in the middle and senior management 


ranks. This state of affairs was said to have hindered the process of 


socio-economic growth in these countries (Bayat & Meyer, 1994: 


383). 


 


Nel & Macgowan (1999: 188-189) further alluded to problems of the 


post-colonial African states. According to these scholars, the 


development endeavours by some African states/governments after 


their emancipation from colonialism had two direct effects on those 


states. These development endeavours led to the centralization of 


authority, followed by rapid expansion of the public sector, which 


public sector ended up being overbloated, corrupt and inefficient. 


This state of affairs was attributable to the fact that, parastatals and 


public sector employment were expanded to feed patronage 


systems aimed at sustaining incumbent rulers in power by 


rewarding loyal supporters of the ruling party and military faction 


and relatives and friends of top government officials. This state of 


affairs was known as patriomonialism. A prominent example in this 


regard was the case of pre-1980 Liberia, where the membership of 


the ruling True Whig Party and Americo-Liberian origins were the 


necessary requirements for public service jobs, contracts, and 


scholarships and so on. 


 


The challenges confronting the South African state/government are 


explicitly depicted by the results of the study on the South African 
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labour market by Gerber, Nel and Van Wyk (1996: 108-109). 


According to these scholars, an oversupply of unskilled and semi-


skilled labour and a greater shortage of technically qualified and 


professional human resources characterized the South African 


labour market during this period. This they argued was attributable 


to the low productivity rate of South African organizations generally, 


as there was an inadequacy of qualified human resources required 


for competition at an international market environment. This was 


particularly the case with regard to skilled management, and 


already they argued it was difficult for organizations to obtain 


human resources of adequate quality. 


 


What has become apparent from the study of states/governments 


was the fact that the greatest challenge of the last decade of the 


20th century was the need to prepare a new generation of leaders 


who could lead multi-cultural, multi-ethnic democracies around the 


world into the 21st century. The African experience has shown that 


in order for the South Africans to meet the challenges of 


establishing a democratic government, achieving economic 


recovery and fostering long-term growth, it was imperative to 


streamline the policy –making and implementing institutions and 


inspire every role player with a sense of purpose and urgency. In 


addition, South Africa had to create a public sector that could 


respond to both political leadership and respects the law; a public 


sector with professional skills and the ethical sensitivity the country 


deserves. The fact being that, in the great enterprise of a 


democratic government there are undoubtedly moral challenges 
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and personal excitement. The probable response to these 


challenges could be to recruit and select upon talented and 


dedicated public managers who are development-oriented to serve 


in the public sector (Bayat & Meyer, 1994: 371).  


 


Consequently, this state of affairs demanded aggressive human 


resource development programmes from the South African 


state/government to ensure successful governance and 


development (Bayat & Meyer, 1994: 383). 


 


 


2.6  The recruitment and selection challenges 
 


The environment within which the recruitment and selection 


processes by organizations are taking place throughout the world, 


give rise to all sorts of challenges to managers in order to get the 


right candidates for the job. 


 


2.6.1 Diverse and competitive environments 


 


According to Cornelius (2001: 27-36), those managers who are 


involved in recruitment, selection and induction of employees for 


their organizations ought to recognize the need that the labour 


market from which they recruit the pool of talent has become 


diverse. It was here argued that “People are different from each 


other in many ways – in age, gender, educational experience, 


values, physical ability, mental capacity, personality, experiences, 
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culture and their attitudes and approaches towards work. We now 


operate in a global economy with many leading organizations 


operating globally, recruiting, selecting and working with a diverse 


workforce not only locally, but around the world to sell their services 


and products to diverse customs”.   


 


The argument here was that organizations that continue to recruit 


from a limited sector of the employment market were bound not 


only to fail to reflect their diverse customer base, but even to retain 


employees from diverse backgrounds. The fact being that there 


was continued demographic structural and organizational 


internationalization changes.  


Several propositions considered appropriate under the 


circumstances were made. Firstly, recruitment for a diverse 


workforce should be done at critical entry points to the organization, 


so that when organizations promote from within, it must be ensured 


that the pool of talent available for promotion was the best. 


Secondly, managers ought to ensure that there was a stronger link 


between diversity objectives and the strategic plan for an 


organization, if a culture of diversity was to thrive. Thirdly, the 


recruitment plan had to be a product of the human resource plan, to 


ensure the recruitment, selection and retention of the ‘right people’ 


for the organization. Lastly, it was considered imperative for 


managers involved in the recruitment and selection processes to be 


fully aware of equal opportunities legislation, and to understand 


how discrimination could occur both directly and indirectly in the 


recruitment process. Managers were expected at each step of the 
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process to be aware of the legal requirements as well as ‘good 


practice’. 


Accordingly, organizations were not destined to achieve their 


strategic plans unless they valued their people. It was argued that 


employees could only feel valued when they received no less 


favourable treatment on the basis of race, colour, nationality, ethnic 


or national origins, sex, marital status, sexual orientation, religious 


beliefs, disability, age or community background. 


 


2.6.2 The South African legislative framework 


 


In South Africa, as pointed out in chapter one, the challenges 


managers are faced with in recruitment and selection of personnel 


for organizations are the ‘mandatory and regulatory framework’ that 


are provided for by the Constitution of the Republic of South Africa, 


1996, the Labour Relations Act, 1995, the Employment Equity Act, 


1998 and the Public Service Act, 1994 read in conjunction with the 


Public Service Regulations, 2001.  


 


2.6.3 Strategic recruitment 


 


Swanepoel, et.al. (2003: 277-278) advocated that in order for 


organizations to move into a new era of international competition, 


the need for changing recruitment approaches was inevitable. The 


problems according to them were that the traditional recruitment 


methods were past and present oriented, and as such reactive. 


They argued that a strategic approach to recruitment should be 
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maintained, which entailed that job descriptions and job 


specifications among other things must be in line with the general 


strategic direction of the organization. For example, where it was of 


strategic importance to implement affirmative action more 


vigorously, this had to be supported by recruitment efforts. There 


are steps that could be considered in a strategic approach to 


recruitment, namely:  


 


 The purpose of the recruitment function in the context of 


the organization strategy and HRM strategy;  


 The present strengths and weaknesses of the 


organization’s recruitment approach;  


 The external and internal environments that are likely to 


affect the recruitment function;  


 What range of recruitment strategies are available;  


 What choice of recruitment strategy is appropriate as 


compared to other human resource management 


practices and strategies; 


  How a new recruitment strategy was implemented; and  


 Which criteria should be used to evaluate recruitment?  


 


In a nutshell what strategic recruitment entails was that before any 


organization could start recruiting, it must first decide on a 


recruitment policy which take into consideration the internal and 


external factors, followed by which method of recruitment to 


employ.   
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2.6.4 Ethics and Accountability in Administration 


 


What is worth noting as a challenge to the establishment of strong 


organizations capable of effectively and efficiently achieving their 


goals is unethical behaviour or corruption by public officials. 


Unethical behaviour or corruption has got no boundaries; it 


manifests itself in different forms; it thrives in both the public and 


the private sectors; and it exists in the developing and the 


developed societies alike. 


 


According to Bardhan in Camerer (1997: 3) and Sengweni & Balia 


(1999:165), “Corruption is the abuse of public office for private 


gain”. The emphasis of this definition is on a person who rather 


than use his position to promote the welfare of the society, decided 


to benefit himself at the expense of the society with the government 


resources.   


 


In terms of section 1(1) of the Corruption Act, 1992(Act 94 of 1992): 


“corruption is the giving, offering, or agreeing to give a benefit to an 


official or agent and the receiving, obtaining or agreeing to receive 


or attempting to obtain a benefit by a public official or agent “. 


According to the Act, emphasis is on someone giving something of 


value to an official of government, with the intention of obtaining a 


favour out of government contrary to laid down rules and 


procedures. 
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In view of the definitions above, corruption could be understood as 


involving a conduct or an act by a public official or a member of the 


public, which is: 


 


i. Performed in  relation to the exercise of public duty or the 


holding  of an office or a relationship of agency; and 


intended to benefit unduly the official or the private interest 


of a member of the public, and does not  


 


ii. Actually serve or benefit public interest in accordance with 


public duty; and advance the proper or good 


administration of public affairs, but brings the 


administration of public affairs into disrepute. 


 


Corruption is viewed by other scholars as an antithesis of good 


governance, which governance is not necessarily limited to 


government, but also refers to the way in which all public affairs are 


being conducted such as in the economic sector, and by non 


governmental actors. Good governance is perceived as that 


practice by political leadership characterized by accountability, 


transparency, openness, predictability, and the rule of law. Good 


governance is widely accepted as a critical element towards 


securing stable economic development (Camerer, 1997: 3). 


 


Lungu (1983:361), argued that this problem has been more evident 


in post-colonial states of Africa, where anti-colonial rhetoric and 


promises of moral and honest leadership have been contradicted 
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by revelations of rampant corruption, tribalism, administrative 


inefficiency, and general institutional ineffectiveness. 


 


Corruption practices experienced largely within different societies 


throughout the world are attributable to personal positioning, 


unethical leadership and disloyalty to the government and its 


institutions (Malan & Smit, 2001: 32-39).  


 


According to Kanyane in Mafunisa (2000:13), these corrupt 


tendencies exist in various spheres such as the political, legal, 


economic and social spheres. What is notable is the fact that there 


is a greater degree of interdependence between the different 


spheres of life; so much that corruption in one sphere could easily 


spill over into the other spheres. 


 


There is a general consensus that in most organized societies 


where governments have been established with the purpose of 


promoting the general welfare of its entire people, parasitic 


practices such as corruption are agreed to be threatening economic 


growth, social development, consolidation of democracy and the 


national morale (Camerer, 1997:6).  


 


Unethical leadership characterized by corruption in the public 


service is said to lead to the destruction of every facet of sound 


governance. Under such circumstances, leaders lose their 


credibility, a work environment of distrust and disrespect develops, 


interpersonal relations become unbearable, effective 
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communication becomes fiction, and the conditions for carrying out 


sound and constructive managerial process disappear. 


Furthermore, personal needs and ambitions start to dominate 


organizational needs. Personnel become demotivated, disloyal, 


unproductive and idle. Standards fall; services disintegrate, and 


personnel become disrespectful. Finally, personnel with integrity 


leave the public sector (Malan & Smit, 2001:72). 


 


2.7  CHALLENGES FACING THE PUBLIC MANAGERS IN   
SOUTH AFRICA 


 


The public managers in South Africa today, at local, provincial and 


national governments have a prime duty to positively contribute 


towards building a better life for the entire South African society.  


In their endeavour towards efficient and effective public 


management, the public managers have various current and future 


challenges to content with in the public environment, namely, 


macro-issues and micro-challenges. Consequently, any potential 


public manager for recruitment and finally selection into the public 


service ought to be in a position to stand up against these 


challenges. Van der Walt and Du Toit (1999: 377) explain macro-


issues as referring to the external environment of the institutions, 


whereas micro-challenges refer to those demands made on 


present and future public managers in the organizational context. 
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2.7.1 Macro-environmental issues 


 


According to Van der Walt and Du Toit (1999: 377) the macro-


environmental issues confronting public managers are of a political, 


social, economic, technological and legal nature. While other issues 


are national crises, disasters and security. 


 


2.7.1.1 Political issues 


 


The public managers according to Fox, Schwella & Wissink 


(1991:19), should in the execution of their management functions, 


give consideration to the analysis of international and national 


power structures and processes in terms of their nature, power 


positions, influence, legitimacy and stability. Van der Walt and Du 


Toit (1999: 378-379) support this view where it is argued that the 


public management of any institution today, cannot be viewed as 


detached from the political events in South Africa and the world at 


large. The public managers should act as agents of change within 


the political and rationalization processes in order to adapt existing 


management practices and principles, and to implement new policy. 
 


2.7.1.2 Social issues 
 


The public managers in order to make accurate decisions which will 


enable them to successfully execute their functions in a continually 


changing environment, ought to make an analysis of the 


community’s culture, needs, preferences, faith, language, traditions, 
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and so on. Focus on population growth should be given priority, as 


it will constantly make demands on government institutions on 


issues such as education, health services, migrations, transport, 


food, and protection. Currently, South Africa’s population could be 


approximately 48 million, and growing at a rate of 5 million every 


3.6.years. (Van der Walt and Du Toit, 1999: 380). 


In addition, Fox, Schwella & Wissink (1991: 20) argue that the 


social environment analysis should include trends on the 


demographic characteristics of the population, urbanization, 


housing, education and training and human development as these 


factors will influence the characteristics and needs of consumer 


groups and the employees of the organization. 
 


2.7.1.3 Economic issues 
 


The public managers need to look into the national economic 


factors such as the structure of the economy, patterns of economic 


growth, inflation trends, rates of exchange, and trends, balance of 


payment trends, and savings and investment trends. Also worth 


noting are climatic conditions and geography, as these influence 


the availability of land, water, mineral and energy resources as well 


as the competitiveness of the particular national economy (Fox, 


Schwella & Wissink, 1991: 19). 


From a South African perspective Van der Walt and Du Toit (1999: 


381-382), regard the following characteristics of economic trends as 


presenting unique challenges for the public managers: increasing 


poverty, high unemployment, growing informal sector, growth in 
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small business, focus of government on reconstruction and 


development, increasing social responsibilities, and increasing 


government spending. 


 


2.7.1.4 Technological issues 
 


The public manager should consider for analysis the nature of the 


technology, trends in technological development and the natural 


and social impact of the uses of technology Fox, Schwella & 


Wissink (1991: 20). According to Van der Walt and Du Toit et.al 


(1999: 383), the greatest challenges to the public managers are 


viewed as the application and operationalisation of technological 


aids, that is to say, those management aids necessary to facilitate 


the work processes of public administration and those processes 


resulting in savings. 
 


2.7.1.5 Legal issues 
 


Van der Walt and Du Toit (1999: 384) explain that legal issues 


include factors such as the constitutional system, the nature of the 


legal system, legislation and directives to do with the establishment 


and control of institutions within the state. The general and 


important legislation and directives and the challenges they present 


to the public managers are listed in sections 195 & 197 of the 


Constitution, Act 108 of 1996; section 7(3)(b) of the Public Service 


Act 103 of 1994; Part 3 of the White Paper on Transformation of the 


Public Service 16414 of 1995; section 1.4 of the White Paper on the 


Reconstruction and Development Programme16085 of 1994; the 
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White Paper on Service Delivery (Batho Pele of October 1997); the 


White Paper on Human Resource Management in the Public 


Service of December 1997; White Paper on Affirmative Action in 


the Public Service of May 1997; and the Presidential Review 


Commission 17020 of March 1996. 
 


2.7.1.6 National crises, disasters and security 
 


In view of the risk South Africa is exposed to just like all countries of 


the world, the public managers need to have clear policies and 


strategies in place to be able to deal with such natural, 


technological and environmental hazards as droughts, floods, major 


fires, tornadoes, major oil spills etc. There are issues such as wars 


and political violence, which have far-reaching consequences. 


Currently, South Africa has policies such as the White Paper on 


Disaster Management of 19 January 1999. As early as 1997 


Cabinet established a body called the Interministerial Committee for 


Disaster Management (GCIS, 1999:48-49). 


 


2.7.2 Micro-environmental challenges 


 


The micro-environmental challenges according to Van der Walt and 


Du Toit (1999: 389) are those demands made on public managers 


in the organizational context now and in the future. The 


environmental challenges that the public managers have to content 


with are as follow: Administrative and management challenges; 


Personal intellectual challenges; Insufficient relevant management 
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information; Insufficient time in which to analyze information; 


Insufficient knowledge; Insufficient identification and defining of 


issues; Human resources limitations; and Lack of legitimacy. 


 


2.7.2.1 Administrative and managerial challenges 


 


The public managers in South Africa ought to ensure that the 


administrative and managerial systems are flexible enough to 


address the needs of the non-racist, non-sexist and fully democratic 


South African society. The public managers need to manage and at 


the same time lead and initiate change within the institution (Van 


der Walt and Du Toit, 1999: 390-391) 
 


2.7.2.2 Personal intellectual challenges 


 


The public managers in order to be able to deal with the challenges 


presented by the internal environment of an institution, need to 


possess the appropriate educational and academic qualifications, 


personal skills and traits, as well as their experience and creativity 


with regard to the office they occupy. As such public managers 


need to possess the qualities of organizers, leaders, politicians, 


experts, scientists, and agents of change, internationalists, 


reformers and diagnosticians in their line of work. Public managers 


face the challenge of a need to be exposed to diversified and 


holistic training programmes (Van der Walt and Du Toit, 1999:392).  
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2.7.2.3 Insufficient relevant management information 


 


One of the challenges is the availability of quality information the 


public manager requires to enable him/her to take action and 


contribute positively to effective decision-making capable of 


bringing about change in promoting the general welfare of the 


public (Van der Walt and Du Toit, 1999: 394) 


 


2.7.2.4 Insufficient time in which to analyze information 


 


Any public manager needs to give himself/herself ample time to 


thoroughly analyze the environmental trends and issues affecting 


the institution, as this will ensure that medium- to long-term 


planning does take place. However, where the manager do not 


have such time, other mechanisms must be put in place to address 


this challenge (Van der Walt and Du Toit, 1999: 394). 


 


2.7.2.5 Insufficient knowledge on the part of those who have to 


apply management decisions   
                                 


The public managers in South Africa at all levels of government 


face a challenge of leading a personnel corps without the relevant 


knowledge and skills, and who might not be able to implement 


management decisions, and to apply the prescribed methods and 


procedures (Van der Walt and Du Toit, 1999: 394). 
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According to the HRD Strategy for the Public Service (2002-


2006:22) “all departments and components must become true 


learning organizations.”  
 


2.7.2.6 Insufficient identification and defining of public and  


Institutional issues 


 


The public managers need to constantly monitor the needs and 


desires of the public to ensure that his/her institution provides the 


required services and products. A continual analysis of the activities 


of the institution is also necessary to ensure that it is attuned to 


deliver as expected (Van der Walt and Du Toit, 1999: 394). 


 


2.7.2.7 Human resource limitations 


 


The other challenge for public managers is that half of the labour 


force from which they must recruit to promote the general welfare of 


the public is illiterate (Van der Walt and Du Toit, 1999: 394). 


The challenge of the public manager in this regard is to implement 


the Skills Development Act 97 of 1998. 


 


2.7.2.8 Lack of legitimacy among the public and personnel 


 


The public managers in their quest to lead a process of service 


rendering they are exposed to criticism from both the political 


sphere and from among the colleagues in terms of how they 


approach their work (Van der Walt and Du Toit, 1999: 395). 
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2.8  Public Service Delivery 
 


The question of public service delivery according to Kroon (1995) in 


Van der Walt and Du Toit (1999: 17) rests in the hands of public 


managers. The fact being that “a manager is a person who has 


been appointed to a leading position and who has committed 


himself/herself to that task to take the lead in the execution of 


specific instructions by concentrating on the employees under 


his/her control, by determining how they can be motivated and by 


deciding how to do things correctly. Everything therefore centers on 


the manager since he/she must lead the institution to the 


achievement of its objectives by means of the management 


functions”. 


 


Public service delivery as viewed by Du Toit, et. al. (2002:56), was 


perceived as comprehensive in the sense that, it did not only refer 


to the results, but was more encompassing referring to the results 


of intentions and decisions of government and government 


institutions, and the actions undertaken and the decisions made by 


people employed in government institutions.  Where service 


delivery occurred in a socio-political context, there are requirements 


that needed to be observed. These requirements amongst others 


include the following:  


 Consideration of the needs of the general majority of the 


people; 


  Consideration of the inputs from society in respect of their 


requirements for the enhancement of their welfare;  
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 Policies that guide government institutions and officials to 


achieve their objectives in order to improve the welfare of the 


people;  


 Government institutions and people to support the general 


welfare of all citizens; and 


  The decisions and actions by people employed in 


government institutions.  


 


According to Pauw, et. al. (2002: 7), the reason for the existence of 


public institutions has always been nothing else but the rendering of 


services to the people as part of the political community called the 


state.  


 


As such the concern of the members of the legislature at provincial 


government level should be to ensure that the public services are 


delivered in the most appropriate and an effective way (Van der 


Molen, et. al., 2002: 46).  


 


Service delivery should in itself amount to development, where 


development is regarded as a process through which an individual, 


a community or a state optimally utilizes, without waste all available 


resources and positive influences from the environment to move 


away from one situation to a more desired situation. Development 


in itself will give rise to changes in respect of social, economic, 


political, physical and cultural aspects in the life of society (Du Toit, 


et. al., and 2002:66).  
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Van der Molen, et. al. (2002: 46-53), outlined how the PFMA has 


provided a way of measuring service delivery using a ‘budget 


analysis based on programme/performance-budgeting methods’, 


and which method was based on an evaluation of the relationship 


between inputs and outputs. There are documents such as the 


departmental quarterly reports, annual and Auditor-General’s 


reports that could be used to determine whether service delivery 


has been effective, efficient, appropriate and economic.  


 


2.9  Summary  
 
The position of the different school of thought on the question of 


organizations as rational systems, conceived of structural 


arrangements within organizations as tools deliberately designed 


for the efficient realization of ends. All of them focussed on the 


legally prescribed structures, that is to say, on the specificity of 


goals and the formalization of rules and roles. However, these 


theories on organizations as rational systems had their own limits; 


all of them took no notice of the effect of the larger social, cultural, 


and technological context of the structure of the organization. 


Organizations have been perceived as open systems that need to 


energize themselves from the environment that surrounds them. 


This meant that organizations ought to import renewed supplies of 


energy (input) from other organizations, materials, and so on that 


exist outside themselves. The argument here was that without the 


importation of energy the organization could die. 
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Therefore, in those circumstances where there have been 


expansions, resignations, promotions or transfers of officials in an 


organization, it became necessary for the managers to set in 


motion recruitment processes mainly based on a workforce 


planning process. This meant that organizations in their quest to 


ensure continuity were required from time to time to attract 


candidates with the necessary competencies and traits for the tasks 


to be performed. This position has been argued to be equally true 


where ordinary personnel or managers were sought. 


 


In South Africa managers have clear legal frameworks for 


recruitment and selection as provided by the Constitution of the 


Republic of South Africa, 1996, the Labour Relations Act, 1995, the 


Employment Equity Act, 1998 and Public Service Act, 1994 read in 


conjunction with the Public Service Regulations. But in so far as the 


recruitment and selection of senior managers is concerned, the 


Senior Management Service Handbook of 2001 is used in 


conjunction with the above legal framework.  


 


There are several challenges that public managers in South Africa 


are faced with, and which challenges need to be considered in the 


recruitment and selection by organizations. The managers it is 


argued should at all times be able to analyze the environments 


within which their organizations find themselves, so that they could 


be strategic in their planning.  
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Unethical leadership characterized by corruption in the public 


service has been considered to be one of those challenges, which if 


not taken care of, could lead to the destruction of every facet of 


sound governance. Parasitic practices such as corruption is agreed 


to be threatening economic growth, social development, 


consolidation of democracy and the national morale. 


 


There is a general consensus that in most organized society where 


governments have been established their reason for existence has 


always been nothing else but the rendering of services to the 


people as part of the political community called the state. 


Recruitment and selection of managers or any personnel into the 


public institutions should be to enhance provision of the general 


welfare to the rest of the society. 


 


In the next chapter the discussion will focus on the research design 


and methodology followed in the study in order to investigate the 


problem that has been formulated above.  
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CHAPTER 3 
 


REARCH DESIGN AND METHODOOGY 
 
3.1 Introduction  
 
In this chapter which focuses on research design and methodology 


following Mouton (2001:123), particular attention will be directed 


towards the following:  
 


 Defining the research hypothesis and the key concepts and 


variables that formed part of the study, followed by explanations 


of how these hypotheses were arrived at, whether they were 


derived from existing theories or were borrowed from other 


empirical studies.  
 


 Provision of an explanation as to which definitions of variables 


were chosen and the grounds on which they are based. 
 


 A discussion of the instruments preferred and used in the 


measurement of key variables of this study.  


 


 An explanation of the sampling design, the sampling techniques 


employed and the criteria used in the choice of sample size. 


 


 Giving full details of the data collection process, including 


gaining access to the subjects, data collection techniques and 


procedures used dates and settings of data gatherings. 
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 Describing procedures used in capturing and editing data, post-


coding procedures and measures to minimize error. 


 


 Describing the rationale behind the selection of data analysis 


procedures as well as the actual procedures used. 


 


 Discussion on the quality of data collected by highlighting 


shortcomings, limitations and gaps in the data. 


 
3.2 Hypotheses, conceptualization, definitions and key 
variables 
 


In this study there are four hypotheses that have been formulated, 


and that serve as tentative, concrete and testable answers to the 


research problems. 


 


3.2.1 First hypothesis 


 


The hypothesis “Managers who are hopping from one department 


or division to the other, will lead to ineffective programme 


implementation”, means that the continued introduction or loss of 


managers from or into organizational positions possess the 


potential of hampering the implementation of organizational 


programmes. 
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This hypothesis was derived from the views of Fayol in Pugh (1971: 


15-16) on the question of  ‘Stability of tenure of personnel’, where 


he argued that any employed workman who has been selected for 


a particular job, requires some time in the new job to raise to the 


level of doing it well. The fact being that where for some reason 


he/she was removed, or has left the job for the other reasons within 


a short period, such an individual was most likely to be deprived the 


opportunity to have time to render a worthwhile service. It was 


further argued that where in an organization individuals are hopping 


in and out in a sustained manner, it could be safely predicted that 


because of insecurity of tenure in an organization they would not do 


their work properly. Naturally, where personnel moved from one 


organization to the other, or individuals could leave because of 


reasons like age, illness, retirement, death, this had a potential to 


disturb the smooth running of an organization. In terms of this 


principle the managers were, therefore, at all times expected to 


strategize to minimize the flow of personnel from inside the 


organization. 


 


The formalization of structures according to Scott (1981: 58-62) 


created room for processes of succession that routinized and 


regularized the movement of individuals into and out of offices, so 


that one appropriately trained person could replace another with 


minimal disturbance to the functioning of the organization. 


 


3.2.2 Second hypothesis 
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The hypothesis “Inappropriately guided recruitment and selection 


processes, will result in the recruitment and selection of ineffective 


and inefficient managers”, means that where the acceptable 


recruitment processes are not followed the wrong candidates could 


be recruited. 


 


This hypothesis was derived from the views of Gerber, et.al. (1996: 


120), where it was argued that the recruitment processes for 


different organizations are never the same because their needs are 


different. This implied that there is no ‘fit-one fit-all’ model approach 


to recruitment. As a result thereof, it became imperative that before 


a recruitment process could begin, a study had to be conducted 


about those factors that could probably contribute towards 


attracting or discouraging the right candidates.  


 


The logic in the fourteen steps in the recruitment process as put 


forward by Swanepoel, et.al. (2003: 272-275), and which steps are 


usually followed in larger organizations, had an influence for 


arriving at the hypothesis. The point being that, an appropriately 


guided recruitment process has to take the following steps: 


determining the exact need; obtaining approval to recruit in terms of 


the human resource budget and level of appointment; compiling or 


updating job description and job specification; determining the key 


performance areas for the job; consulting the recruitment policy and 


procedure; choosing the recruitment source(s); deciding on a 


recruitment method; implementing the decision; allowing sufficient 


time for response; screening responses; drawing up a short list of 
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candidates; providing feedback to applicants; proceeding to 


selection; and evaluating the recruitment effort. 


 


The fact that, after the human resource shortage has been 


identified through a human resource planning, and a pool of 


applicants has been developed, necessitated that a method be 


developed for screening the applicants to ensure that the most 


appropriate of the candidates were hired. This method was known 


as selection (Robbins & Coulter, 1998: 347). Selection as put 


forward here formed a component of the hypothesis in addition to 


recruitment. 


The question of validity required for any selection method to be 


used, be it as interviews or tests, provided a more appropriate base 


for the selection of the hypothesis. Validity under the circumstances 


implying the degree to which a measure actually assesses the 


attribute that it is designed to measure, that is to say, how well a 


selection device actually predicts a candidate’s future job 


performance. Furthermore, the selection methods were not only 


expected to be valid, but they also had to be reliable, that is to say, 


consistent and stable. There are several selection phases to be 


observed such as: preliminary interview, application blank, 


employment tests, employment interviews, reference checks, 


physical examinations and employment offer or rejection 


(Swanepoel, et.al.2003: 282-294).  


 


The argument by Cornelius (2001: 35) was that there is a price in 


any processes of recruiting and selecting the ‘right’ person, and the 
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fact that this could be substantial for the organization, as it could be 


both in financial and non-financial terms. The costs could include 


the obvious costs of the recruitment and selection processes, the 


less obvious costs of training the selected person to undertake a full 


and contributing role to the organization, and lastly the costs of 


recruiting and selecting the ‘wrong’ person. This statement pointed 


out what might result in the case where the not up to standard 


recruitment and selection processes were carried out.    


 


3.2.3 Third hypothesis 


 


The hypothesis “The use of one type of recruiting source could lead 


to an imbalance in a department or division”, means that an 


organization needs to attract, retain and develop a diverse 


workforce. 


 


The hypothesis was derived from fact that there are two recruitment 


sources, namely, internal and external searches, with both having 


their advantages and disadvantages. According to Decenzo & 


Robbins (1998: 121), most organization prefers to develop their 


own employees for positions beyond the lowest level, guided by a 


policy of “promote from within wherever possible”. This form of an 


‘internal search’ possessed its advantages being to ensure good 


public relations; building of morale; encouraging ambitious good 


individuals; improving the probability of a good selection due to the 


availability of individual’s performance; less costs; knowledge of the 


organization by internal candidates; and provision of a training 
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device for development of promoted middle- and top-level 


managers. However, organizations ought to be cautious towards 


preferring inbreeding, as this could lead to a dysfunctional 


organization by utilizing inferior internal sources simply because 


they are there, while excellent candidates are available on the 


outside. Under certain circumstances it may become necessary to 


introduce ‘new blood’ to broaden the present ideas, knowledge and 


enthusiasm and to question the ‘but-we have always-done-it-that 


way’ mentality.  


 


Herbert Kaufman (1975) in Scott (1981:179) pointed out that the 


central insight emerging from the open systems model was that all 


organizations were incomplete, and as such depended on 


exchanges with other systems. What this entails is that in the 


recruiting and selecting, managers should adopt an open approach 


with regard to their environmental influences as a condition for the 


survival of their organizations.  


The emphasis in the statement by Kaufman (1975) was on the 


question of maintaining a balance between recruiting from inside 


and outside of an organization, hence the choice of the hypothesis.   


 


3.2.4 Fourth hypothesis 


 


The hypothesis “The lack of monitoring and evaluation of the 


recruitment processes could lead to an ineffective recruitment 


process”, means that where progress in the implementation of the 
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recruitment plan was not been reviewed, the organization could not 


recognize the shortcomings and hindrances to its approach. 


 


According to Scott (1981: 182-183), it was impossible in practice for 


any organization to completely eliminate the most portable of 


baggage in social identities such as externally validated roles, 


qualities and interests. These social identities in themselves could 


serve as effective sources of disturbance for the running of 


appropriate recruitment and section processes. The argument here 


is that organizations need to harness the associated roles of 


participants and resources in the service of organizational goals, 


while avoiding or minimizing the danger of becoming captives to 


participants’ external interests or personal agendas. 


 


Cornelius (2001: 36) pointed out that, it was important during the 


recruitment and selection processes to be fully aware of equal 


opportunities legislation, and at the same time to understand how 


discrimination could occur both directly and indirectly. Managers in 


an organization were to ensure that appropriate recruitment 


processes were followed and selection processes were valid and 


non-discriminatory. This entailed that it was important at each step 


in the recruitment and selection processes to be aware of legal 


requirements as well as ‘good practice’. The general steps followed 


by most organizations being the identification of the need to recruit, 


analyzing the requirement for the job, defining the selection criteria, 


determining the reward, advertising the vacancy, selecting the 
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‘right’ person, inducting the starter and finally measuring, reviewing 


and evaluating the processes. 


 


3.3 Issues of measurement 
 
The instruments that were used in gathering information directly 


from the participants for the purpose of measuring the key variables 


of the study were structured questionnaires and interview 


schedules. 


3.3.1 Questionnaire 


 


In this study, questionnaires as instruments were used as part of a 


quantitative research with the aim of arriving at universal 


statements (Brynard & Hanekom, 1997: 29). 


 


The questionnaires were used without direct personal contact with 


the respondents, and as such could be regarded as ‘self-


administered questionnaires’. The respondents themselves 


managed to complete these questionnaires without the assistance 


of an interviewer. The self-administered questionnaires were 


distributed and collected once they had been filled out; and some 


were hand delivered through officials with the respondents having 


been asked to send them back. This being in line with the views of 


Bless & Higson-Smith (1997: 105-106). 


 


Leedy (1993: 187-191) pointed out that a questionnaire was a 


totally impersonal probe, and as such it needed to be governed by 
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several practical guidelines whenever it was employed as a tool in 


survey research. 


This ensured that, firstly, the language of the questionnaire was 


unmistakably clear, for what might be crystal clear to one person 


could be so much meaningless jargon to another person. As result 


of this fact, the assumptions underlying the questions were 


inspected, the reason having been to check whether the 


assumptions fit with the realities of life. This then necessitated a 


pilot study that was used for pre-testing the questionnaire on a 


small population. 


Secondly, questionnaires were designed to fulfill a specific research 


objective, that is to say, item by item; a questionnaire had to be 


quality-tested again and again for precision of expression, 


objectivity, relevance, suitability to the problem situation, and 


probability of favourable reception and return. All in all, the 


questionnaire had to be courteous, simple, considerate, universal, 


brief and consistent. 


Third, the questionnaires study succeeded mainly because success 


was planned for. After the population was selected, short briefings 


were conducted telephonically and through meetings in order to 


describe the potential value of the study. 


Fourth, the questionnaire was well designed to ensure the 


collection of good quality data. 
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3.3.2 Interviews  


 


In complementing data collected through questionnaires, non-


scheduled interviews, non-scheduled structured interviews and 


scheduled structured interviews were conducted (Bless & Higson-


Smith, 1997:104-105. 


 In terms of non-scheduled interviews, the respondents were asked 


to comment on broadly defined issues, and were free to expand on 


the topic as they pleased based on their practical experiences. In 


this case though the interviewer asked some questions for clarity, 


with such questions not amounting to giving directives or 


confronting the interviewee with probing questions. 


Non-scheduled structured interviews were also conducted by 


guiding the interviews with structured questions; however the 


interviewer was free to formulate other questions as judged 


appropriately for a given situation. In response to the questions, the 


respondents were free to choose their own definitions, to describe a 


situation or to express their particular views and answers to 


problems. 


In the case of scheduled structured interviews, a questionnaire of 


scheduled structured interviews was presented to each respondent 


in exactly the same way to minimize the role and influence of the 


interviewer and to enable a more objective comparison of the 


results. 
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3.4 Sample design and sampling methods 
 
The population selected for purposes of this study was that of the 


management team of the Department of Public Works in the 


Limpopo Province. The population consisted of 281 management 


officials. The proportional stratified random sampling design was 


used for obtaining a sample, with head office and the six district 


offices forming the different stratas. The technique employed was to 


take 14% of managers in all stratas to form part of the sample. The 


criteria that were used to choose the sample size was aimed at 


ensuring that, the sample size was manageable in terms of time 


and costs and that it also simplify the study. 


 


According to Leedy (1993: 209-210), proportional stratified random 


sampling enables the several discreet elements in the total 


population to be separated, so as to be able to select from each of 


the individual groups a random sample proportionately 


representative of the numerical strength of each of the components 


within the entire conglomerate. 


 


3.5 Data collection methods and fieldwork practice 
 
The data was collected using questionnaires and interviews, 


followed by the collection of selected government reports with 


appropriate data. In the case of interviews, the following three 


methods were used, namely, non-scheduled interviews, non-
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scheduled structured interviews and scheduled structured 


interviews.  
In the case of questionnaires, a pilot study was undertaken 


involving only ten questionnaires that were distributed in Capricorn 


District office before a full-scale data collection was carried out. As 


a result of this study, several amendments were effected on the 


original questionnaire. 


Thereafter, all the questionnaires were distributed to the number of 


officials corresponding with the sampled number of 40(forty) at both 


head office and the district offices of the Department of Public 


Works. The population versus sample ratio for head office and the 


six districts were as follow: head office 10(ten), Capricorn District 


5(five), Sekhukhuni District 5(five), Waterberg District 5(five), 


Mopani District 5(five), Vhembe District 5(five), and Bohlabela 


District 5(five). 


In the use of questionnaires, there were several occasions where 


the researcher had to assist some of the officials in filling in the 


questionnaire, particularly where the questionnaires were 


completed on the spot. However, there were some subjects who 


preferred to take their time to go through the questionnaire in their 


spare time, even though one document could have taken less than 


five minutes to complete.  


After completing the questionnaires almost all of the subjects within 


head office contacted the researcher to go and collect the 


documents, whereas those in the districts either delivered the 


documents themselves or they delivered the documents through 


their colleagues who had business at head office. Most of the 
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subjects participated with enthusiasm, and there were very few 


cases where the researcher had to seriously make follow-ups for 


the questionnaires to be returned.   


In the process of delivering the questionnaires to the district offices, 


appointments for interviews were secured with the managers of the 


respective directorates such as Building and Maintenance Services, 


Shared Services, Property and Facilities Management and Roads. 


The interviews took place in the offices of the managers at district 


level. Immediately thereafter, arrangements to secure appointments 


for interviews with head office managers in their respective offices 


were made. However, appointments could not be secured with all 


the managers, as they were always committed.   


The interviews were conducted using three methods, namely, non-


scheduled interviews, non-scheduled structured interviews and 


scheduled structured interviews. In all respects a scheduled 


structured interview was conducted with subjects given 


questionnaires and expected to answer questions in almost the 


same way. At the same time non-scheduled structured interviews 


were conducted allowing the subjects to choose their own 


definitions to describe a situation or to express their particular views 


and answers to problems. This was then followed by non-scheduled 


interviews where the subjects were allowed to expand freely on the 


topic as they deemed it fit given their different experiences, and 


with the interviewer occasionally asking for clarity or further 


explanation.  


Collection of data through these two methods took a period of one-


month starting from 01 June 2005 to 31 July 2005 
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There are several documents that were collected from the 


Department of Public Works, the Department of Labour, the 


Provincial Public Service and the Premier’s Office, which 


documents contains data on the recruitment and selection of 


managers and service delivery. In the Department of Public Works 


the documents collected were strategic plans, annual reports, 


recruitment and selection policies, recruitment forms and related 


documents, statistics on the population of managers and statistics 


on equity.  


The Department of Labour has provided national reports with 


regard to the implementation of labour legislation; the Provincial 


Public Service Commission has provided reports on its findings on 


the state of the public service; and the Premier’s Office provided 


reports on how the province was carrying out its constitutional 


mandate. 


 
3.6 Data capturing and data editing  
 
In this study the capturing of data covered both the existing data 


and new data. In the former situation data was captured in its 


numeric or textual form, whereas in the latter case data was 


captured in textual and quantitative form. 


The procedure used in capturing the existing data involved typing it 


directly from the original sources.  Whilst in the process of capturing 


data, several questions had to be answered such as what were the 


origin and sources of data? Which author or producer wrote what 


documents? How the data was collected? 
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 In the case of new data, textual data in the form of mission 


statements and annual reports was captured directly from the 


original sources through keyboard entry. The same procedure of 


capturing through keyboard entry was followed with regard to 


quantitative data that was in the form of survey questionnaire data 


and structured interview. The captured data was double-checked to 


ensure that it has been accurately captured. 


 


3.7 Data analysis 
 
The analysis of data generally regarded as preliminary analysis 


commenced first with the interviews, with such analysis having 


contributed towards redefining the questions in order to maintain 


focus on the central themes. 


When coming to data that was collected making use of interviews, 


questionnaires and documents, this was grouped according to 


themes to ensure an effective analysis process. The aim in this 


regard has been to integrate the themes and concepts into a theory 


that offers an accurate, detailed, and yet a subtle interpretation of 


the research arena. When this aim has been achieved, the 


interpretation of data could be shared with all interested parties, 


and this will mark the final step of the analysis. 
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3.8 Shortcomings 
 
The shortcomings, limitations and gaps in the research 


methodology were mainly experienced during the data collection 


stage.  


The major shortcoming in the study was the inability to identify 


those subjects who have been disadvantaged during the 


recruitment and selection processes in the Department of Public 


Works, a factor that has the potential to influence their objective 


views. 


The gaps experienced was that the appointment with some of the 


key managers heading the directorates could not be secured as 


there were always busy or out, leading to middle managers being 


the ones interviewed. 


The limitations were mainly due to the unavailability of some 


documents identified as possible sources of data within the 


Department of Public Works. 
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CHAPTER 4 
 


RESULTS: PRESENTATION AND DISCUSSIONS 
 


4.1 Introduction 
 


In this chapter the discussion will be as put forward by Mouton 


(2001: 124), where attention will be focussed on the following: 


 


 Documenting the results gathered during fieldwork; 


 A discussion of the sample and its characteristics to ensure 


that the findings of the research were understood; 


 A summary of the description of the main results that were 


obtained making use of tables and other visuals such as 


graphs and figures; 


 A discussion of the main trends and patterns in the data, with 


specific reference being to the hypotheses or research 


questions.  


 


In conclusion, the main findings will be interpreted, with some 


highlights on either the positive or negative aspects of the main 


results.  


 


4.2 Sample profiles 
 


The population according this study was based on the management 


of the Department of Public Works, which consisted of deputy 
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managers, managers, senior managers, general managers, senior 


general managers and, head of department, all of which gave a 


total of 281. The proportional stratified random sampling design 


was used for obtaining a sample, with the head office and the six 


district offices forming the different stratas.  


 


According to Leedy (1993: 209-210), the proportional stratified 


random sampling allowed for the several discreet elements in the 


total population to be separated, thus making it possible to select 


from each of the individual groups a random sample proportionately 


representative of the numerical strength of each of the components 


within the entire conglomerate. 


 


A sample of 40 managers was taken out of the total population, it 


being 14% of the population. The sampled number included both 


head office and the district offices of the Department of Public 


Works. The population versus sample ratio for head office and the 


six districts were as follow: Head Office 10(ten), Capricorn District 


5(five), Sekhukhuni District 5(five), Waterberg District 5(five), 


Mopani District 5(five), Vhembe District 5(five), and Bohlabela 


District 5(five) 


 
4.3 Presentation of results 
 
The use of structured self-administered questionnaires, structured 


telephonic interviewing and semi-structured focus group 


interviewing, together with records kept in reports of the 
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Department, was geared to elicit relevant information from the area 


of study. This was facilitated by the fact that all the questions were 


structured in such a way that they should enable the researcher to 


test the hypotheses that were formulated to facilitate the study as a 


whole. 


The strategy was successful in the focus area, and the following 


questions or concerns for which the researcher needed responses 


to test the dependent variables of the hypothetical statements 


already formulated, are reflected hereunder in the form of tables 


and visuals such as graphs and figures in support of or rejecting the 


variables that were addressed.  


 


4.3.1 Structured self-administered questionnaires 
 


Figure 1.1  Movement of managers from one position of job to the 


other 
SA (strongly agree), A (agree), UC (uncertain), D (disagree) and SD (strongly disagree) 
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According to Figure 1.1, the majority of respondents generally 


agreed that managers were indeed moving from one employment to 


the other, in the sense that: 


 


a) Managers were continually applying for higher positions within 


the public service, and to the private sector; 


b) There are frequent appointments of managers into the 


department of Public Works within a particular financial year; and 


c) There are a significant number of managers leaving the 


department of Public Works each financial year.    
 


 


Figure 1.2  Believes of respondents with regard to the 


significance managers in a particular department. 
 


Figure 1.2 reflects the fact that most respondents were of the 


general believe that: 
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a) Managers were part of teams responsible for the implementation 


of programmes; 


b) The movements of managers from one programme to the other 


was robbing teams in a programme of the most valuable 


knowledge, skills and experience;  


c) The departure of managers from a team in the middle of 


programme implementation could normally have detrimental 


effects on the results;  


d)  The movements of managers from one programme to the other 


do have short-term negative effects. 
 


Figure 1.3 Respondents’ personal experiences of managers 


employed in the Department of Public Works 


 


 


According to respondents reflected in Figure 1.3: 
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a) Some of the managers who headed them were unqualified for 


their posts; 


b) They have not headed unqualified managers;  


c) As part of the management teams, they had reasons to believe 


that some managers were unqualified to operate at certain 


levels. 


 


Table 1.1  Respondents’ experiences about service delivery in the 


Department of Public Works 


 


Office Delivery (%) 


Head office 70% 


District Offices 82.5% 


Cost Centre offices 85% 


 


In terms of Table 1.1, there was clearly unanimity about the fact 


that the department was delivering at all its levels, with the lower 


offices delivering even better. 
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Figure 1.4 Application for managerial posts advertised in the 


department.  


 
 


Figure 1.4; depict the percentage of those who applied and those 


who did not, with 87.5% of respondents having applied for the 


management posts, whilst 12.5% did not. 
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Figure 1.5 The exclusion of the internal staff in the recruitment 


and selection processes 
 


SA (strongly agree), A (agree), UC (uncertain), D (disagree) and SD (strongly disagree) 
 


Table 1.2  Percentage of respondents who applied for managerial 


posts in the department 
 


Respon
se  


Satisfied 
minimum 
requirement
s 


Post 
advertised 
internally 


Short 
listed 


Internal staff 
appointed 


Yes  100 54 57 60 


No  0 46 43 40 


 
Table 1.2 shows that of the respondents who applied for 


managerial posts, all of them satisfied the minimum requirements, 


with the majority of the posts having been advertised internally, the 
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internal staff having been short listed, and the internal staff having 


been appointed.  


 
 


According to Figure 1.5, there was a general agreement 


amongst the respondents that: 


 


a) The recruitment system in the department was biased; 


b) There was manipulation of the recruitment policies to 


benefit certain people as opposed to others; 


c) The appointment of external candidates was always 


received with mixed feelings in the department; 


d) The current state of affairs was leading to frustrations and 


stressful conditions for some officials; and 


e) The spirit of work or morale of the workers was directly 


affected by the recruitment and selection processes. 
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Figure 1.6  Perceptions about the recruitment and selection 


processes in the Department of Public Works 


 


 


In terms of Figure 1.6, the perceptions of the majority of the 


respondents with regard to the recruitment process was that: 


 


a) There was doubt on whether the vacancies were created to fill 


the gaps left by departed officials; 


b) The vacancies were created as a need for expansion; 


c) There was not proper planning for the recruitment process; 


d) There were recruitment policies that pointed out which objectives 


had to be achieved; 


e) The Department of Public Works did not have monitoring 


mechanisms in place during the recruitment processes; and  
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f) The recruitment processes in the Department of Public Works 


were not evaluated.  


 


 


Figure 1.7 The effects of recruitment and selection processes on 


the normal running of departments and divisions 


 


Figure 1.7 reflected that the majority of respondents were of the 


opinion that: 


 


a) Interviews were conducted in provincial government 


departments almost everyday; 


b) Managers were not spending most of their time as interview 


panelists in different departments; and 


c) The high frequency of recruitment processes for managers could 


amount to interference with the normal running of events. 
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Figure 1.8 Desirable focus areas in the recruitment process 


 
Figure 1.8 indicates that the majority of respondents were not in 


favour of either the internal or external form of recruitment 


separately, but were in favour of a balance between the two. 


 


 


4.3.2 Structured telephonic interviewing and semi-structured focus 
group interviewing 


 


Interviews were conducted with all six heads of district offices and 


head office senior managers of four of the six Directorates in the 


Department of Public Works. 


 


4.3.2.1 The mission statement of the department of Public Works 
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To manage provincial roads, buildings and property services 


through mobilization and optimal utilization of resources for 


efficient, accountable and customer-oriented service delivery. 


 


4.3.2.2 Performance of the directorates 


 


All ten managers who were interviewed concurred about the fact 


that generally there was service delivery by all the directorates in 


the department at both district and head office levels. However, on 


the question of whether such service delivery was effective, 


efficient, economic and appropriate or not, this was said to be 


something that varied from one directorate to the other.   


 


4.3.2.3 The availability of resources in the directorates 


 


The interviews with the managers revealed that all directorates 


were well catered for in terms of budget and physical resources, 


with the main problem being shortage of appropriately 


knowledgeable, skilled and experienced managers. 


 


4.3.2.4 The challenges confronting the different directorates 


 


The main challenges in the respective directorates at both district 


and head office level were the same in that: 


 


 Gender continued to be skewed in favour of males; 
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 Experienced managers were easily lost to both the public and 


private sector environments; 


 Registered professionals were leaving government to start their 


own businesses; 


 There was unnecessary competition amongst the directorates 


within the department; 


 There was poor communication between the directorates; 


 


4.3.2.5 Weaknesses in terms of the directorates’ strategic 


planning analysis 


 


What was revealed as a common weakness amongst all 


directorates was: 


 


 The lack of retention strategies for managers; 


 The absence of clearly defined functions;  


 The inability by the directorates to work together as a team 


within the department; and 


 The lack of strategies to ensure that the monitoring and 


evaluation of the recruitment and selection processes was 


taking place. 


 


4.3.2.6 Threats in terms of the directorates’ strategic planning 


analysis in order to achieve goals and objectives 
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The main threat to all directorates in the department was reported 


as the pouching of the best managers by other government 


departments and by the private sector. 


 


4.3.2.7 Morale in the directorates 


 


The morale of the officials within the directorates was perceived 


generally as average. 


 


4.3.3 Records kept in reports of the Department of Public Works 


in Limpopo Provincial Government 


 


The annual reports compiled by the provincial Department of Public 


Works from the financial years 1999/2000, 2000/2001, 2001/2002, 


2002/2003, 2003/2004 and 2004/2005 were perused. These reports 


reflected information pertaining to managers recruited and selected, 


and how their presence impacted on efficient, effective, economic 


and appropriate service delivery of the department in the Limpopo 


Province.  


 


Table 1.3 Annual reports  


 


The annual reports that were scrutinized were kept in the 


Department of Public Work’s registry offices, and were for the 


financial years 1999/2000, 2000/2001, 2001/2002, 2002/2003, 


2003/2004 and 2004/2005.  
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Financial 


year 


Budget Recruitme


nt of 


managers 


Service 


deliver


y 


Compliance  


Income Expenditur


e 


1999/200


0 


R669 


million 


No records No records Yes  No records 


2000/200


1 


R1,02 


billion 


R1,015billi


on 


9 females 


and 12 


males 


Yes   Yes  


Unauthorized 


expenditure = 


R7.8 million 


 


Irregular 


expenditure = 


R1.6 million 


 


Fruitless 


expenditure 


=R1.4 million 


2001/200


2 


R968 


million 


R942 


million 


No report Yes  No report 


 


Irregular 


expenditure = 


R3.7 million 


2002/200


3 


R1,06 


billion 


R1,13 


billion 


15 females 


and 10 


Yes  


 


No report   
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Financial 


year 


Budget Recruitme


nt of 


managers 


Service 


deliver


y 


Compliance  


Income Expenditur


e 


males Fruitless 


expenditure – 


amount not 


stated 


2003/200


4 


R1,319 


billion 


R1,314 


billion 


12 females 


and 


34 males 


Yes  Yes  


 


Over/unautho


rized 


expenditure = 


R2,589 


million 


 


Irregular 


expenditure 


=R68,8 


million 


2004/200


5 


R1,518 


billion 


R1,468 


billion 


10 females 


and  


19 males 


Yes  Yes  


 


Underspendin


g = R49,6 


million 
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The Auditor General’s reports as reflected in the annual reports, 


revealed a lack of capacity by the Department of Public Works over 


the following issues: 


 


a) The financial year 2002/2003 : 


i. Internal control weaknesses were reported on the following: 


 


Continued fruitless expenditure 


Poor management of assets such as houses, furniture, 


vehicles and machinery 


Poor lease management 


Poor management of departmental stores 


 


ii. Terminations 


 


15 managers terminated their contracts with the department. 


 


a) The financial year 2003/2004: 


 


i. Internal control weaknesses were reported on the following: 


 


 Personnel expenditure 


 Suspense accounts to the value of R7 million not 


cleared in line with Treasury Regulations 


 Financial statements inadequately controlled, leading 


to R12, 7 million of trial balance and R2, 4 million of 


receivable income not been recovered. 
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 Revenue and receipts control inadequate leading to 


an outstanding amount of R1, 1 million in rent. 


 


ii. Terminations  


 


 11 managers terminated their contracts with the department 


including the head of department. 


 


NOTE: The Audit Report was delayed by two weeks because the 


Department of Public Works could not submit the required 


documentation in time. 


 
(a) The financial year 2004/2005 


 


i. Internal control weaknesses were reported on the following: 


 


 Inadequate control over capital projects because of the 


appointment of incompetent contractors and lack of 


departmental supervision. 


 Failure by the department to stop a disability grant 


amounting to R11 200.00 while appointed by the 


department resulting in an employee cost. 


 Failure by the department to meet the deadline to have 


formulated a Supply Chain Management Policy by 


05/12/2003, as set by the Preferential Procurement Policy 


Framework Act, 2000. 
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 Failure by the department to collect arrear rental to value 


of R1.8 million. 


 Control over the compilation of the financial statements 


was not adequate, as certain amounts to the value of 


R995 036, 30 were overstated, and an unauthorized 


expenditure to the tune of R140, 7 million which 


originated in the 1999/2000 financial year was still 


reflected, but with no action having taken to recover or 


authorize the amount as required by Treasury Regulation 


12.2. 


 


ii. Performance audit on the leasing of properties 


 


 Lease agreements could not be submitted to the 


auditors 


 Payments in excess of lease stipulations between the 


period 01/04/2001 to 31/03/2004 amounted to R1, 8 


million. In addition user departments owed landlords R3, 


4 million due to incorrect payments. 


 Space needs analyses that are supposed to be 


completed before leasing properties or renewing lease 


agreements could not be submitted to the auditors. 


 Various leased properties were not fully utilized, and in 


some instances user departments were still paying rent 


for up to 15 months after the buildings were vacated. 
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 User departments did not conduct inspections of the 


leased properties on a regular basis to ensure that 


maintenance was properly done. 


  


iii. Terminations  


 


33 managers terminated their contracts with the 


department. 


 


4.4 Discussion of results by hypothesis or theme 
 


4.4.1 Managers who are hopping from one department or division 


to the other, lead to ineffective programme implementation 


 


In view of the data collected, the general trend was that almost all 


officials were applying for jobs either inside or outside the 


department. This state of affairs has developed into a regular 


pattern in that the department of Public Works had experienced a 


sustained flow by managers out of the department to other 


organizations in the public sector or in the private sector in every 


financial year. Similarly, an influx of new managers into the 


department has been experienced through the recruitment and 


selection processes in every financial year. 


 


This osmotic phenomenon of managers moving in and out of the 


department has resulted in an imbalance in terms of appropriately 


experienced and skilled managers required for programme 
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implementation. Consequently, programme implementation became 


ineffective.   


 


4.4.1 Inappropriately guided recruitment and selection processes, 


result in the recruitment of ineffective and inefficient 


managers 


 


The recruitment and selection processes that were not 


appropriately guided mainly due to lack of planning characterized 


the general trend in the department. 


Obligingly, service delivery in the department has become 


consistently ineffective and inefficient from one financial year to the 


other.  


 


4.4.2 The use of one type of source lead to an imbalance in the 


quality of managers required by the department or division 


 


The department of Public Works has been biased preferring to 


focus the recruitment and selection processes on the internal 


source, that is to say, within the public service as opposed to the 


private sector. This has proved not be advantageous as the 


managers in the department remained without the necessary 


knowledge and skills that were desperately desired by the 


department in order to become more effective and efficient.    
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4.4.3 Manipulation of the recruitment and selection processes in 


order to benefit certain individuals at the expense of others 


results in a low morale on the rest of the staff. 


 


The department of Public Works has experienced a situation where 


policies have been manipulated in favour of biased recruitment and 


selection processes aimed at benefiting certain individuals at the 


expense of others without consideration to organizational interests. 


This gave rise to a serious lack of knowledge and skills in the 


management ranks. This state of affairs has caused the morale of 


the staff to go down, thus impacting on the general performance of 


the department its effort towards programme implementation. The 


lack of monitoring and evaluation of the recruitment and selection 


processes further exacerbate this situation. 


 


4.5 Concluding interpretations 
 
4.5.1 Interpretations of the main findings 


 


In view of the data collected through structured questionnaires, 


interviews and the annual reports, all pointed out to the fact that, in 


the department of Public Works: 


 


 Managers were indeed hopping in and out of the 


department and from one division to the other, and this 


has negatively affected the implementation of 


departmental programmes. 
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 This situation in the department was exacerbated by 


the fact that there were no retention strategies, and the 


loss of highly skilled and knowledgeable professional 


managers to both the public and the private sectors 


was taking place unhindered. 


 


 The recruitment and selection processes were 


inappropriately guided, as proper planning was not 


done, thus producing an ineffective and inefficient 


corps of managers without the necessary knowledge 


and skills most desired by the department. 


 


 In the management ranks, gender equity could not be 


ensured and remained to be skewed in favour of 


males. 


 


 There was biasness in favour of the recruitment and 


selection processes being conducted predominantly on 


the internal source as opposed to the external source. 


This approach has not added much value in ensuring 


that there was a balance in the quality of managers 


recruited by the department in order to become 


effective and efficient in service delivery. 
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 The department lacked the necessary capacity to be 


fully compliant with the prescribed laws and 


regulations. 


 


 The policies were manipulated to ensure that the 


recruitment and selection processes were biased 


towards benefiting certain individuals at the expense of 


others without consideration to organizational interests. 


This then led to the filling of top management positions 


with unqualified persons without the necessary skills, 


expertise and competencies required by their positions 


as compared to their subordinates. 


 


 This state of affairs led to a considerable number of 


officials getting frustrated by the recruitment and 


selection processes in the department, with their 


morale going down on a day to day basis.  


 


 Several quality managers, particularly at middle-


management level have left the department, thus 


threatening the quality of its resource base. 


 


4.5.2 Highlights of the positive main results.  


 


In view of the data collected, the findings of the study, not only 


pointed out to the negatives but also the positives by the 


department of Public Works, such as: 







 
 


105 


 


 The ever improving recruitment and selection policies 


in the department from financial year to financial year. 


 


 The ability to render service delivery, even though it 


was not done in an effective, efficient, economic and 


appropriate manner. 


 


 


CHAPTER 5 
 


CONCLUSIONS AND RECOMMENDATIONS 
 


 


 


5.1 Introduction 
 


In this concluding chapter as pointed out by Mouton (2001: 124-


125), the focus of the study will be on giving a summary by 


discussing the main findings in the department of Public Works, 


which are as follows:  


 


 Managers have been hopping from in and out of department and 


from division to the other, thus leading to the department being 


ineffective in programme implementation. 


 The recruitment and selection processes in the department have 


been inappropriately guided due to lack of planning, as a result 


thereof, the ineffective and inefficient managers were recruited. 
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 The department’s preference to focus its recruitment and 


selection processes on the internal source has led to an 


imbalance in the quality of managers recruited and finally 


selected by the department. 


 The manipulation of the recruitment and selection processes in 


order to benefit certain individuals at the expense of others has 


negatively affected the morale of the rest of the staff.  


 


In concluding the discussions, focus will be directed to any gaps, 


anomalies and/or deviations that were discovered from the results 


of the study. Inevitably, an endeavour will be made to determine the 


relevance and value of the study, followed by policy and other 


recommendations. 


 


As a final step in this study, a list of references will be made 


together with the attachment of a list of appendices. 


 


5.2 Summary and discussion of the salient points 
 


The main findings of the study were as follows: 


 


a) There was a sustained or uncontrollable movement of managers 


hopping in and out of the department of Public Works, and there 


was no retention strategy for dealing with this problem. As a 


consequence of these realities, the highly skilled and 


knowledgeable professional managers were easily lost to both 


the public and the private sectors.  
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b) The recruitment and selection processes in the department of 


Public Works were inappropriately guided due to a lack of proper 


planning. As direct result thereof, the ineffective and inefficient 


managers were recruited. This has resulted in a considerable 


number of officials getting frustrated, and their morale spiraling 


down on a day to day basis.  


 


c) The department has preferred to focus its recruitment and 


selection processes on one source, namely, the internal source, 


with this having led to an imbalance in the department as the 


best candidates could have been probably attracted from the 


external source. 


 


d) The manipulation of the recruitment and selection processes in 


order to benefit certain individuals at the expense of others 


negatively impact on the morale of the rest of the staff. This then 


will lead to the next step, namely, the interpretation of results in 


terms of the literature or theory covered in this study. 


 


5.3 Interpretation in terms of the literature or theory 
 
5.3.1 Managers hopping in and out of the department leads to the 


department being ineffective in programme implementation 


 


When attention was directed to the findings of this study, it was 


revealed that the managers were hopping in and out of the 
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department in a sustained or uncontrollable manner. This state of 


affairs has led to a situation where the highly skilled and 


knowledgeable professional managers were easily lost to the public 


sector. The scrutiny of the departmental reports pointed to the fact 


that the department was struggling in its implementation of 


programmes to fully comply with the prescribed laws and 


regulations as it lacked the necessary capacity. 


 


According to the proponents of the Universalist school of thought as 


put forward by Fayol in Pugh (1971: 15-16), the principle of ‘stability 


of tenure of personnel’ was of paramount importance in any 


organization if it was to do its work properly. The reasons being that 


any person who have been selected for a particular job require 


some time in the new job to rise to the level of doing it well. Where 


for some reason such a person is removed or has left the job for 


other reasons within a short period, such an individual will be 


deprived the opportunity to have time to render a worthwhile 


service. According to these theorists, where in an organization 


individuals are hopping in an out in a sustained manner, then it 


could be safely predicted that because of insecurity of tenure an 


organization would not do their work properly, as this will disturb the 


smooth running of an organization.  


 


Herbert Kaufman (1975) in Scott (1981:179) argued that all 


organizations were in a state of constant change, with some 


reducing exchanges between their interior contexts and external 


environment while etherealize and permit heavier traffic in one or 
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both directions. In these processes some organizations will 


disintegrate and vanish as others form in droves, and the rate at 


which some emerges whilst others disappear vary over time and 


space, with nothing staying the same.  


 


According to Scott (1981:179-181), organizations from the open 


systems model perspective should have their boundaries, but such 


boundaries should be sieves and not shells, thus being capable of 


admitting the desirable flows and excluding the inappropriate or 


injurious elements. What was considered a difficult decision was 


said to be the determination of what was desirable or harmful; the 


fact being that the criteria could vary from time to time and from 


location to location in the organization. 


 


Cornelius (2001: 35), pointed out that in terms of the organizational 


recruitment plan, focus should not only be towards attracting the 


right employees to give the organization a competitive edge, but 


should also be on retaining, growing and developing those 


employees to enable them to make a major contribution to 


organizational effectiveness.   


 


In the South African context, the hopping in and out of the 


department by managers cannot provide any guarantees that 


managers who are coming into the department are the most sought 


after for knowledge and skills. This view becomes interesting when 


taking into consideration the results of the study by Gerber, Nel and 


Van Wyk (1996: 108-109). According to the results of this study, the 
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South African labour market was experiencing an oversupply of 


unskilled and semi-skilled labour and a greater shortage of 


technically qualified and professional human resources. Assuming 


that these results were accurate, then very little was expected from 


those managers who were recruited into the department. 


 


According to the views put forward above, the question of officials 


moving from one organization to the other, was in itself not a 


serious problem but an inevitable fact of normal organizational 


functioning. However, such movements ought to be strategically 


manipulated by managers in human resource management through 


carefully drawn plans based on specific goals. Where there could 


be lack of control over such movements, the best employees within 


an organization could be easily lost its detriment.   


 
5.3.2 Inappropriately guided recruitment and selection processes 


due to a lack of planning has resulted in the recruitment and 


selection of ineffective and inefficient managers 


 
When attention was given to the findings of the study about the 


Department of Public Works in the Limpopo Province, it was 


revealed that the recruitment and selection processes were 


inappropriately guided, as there was no proper planning. 


 


According to Swanepoel, et.al. (2003:259), the most important step 


whenever there was a need on the part of any organization to 


embark on a recruitment process due to either expansion, 
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resignations, promotions or transfers, was to have a workforce 


planning process. The plan in this case being perceived as the only 


way of ensuring continuity in the organization by attracting the 


candidates with the appropriate competencies and traits for the 


tasks expected of them.  
 


This view was shared by Cheminais, et.al. (1998:128-129), where it 


was stated that proper planning, as a management function was a 


prerequisite. 
 


 


With an omission of planning on the part of the department of 


Public Works, the primary role of its human resource management 


component could leave much to desire. According to Cornelius 


(2001: 33-35) human resource planning involves the forecasting of 


future needs of the organization in terms of skills, expertise and 


competence, of analyzing the availability and supply of people, of 


drawing up plans to match up demand and supply and of 


monitoring the implementation of the human resource plan. 


Furthermore, it was argued that for managers who were committed 


to recruiting, selecting and retaining the ‘right people’, all that had to 


happen was for the management to be involved in human resource 


planning. 


 


According to Robbins & Decenzo (2001: 184), the quality of 


organizations depended upon the quality of people it employed, that 


is to say, finding the employees with the skills to successfully 


perform the tasks required to attain the company’s strategic goals. 
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What this entailed was that staffing and human resource 


management decisions and methods were considered critical to 


ensuring that the organization hired and kept the right personnel.  


 


A look at the studies of African governments after achieving their 


political independents, according to Bayat & Meyer (1994: 383), 


could serve as a lesson for the South African government on a 


comparative study basis. In most of those governments when 


expanding their public sectors for the sake of addressing the 


general welfare of their societies, because of poor planning, they 


focussed mainly at the functional bureaucratic level and not at the 


middle and senior management level. This proved to be a disaster 


as reflected by the current African administration crisis. As such the 


processes of socio-economic growth in these countries were 


hindered.  


 


According to Scott (1981: 58-59), in all organizations as rational 


systems the specificity of goals assisted in providing a clear 


criterion for selecting among alternative activities. The argument 


here was that, where there was no clear preference ordering 


among alternatives, there was no possibility of any rational 


assessment and choice. These theorists noted that specific goals 


do not only supply criteria for choosing among alternative activities, 


but also guided decisions about how the organization structure 


should be designed. Through the specific goals the tasks to be 


performed, what kind of personnel to be hired, and how resources 


are to be allocated among participants are clearly specified. 







 
 


113 


Consequently, in terms of the proponents of this school of thought, 


it has been considered generally more difficult to design a structure 


in an attempt to pursue more general or diffuse goals. 


 


According to the literature above there was unanimity about the fact 


that where there was no planning, the results were most likely to be 


failure. In all organizations without any exceptions, planning was 


the key for them to achieve the specific goals they have set for 


themselves and the department of Public Works in particular, and 


the entire provincial government in general was subject to the same 


rule. 


 
5.3.3  The use of one source of recruitment and selection, namely, 


the internal source, leads to imbalance in the department as 


the best candidates could be attracted from the external 


source 


 
The fact that the department preferred to focus its recruitment and 


selection processes on the internal source being within the public 


service, this has led to an imbalance in the quality of managers 


employed for ensuring that service delivery was effective and 


efficient. 


 


According to the proponents of the open systems school of thought, 


as put forward by Jackson, Morgan and Palillo (1986: 12-13), 


organizations were perceived as open systems that needed to 


energize themselves from the environments that surrounded them. 
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Consequently, the organizations were bound for their survival to 


import renewed supplies of energy from other organizations. 


 


In support of the view above, Scott (1981: 179-181), pointed out 


that in terms of the open systems model, all organizations are 


viewed as incomplete, with all depending on the exchanges with 


others, and with all being open to environmental influences as a 


condition of their survival.  


 


The other dimension as provided by Cornelius (2001: 29) was that 


organizations that continue to recruit from a limited sector of the 


employment market were bound not only to fail to reflect their 


diverse customer base, but even to retain employees from diverse 


backgrounds. 


 


In terms of the views of the above scholars, it was quite imperative 


to maintain a balance when conducting the recruitment and 


selection processes using the internal and external sources. Both 


sources have their advantages and disadvantages. 


 


 
5.3.4 Manipulation of the recruitment and selection processes in 


order to benefit certain individuals at the expense of others 


has a negative impact on the morale of the rest of the staff 


 


In terms of the results of this study, there was the manipulation of 


policies in favour of biased recruitment and selection processes 
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aimed at benefiting certain individuals at the expense of others 


without consideration to organizational interests. In this fashion the 


management ranks were swelled with unqualified managers without 


the skills, expertise and competencies required by their positions 


within the organization. At the same time, the recruitment and 


selection processes could not be said to have been valid and non-


discriminatory. As a direct result thereof, the morale of the staff in 


the department went down considerably. Inevitably the 


effectiveness and efficiency with regard to programme 


implementation in the department generally suffered.  


 


The circumstances under which the department of Public Works 


found itself, the causes for its actions, and the consequences of 


those actions, are clearly outlined and confirmed by results of the 


studies of the various schools of thought as depicted below. 


 


The views of the naturalist systems school of thought according to 


Scott (1981: 182-184), was that the greatest challenge which every 


organization has to content with was the impossible task of 


completely eliminating the sources of “disturbances” such as social 


qualities, external validated roles, qualities, interests etc. The 


argument here was that goal-attainment considerations are 


secondary to survival. As such the strategic question facing all 


organizations was how to recruit participants and harness their 


associated roles and resources in the service of organizational 


goals, while avoiding or minimizing the danger of becoming 


captives to participants’ external interests or personal agendas. 
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Inevitably, the main challenge for management would be to 


maintain a balance between the two interests, the personal and 


organizational interests. 


 


In acknowledgement of the realities as pointed out by the naturalist 


systems school of thought, one of the principles by the Universalist 


school of management as put forward by Fayol in Pugh (1971: 15-


16), was that individual interests should be subordinated to the 


general interest of an organization. According to these proponents, 


there are factors such as ignorance, ambition, selfishness, laziness, 


weakness and all human passions that may lead to a struggle 


between individual interests and organizational interests.  


 


According to Cornelius (2002: 32), organizations were bound not 


achieve their strategic plans if the employees were receiving less 


favourable treatment on the ground of race, colour, nationality, 


ethnic or national origins, sex, marital status, sexual orientation 


religious beliefs, disability, age or community background.  This 


type of treatment will force the employees to feel unvalued in the 


organization, thus dampening their morale.      


 


Lungu (1983: 361) pointed out that in post-colonial states in Africa 


anti-colonial rhetoric and compromises of moral and honest 


leadership were contradicted by revelations of rampant corruption, 


tribalism, administrative inefficiency, and general institutional 


ineffectiveness. 
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Nel & Macgowan (1999: 188-189) shared this position in their study 


of African states/governments after their emancipation from 


colonialism. Their studies revealed that the parastatals and public 


sector employment were expanded to feed patronage systems 


aimed at sustaining incumbent rulers in power by rewarding loyal 


supporters of the ruling party and military faction and relatives and 


friends of top government officials. 


 


According to Malan & Smit (2001:72), any unethical leadership 


characterized by corruption in the public service was said to lead to: 


 


 The destruction of every facet of sound governance;  
 The leaders losing their credibility;  
 A work environment of distrust and disrespect developing;  
 Interpersonal relations becoming unbearable;  
 Effective communication becoming a fiction; and 
 Conditions for carrying out sound and constructive managerial 


process disappearing.  
 


There has been unanimity by the literature above that where 


recruitment and selection processes are subjected to favouritism of 


certain candidates, that in itself could leave room for all types of 


negatives ranging from low morale, disorder, corruption and the 


loss of competent employees. 
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5.4 Gaps, anomalies and/or deviations in the data 
 
The data collected has been marked by easily noticeable gaps, 


without any significant anomalies and deviations 


 


5.4.1 Gaps 


 


5.4.1.1 Cooperation by the management in the department 


 


The cooperation received was mainly from middle management. In 


the case of top managers it has constantly been difficult to secure 


appointments with some of them; as such the data captured did not 


accurately reflect the sample profile as planned. Out of six heads of 


directorates earmarked for interviews, only four were interviewed. 


  


5.4.1.2 Risk of subjectivity 


 


The fact that most of the middle management formed a greater part 


of the sample, some of them could have been victims of the 


recruitment and selection processes; as such their views about the 


department could have been subjective. 


 


5.4.1.3  Unavailability of documents in the department 


 


Some key documents such as the annual reports which were 


available only from the 1999/2000 financial years, therefore 
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creating a gap of five financial years when starting from the 


1994/1995 financial year. 


 


Some other documents particularly at directorate level, which could 


have presented a closer scrutiny of the link between recruitment 


and selection processes and service delivery, could be accessed. 


The same was true with data that could have revealed whether 


service delivery was effective, efficient, economic and appropriate.   


 
5.5 Relevance and value of the study 
 
The findings of the study as depicted in the previous chapters 


revealed the fact that there are two main interests that dominated 


the recruitment and selection processes in the department of 


Public Works, namely, organizational and personal interests. The 


main challenge for management, therefore, has been to maintain a 


balance between the two interests in favour of the former. 


 
5.6 Recommendations 
 
5.6.1 Recommendations for further research 


 
In view of the findings of this study, it is recommended that further 


research was imperative on a broader scope, with the population 


consisting of the entire management in the Limpopo Provincial 


Government. The idea being to determine the extent to which the 


recruitment and selection of managers was impacting on service 
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delivery aimed at addressing the general welfare of the Limpopo 


society in particular and the South African society in general.  


 
 
 
5.6.2 Recommendations for the implementation of findings 


 
In an endeavour to implement the findings of this study, the 


management of the department of Public Works whilst involved in 


the recruitment and selection processes should consider the 


following: 


 


 All organizations worldwide are beset by the common curse, 


namely, that of utilizing the high proportion of its resources in 


maintaining the organization itself rather than achieving the 


specified goals (Scott, 1981:9). The departments therefore 


have to develop strategies to obviate this predicament. 


 


 It was virtually impossible for any organization to eliminate 


completely the sources of disturbances such as social 


qualities, externally validated roles, qualities, interests etc 


(Scott, 1981:1982). As such, after having recruited, selected 


and appointed certain employees, the department has to 


harness their associated roles and resources in the service of 


organizational goals, while avoiding or minimizing the danger 


of becoming captives to participants’ external interests or 


personal agendas. 
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 There is no ‘fit-one-fit-all’ model approach to recruitment. 


Consequently, before any recruitment processes could 


commence, an intense study should be conducted based on 


those factors that could probably contribute towards attracting 


or discouraging the right candidates. Factors such as the 


national or local reputation of the organization, remuneration, 


fringe benefits and working conditions, opportunities for 


training and development, career opportunities and the 


location of the place of employment (Gerber, et.al.1996: 120). 


As such there is a need for the department to conduct an 


internal environment analysis pointing out the strengths and 


weaknesses.  


 


 The selection method the department opted for should have 


validity, that is to say, the method must be able to assess the 


attribute that it was designed to measure, namely, the 


prediction of the a candidate’s future job performance (Bartol 


& Martin, 1991:414).  


 


 The human resource management division should work on a 


plan that involves the forecasting of future needs of the 


organization in terms of skills, expertise and competence. 


This should also involve analyzing the availability and supply 


of people, of drawing up plans to match up demand and 


supply and of monitoring the implementation of the human 


resource plan (Cornelius, 2001:34). 
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 The greatest challenge for most organizations towards the 


close of the 20th century was the need to prepare a new 


generation of leaders who could lead multi-cultural, multi-


ethnic democracies around the world into the 21st century 


(Bayat & Meyer, 1994:371). 


 


 Unethical leadership characterized by corruption in the 


department could lead to the destruction of every facet of 


sound governance. 


 


5.6.3 Recommendations on Policy implications 


 
In view of the findings of the study, it is recommended that the 


department of Public Works in formulating its human resources 


management policies, clear frameworks should be formulated for 


the planning, implementation, monitoring and evaluation on the 


recruitment and selection of personnel for the department as an 


organization.  
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