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ABSTRACT

A drastic shift to managing employee performance through performance management
systems cuts across sectors, and the Higher Education (HE) sector is no exception. The
academic staff views close monitoring of the academic staff as the erosion of academic
autonomy and weakening of the academic profession. The current university performance
management system emphasises research over teaching and learning, even though the
two carry more weight in the PM system. The academic staff views this as unfair, especially
those who excel in teaching KPA, as they are not recognised for their excellence. This
influences their motivation, organisational commitment, and turnover intentions. The
study's purpose was to explore how the PM systems adopted in selected public universities
in South Africa affect employees’ motivation, organisational commitment, and turnover
intentions as perceived by the academic staff. This empirical study employed a collective
case study as a methodological approach, conducted in seven public universities in South
Africa. The study sampled 30 academic staff across all the academic positions selected
using non-probability purposive sampling. A qualitative, interpretivist case study design
was used. Data was gathered using in-depth interviews via MS Teams to gain insight and
understanding of their experiences with the performance management system. Data was
audio-recorded, transcribed, and analysed following thematic analysis. Findings revealed
themes such as transparency and clarity, recognition and rewards, the imbalance between
research and teaching, inadequate recognition of full workload, and low motivation and
organisational commitment. Verbal quotes and a literature review were used to support the
study findings. The study proposes an integrated PM system to be used in a public
university that will enhance motivation and organisational commitment while reducing
turnover intentions. The study further recommends an increased subsidy to enable the
public universities to employ more academics to relieve the current staff from the reported
unbearable workloads. The study further recommends that the performance management
system for the academic staff should strike a balance in the assessment of the teaching

and research roles.

Key concepts: Academic Staff, Motivation, Organisational Commitment, Performance

Management System, Public University, Turnover Intentions.
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CHAPTER 1

INTRODUCTION AND BACKGROUND OF THE STUDY
1.1 INTRODUCTION

The performance management (PM) system is an old concept, as it has been an active
topic that was first reported in 221 AD when Wei Dynasty emperors gauged the
performance of the members of their families (Mangipudi et al., 2020). These authors
further state that later in the 18th century, Robert Owen started observing the
performance of his cotton mill workers in Scotland using what he termed “silent
monitors”, which helped to gauge the individual performance of workers. On the other
side, Hutchinson (2013) tracks the appraisal systems in the United States of America
from the early 1920s, whereby merit ratings and management by objectives (MBO)
were popularised by Drucker (1955) during the 1960s and 1970s. According to
Hutchinson (2013), during the development stages of performance management in
the United Kingdom (UK), the early monitoring trends were apparent in the Industrial
Revolution years, especially within the textile mills.

The implementation of the PM system further evolved in the 1940s, when it was
developed specifically to justify a narrow purpose, namely, to determine whether the
salary that was being paid to the individual workers was justified (UKEssays, 2015).
Nevertheless, given the inherent importance of the PM system in the field of human
resource management (HRM), the narrow approach to the management of employees
has changed since the 21st century. According to Moosa and Meyer (2021), the
effectiveness in the management of human resources (HR) is now regarded as a
golden thread to improved performance, which in turn translates to superior business
performance for the organisation. Al dakee and Almannie (2015, p. 1) are of the same
view, as they put it: “These days human resource is viewed as the treasure of each
country, which has proved to make a competitive advantage when contrasted with

countries that rely on their natural resources”.

As a result, organisations have become less process-driven and more employee-

focused (Engagedly, 2020); and are starting to view the employee as their valuable



assets, and not as merely another factor of production as they did in the past (Boachie-
Mensah & Seidu, 2012; Cania, 2014; Delery & Roumpi, 2017; Worku et al., 2019).
Accordingly, the effective and efficient management of this important asset becomes

crucial.

Organisations that are successful around the world continually work hard to recognise
and manage the aspects that impact employee performance and behaviour
(Fatemeh, 2020). Initially, organisations formally accepted performance measurement
and later moved towards performance management that considers the all-inclusive
image of the organisation and its background (Dauda, 2018). Nonetheless, Sutkowski
(2020) argues that although there are many popular beliefs concerning the success of
the PM system in improving the performance of individual and business organisations,
there is almost no empirical evidence that the PM process improves performance in
organisations that use it.

There are studies done across different sectors in South Africa that revealed
satisfaction and challenges with the PM system from both managers' and employees’
views. On the positive side, some studies done in South Africa revealed positive
results of the PM system, as well as the positive perceptions of employees with their
PM system (Masiye, 2017; Modipane et al., 2019; Khotsa & Sebola, 2020).
Nevertheless, other studies found the PM system to be problematic. Mundzedzi's
(2017) study at the South African public service confirmed that PM systems will only
be effective if they are able to identify training needs. Similarly, Seotlela and Miruka
(2014) conducted a study in the mining industry and found that PM systems are
ineffective because prior to introducing a PM system, management fails to implement
change management processes as well as provide employees with training. Studies
conducted in the health sector found the PM system implementation to be a challenge
due to a lack of training on the part of managers, resulting in compromised manager-
subordinate relationships (Aguinis, 2019; Nxumalo et al., 2018; Tyokwe & Naicker,
2021). Despite the evidence from studies confirming that the PM system is perceived
to be effective in some organisations in South Africa, South Africa has unique
characteristics that make its implementation even more complicated. According to

iStratgo (2017), the PM process seems to be failing in South Africa due to its strict



labour laws as well as heavily unionised workplaces, which makes it almost impossible

to deal with poor performance.

1.2 BACKGROUND OF THE STUDY

As alluded to in the introduction section, a drastic shift to managing employee
performance through PM systems cuts across sectors, and the Higher Education (HE)
sector is no exception. Universities have the responsibility and accountability to the
stakeholders, as they should plan and control their activities ahead. As a result,
introducing PM systems to manage employee performance becomes inevitable
(Janudine & Maelah, 2016). Faculty management in universities across the globe is
increasingly using management instruments used in the private sector, such as PM
systems (Turk, 2016). Algazo and Ibrahim (2022) are also of the view that education
philosophers and professionals in various fields who governed academic institutions
for many centuries have conceded to withdraw and succumb to the directives and
inspection of administrators, lawmakers, state subsidy agencies, the economy, and
demands from society's requirements. Such a shift is a response to neoliberalism,
which emerged in the past 40 years and led to the privatisation of state services such
as the areas of health, correctional facilities as well as in public higher education
institutions (HEIs) (Grima, 2020). According to Jyoti (2020), the adoption of
commercial approaches by management in HEIs is necessary to enable them to
compete successfully in the global knowledge economy. In simple terms,
neoliberalism can be described as an academic capitalism approach that regards
the HE sector as a financial investment for students, and it posits that universities
should compete for clients, exactly the way other sectors do (Arnold, 2021). As a
result, under neoliberalism, the academic staff are under serious scrutiny, exposed to
relentless inspection, while at the same time, they are expected to teach, develop
courses, carry out research, and perform administrative duties (Desierto & de Maio,
2020).

Nonetheless, the efforts to manage the university as if it were a corporation interrupt
the well-known old academic goal of the university, namely, knowledge building and
dissemination (Taylor, 2017). Close monitoring of the academic staff is viewed as the
erosion of academic autonomy and a weakening of the academic profession (Yin &



Mu, 2022). Accordingly, the academic staff are sceptical about the PM system as they
find it does not fit comfortably with the academic environment (Mazibuko, 2015). The
academic staff find the corporate message being spread through PM systems in the
university to be destroying the well-known academic traditional values such as
academic freedom, a laissez-faire spirit, collegiality, and high trust (Mazibuko, 2016;
Taylor, 2017; Wille, 2020; Wisman & Duroy, 2020). This may lead the academic staff
to view their PM systems as partial and unfair, consequently converting the PM
process to a mere repetitive and periodic procedural harmful to organisational
proficiency and growth (Nutakor, 2019). PM systems that are perceived as subjective
and unfair hurt employee motivation and organisational commitment while
encouraging turnover intentions (Aguinis, 2019; Moosa & Meyer, 2021; Sutkowski,
2020).

Ideally, HR practices have been extensively acknowledged as factors that can
advance employee skills and nurture motivation and commitment, thus, in turn, raising
the intention to stay longer with the organisation. For example, the study of Dhanpat
et al. (2018) revealed that there is a significant relationship between retention factors
such as compensation, career advancement, work-life balance, and supervisor
support and intention to leave. Similarly, the study by Govender and Bussin (2020)
reported that 45% of employees 45% of employees were not satisfied with the way
their performance was managed in the organisation, stating that they often see the
PM process being used to punish rather than to improve performance.

Following the foregoing introduction and background, this study explored how the
academic staff in public universities in South Africa perceive the current PM system
adopted by their respective institutions, to develop an integrated PM system that
enhances employee motivation, encourages employees to commit to their institutions,

and minimises turnover intentions among the academic staff in public universities.



1.3 PROBLEM STATEMENT

The precise framework for estimating academic staff teaching and learning
performance in HEIs is barely found in the literature (Muda et al., 2017). The literature
in the PM area, both internationally and in the South African context focussed mainly
on the academic perspectives and perceptions of PM systems (Maimela & Samuel,
2016; Mazibuko 2016; Rizvi, & Ansari, 2019); the effectiveness of the PM system in
measuring academic work performance (Awan, et al., 2020; Sutkowski, et al., 2020;
Tark, 2016; Woyessa, 2015); as well as politics in PM system implementation (Dhiman
& Maheshwari, 2013; Longenecker et al., 1987; Rosen, et al., 2016). According to the
literature, most PM systems currently used in a university comprise two or more of the
following four key performance areas (KPAS): Teaching and Learning, Research,
Academic Citizenship, and Community Engagement/Scholar Engagement (Maimela
& Samuel, 2016; Mampane, 2020; Yousif, 2017). Although the PM system in many
universities includes the aforementioned criteria of measurement, it is not clear how
to measure one of the core businesses of a university, namely, teaching and learning
(Muda et al.,, 2017). In other words, only the Research KPA can be effectively
measured quantitatively (measuring how many research outputs were produced) and
decide on the academic staff rewards and promotions (Sadiq, 2019). This is
problematic and perceived as unfair by the academic staff, especially those who excel

in teaching, which is complex to measure (Bauwens et al., 2019).

Other studies find the students' evaluations to be popular in the measurement of the
academic staff performance in teaching and learning, for both teaching in class and
postgraduate supervision (American Sociological Association, 2025; Goos &
Salomons, 2017; Muda et al., 2017; Taylor, 2021). Although student evaluations are
better than not measuring teaching and learning at all, they are evidently full of
prejudices, as students may favour easier tests, classes that require a smaller amount
of work, or classes with a specifically fascinating lecturer (Taylor, 2021). Similarly, a
study by the American Sociological Association (2025) found that students’
evaluations are weakly related to student learning and are often biased against women
and people of other races. Additionally, Kreitzer and Sweet-Cushman (2021) argue

that student evaluations are subjective and that, practically, they do not measure the



lecturers’ competence in teaching but the students’ view of the course being taught.

The KPAs, Research and Teaching, and Learning carry a big chunk of weight in the
PM system because they are regarded as the two core businesses of the university.
It is therefore unfair to put more emphasis on measuring the research KPA during the
performance appraisal than on teaching and learning KPA. Currently, the academic
staff who excel in the teaching and learning area view their PM system as
discriminatory and unjust because their excellence is not recognised when rewards
and promotion decisions are made (Kenny & Fluck, 2022). This poses a problem as
it may result in low levels of motivation and organisational commitment, while
maximising turnover intentions (Aguinis, 2019). Accordingly, from the secondary and
empirical data collected in this study, the researcher developed a PM system
framework that can assist in addressing this problem by integrating the key elements
that, if included in the PM system, would make it seen as fair by the academic staff,
and enhance their motivation and organisational commitment while minimising their

turnover intentions.

In the South African context, the above-mentioned problem is exacerbated by the
students’ fees-must-fall movement in 2015, which led to increased student enrolments
(Carter, 2025). However, even though the South African Government provided
comprehensive funding to students through the National Student Financial Aid
Scheme (NSFAS), no adjustments were made by appointing more academic staff due
to sluggish economic growth (Dlamini & Dlamini, 2024). This leaves a heavy teaching

workload for the academic staff, which is not recognised in the current PM system.

1.4. AIMS AND OBJECTIVES OF THE STUDY

This study aimed to explore how the PM systems adopted in selected public
universities in South Africa affect employees’ motivation, organisational commitment,
and turnover intentions as perceived by the academic staff. An integrated PM system
framework that enhances employee motivation and organisational commitment, while
minimising turnover intentions among the academic staff, was developed from the

findings of this study. The study, therefore, aimed to achieve the following objectives:
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e To explore the key elements and dimensions of an effective performance
management system as perceived by the academic staff in the context of a
university.

e To analyse the principles that guide the development of an effective PM system
framework in the university context.

e To explore the influence of the performance management (PM) system on
organizational commitment, as perceived by key informants within a university
setting.

e To understand the influence of the PM system on employee motivation as
perceived by the academic staff in the context of a university.

e To discover the influence of the PM system on the turnover intention as perceived
by the academic staff in the context of a university.

e To develop a PM system that enhances employee motivation and organisational
commitment, while minimising turnover intentions among the academic staff in a

public university.

1.5. RESEARCH QUESTIONS

The central question of this study was: How do the current PM systems adopted by
the selected public universities affect employees’ motivation, organisational
commitment, and turnover intentions as perceived by the academic staff?
Drawing from the central question above, the study aimed to address the following
sub-questions:
e What are the key elements and dimensions of an effective PM system as
perceived by the academic staff in the context of a university?
e Which principles guide the development of an effective PM system framework
in a university context?
e How does the PM system influence the organisational commitment as
perceived by the academic staff in the context of a university?
e How does the PM system influence employee motivation as perceived by the
academic staff in the context of a university?



e How does the PM system influence the turnover intention as perceived by the

academic staff in the context of a university?

1.6 DEFINITIONS OF KEY CONCEPTS

1.6.1 Employee performance

Employee performance is how to perform tasks according to the prescribed job
(Shaikh, Tunio, & Shah, 2017). Pradhan and Jena (2016:5) define employee
performance as a cluster of behaviours that results from one’s technical knowledge
(knowledge of specifics in one’s area of expertise), skill, and adaptability (knowing the
process to perform and executing it according to circumstances), and interpersonal
relations (building team spirit, allegiance, and interconnectedness). In this study’s
context, employee performance refers to when an employee performs a specific task.

It may also include how the task was done (Aguinis, 2019).

1.6.2 Performance Management System

The performance management system is a systematic process that a manager can
use to get the team members to achieve the team’s objectives and targets, improve
overall team effectiveness, develop performance capabilities, review and assess team
and individual performance, and reward and motivate (Rajendran, 2020). For
employees a performance management system is a piece of software that gives them
the help they need to perform at their best, incentivizes growth and development, and
promotes accountability; while for employers it a process of measuring performance
through metrics like goals, keep up to date with employee progress through regular
catch-ups, and enhance performance reviews with comprehensive data on their
reports’ activities (Savdharia, 2023). In the context of this study, performance
management systems refer to tools used by the HR management team to measure

and analyse employee performance.



1.6.3 Motivation

Motivation refers to the force that energises behaviour, gives direction to behaviour,
and underlies the tendency to persist, even in the face of obstacles (Warnich et al,
2018, p. 253). Aguinis (2019) defines motivation as a combined effect of a choice to
expand effort, the level of effort, and the persistence in the expenditure of the chosen
level of effort. This study views motivation as the ability and willingness of employees

to successfully achieve their performance goals and those of the organisation.

1.6.4 Organisational commitment

Allen and Meyer (1990) define employee commitment to an organisation as a
psychological state that binds the individual to the organisation. It refers to “the relative
strength of an individual's identification with and involvement in a particular
organization” (Mowday et al., 1979, p.226). This study adopts the two definitions listed
above and further embraces the three dimensions of organisational commitment
(affective, normative, and continuance commitment) as Allen and Meyer (1990)

suggest.

1.6.5 Turnover Intention

Turnover intention is defined as a conscious and deliberate desire to leave an
organisation within the near future (Cho et al, 2009). Lazzari et al. (2022:279) define
turnover intention as an employee’s reported willingness to leave their organization
within a given period and is often used for studying actual employee turnover. In this
study’s context, turnover intentions embrace employees’ feelings and actual

behaviours as a result of the performance management outcomes.

1.6.6 Higher Education

Higher education refers to any of the various types of education given in

postsecondary institutions of learning and usually affords, at the end of a course of



study, a named degree, diploma, or certificate of higher studies (Alemu, 2018). Higher
education is the advanced level that follows primary and secondary school, which
includes education from universities, colleges, professional schools, and other
establishments that provide specialised academic and vocational programs, providing
in-depth study in certain subject areas is the main goal of higher education to help
students become experts and gain advanced knowledge in the subjects they have
selected (Excel, 2024). Higher education in the context of this study refers only to

public universities in South Africa.

1.6.7 Public University

A public university refers to a university whose funding comes partly from state
taxpayers and typically has a tuition fee that is considerably lower than a private
university (Grove, 2019). Amberblog (2023) defines a public university as an institution
for higher learning, acquiring most of the funding from the government, and offering
academic facilities to thousands of students at expansive campuses. In this study
context, a public university includes all three types of universities that receive
subsidies from the government, namely, comprehensive universities, traditional

universities, and universities of technology.

1.6.8 Academic staff

The term “academic staff’ refers to the personnel involved in the teaching and
research activities of educational institutions, particularly in higher education (Gpttie,
2024). The British University in Dubai (2023) defines the academic staff members as
people who distribute knowledge to students and support them with developing a
comprehension of that knowledge and maintain their expertise and knowledge in line
with current developments in their field. In the context of this study, these are
individuals who are employed by a university to teach, research, and/or provide
academic support, and it includes professors and lecturers at all levels. The terms

“academic staff”, “lecturers”, and “academics” are used interchangeably in this study.
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1.7 SIGNIFICANCE OF THE STUDY

From the theoretical standpoint, the current study adds to the body of knowledge in
the field of Human Resource Management. The study contributes new knowledge by
generating an integrated PM system framework. The integrated PM system framework
developed in this study incorporates key elements and principles that, if included in

the PM system, will make it effective.

The findings of this study are useful to the leadership of the universities and scholars
in South Africa in implementing the PM system that enhances the academic staff’s
motivation, organisational commitment, and turnover intentions. The developed
integrated PM system framework can be used by the management of public
universities to improve the reception of the PM system by the academic staff, which
may yield positive results for the public universities in South Africa.

For the academic staff, the integrated PM system framework will enhance satisfaction
and commitment among the academic staff towards the PM system, especially those
who excel in teaching, as they will feel a sense of recognition and equity. Thus, the
current study’s findings are relevant and applicable in the management of human

resources, particularly in public universities.

The adoption of a qualitative interpretive collective case study design allowed the
researcher to collect rich in-depth data required to address the research questions and
the stated problem. Obtaining data from the academic staff directly provided data that
was analysed verbatim, developed themes and sub-themes, and finally, findings that
address the problem. Thus, the research approach adopted in this study assisted in
uncovering unique insights that assisted in the development of an integrated PM
system framework. Although the study’s findings corroborated those of previous
studies, new findings were also reported in this study, which indicates its empirical

significance.
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1.8 DELIMITATION OF THE STUDY

The scope of this was to solely explore the PM system adopted by selected public
universities in the South African context. Therefore, private universities and Technical
Vocational Education and Training (TVET) were not included in this study. This was

due to time and financial constraints.

There are many ways that the PM system could be explored, but the researcher chose
to obtain the academic staff's experiences and perceptions regarding these systems.
Accordingly, the researcher relied on the information provided by the academic staff
through the interview and the literature to draw conclusions and recommendations

regarding the PM systems in public universities.

PM systems are subjective and, therefore, can influence employee behaviours in
many ways. However, this study scrutinised the perceived effect of the PM system on
only three types of employee behaviours, which are motivation, organisational

commitment, and turnover intentions.
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1.9 OVERVIEW OF THE CHAPTERS

CHAPTER

CHAPTER TITLE

DETAILS OF THE CHAPTER

Chapter 1

Introduction and Background

Provides the introduction, trends in the
introduction of a PM system, problem
statement, theoretical and conceptual

frameworks, and research methodology.

Chapter 2

Performance management

process and its effect in

Higher Education institutions

Discusses performance management
process, the characteristics of a good PM
system, legal issues in the PM system, and
Trends in the introduction of a PM system in
higher education (HE).

Chapter 3

Theoretical Literature

Presents and discusses the theoretical
framework by discussing different theories

that guide this study.

Chapter 4

Conceptual literature

Discusses concepts applicable to the study.
and plot relationships amongst them. It
discusses and contextualises concepts of
motivation, organisational commitment, and

turnover intentions.

Chapter 5

Empirical literature

Presents previous empirical studies related
to this study. An empirical framework is also

presented.

Chapter 6

Research Methodology

The research design and methodology
employed in the study are discussed in

detail.

Chapter 7

Presentation of Findings

Interviews are conducted, and the data

collected is analysed

Chapter 8

Discussion of Findings

The research findings are discussed in line

with the reviewed literature.

Chapter 9

Summary,
Recommendations, and

Conclusion

Summary of key findings, contributions of
the study, recommendations, conclusions,

and limitations of the study.
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1.10 CHAPTER SUMMARY

This chapter discussed the origin of performance management (PM) and how this
system was introduced in HE. The problem statement was discussed to indicate the
gap this study sought to close. The chapter further discussed the aims and objectives
of this study, as well as the research questions to be answered in this study. The
significance of this study was also discussed, clearly indicating how the findings will
benefit public universities as well as the entire HE sector. The chapter finally provides
a background of performance management systems in the context of HE. The next
four chapters present the literature review, with Chapter 2 presenting the literature on
the performance management process and its effect in higher education institutions.
Chapter 3 presents theoretical literature; Chapter 4 discusses conceptual literature,

and Chapter 5 presents empirical literature.
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CHAPTER 2

PERFORMANCE MANAGEMENT PROCESS AND ITS EFFECT IN HIGHER
EDUCATION INSTITUTIONS

2.1 INTRODUCTION

Many organisations have realised the importance of implementing the PM effectively.
However, most of these organisations focus more on the “appraisal”’ part of the PM
process — frequently because the appraisal stage links to rewards (Heath, 2024).
Accordingly, this chapter starts with a full discussion of all stages of the PM process.
The characteristics of a good PM system are also discussed in this chapter. Employee
perceptions regarding the fairness of the PM system are explored, as well as the
challenges that organisations face when implementing a PM system. The chapter
further discusses the legal issues in the implementation of the PM system. The PM

process within the context of HE is discussed in the last part of the chapter.

2.2 PERFORMANCE MANAGEMENT PROCESS

Performance management is a cyclical process, meaning there is no end to the
process (Moosa, 2021). Numerous authors explain it as a process that involves
planning, monitoring, reviewing, and rewarding (Aguinis, 2019; Hameed, 2019;
Moosa, 2021; Valmis, 2023). Although Aguinis (2019) and Moosa (2021) agree on
similar stages of the PM process with other authors, they go further to add one more
last stage in their PM process, namely, the performance monitoring and evaluation
stage, which is applied to assess the PM system itself rather than to review individual
employees’ performance. Figure 1 portrays six stages of a PM process, namely,
performance contract, performance implementation, performance feedback,

performance appraisal, performance development, and monitoring and evaluation.
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Figure 1

Performance management process
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Source: Adapted from Moosa (2021)

Each of the stages in the diagram is explained below:

Stage 1: Performance contract - This stage is also referred to as a performance
agreement or performance planning stage (Aguinis, 2019). At this stage, employees
and supervisors discuss performance expectations and reach a joint agreement on
the objectives and performance standards expected of the employee, such as results,

behaviour, and developmental plan. The National HR Standard on performance
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management, published by the South African Board of People Management (SABPP)
(2013), provides key guiding principles in terms of performance expectations, namely,
performance expectations should be understandable to the employee, relevant to the
job, consistent, measurable, and flexible. This stage encourages employees to put
more effort into their work because they clearly know what to achieve and which

processes to follow (Moosa, 2021).

Stage 2: Performance implementation — This is the stage in which employees are
hands-on with the execution of the strategic goals into outcomes (Moosa, 2021). Each
employee’s real performance can only be measured by the level of effort that they put

in towards the attainment of their targeted goals.

Stage 3: Performance feedback — At this stage, the manager observes employees
during the implementation of strategic goals to reinforce the correct behaviour and
identify areas that may need improvement. It is important for employees to receive
feedback regularly because if performance complications are not spotted early in the

PM cycle could cost the organisation greatly.

Stage 4: Performance appraisal — This stage involves the evaluation and rating of
employees to determine how well (or how poorly) they have executed their job
(Armstrong, 2018). The manager and the individual employee will meet in a formal
setting to discuss the employee’s performance (SABPP, 2013). Ratings allocated to
each employee during the discussion identify good and poor performers. (Moosa,
2021).

Stage 5: Performance development — This is the stage at which poor performers
identified in the previous stage are taken for development to improve their future
performance. According to SABPP (2013), performance problems can be due to a lack
of motivation, less engagement with the manager, as well as personal problems;
therefore, to address poor performance, development interventions should target the
real cause of poor performance. Employees are also allowed to create their own

development plans specifying their development needs (Moosa, 2021).
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Stage 6: Monitoring and evaluation — At this stage, the PM system is evaluated, and
if problems are detected, they can be addressed; then the PM process starts all over
again (Moosa, 2021).

2.3 THE CHARACTERISTICS OF A GOOD AND EFFECTIVE PM SYSTEM

Not all forms of PM systems considered as such by organisations are real forms of
PM systems (Aguinis, 2019; Marr, 2021; Moosa, 2021). According to Warnich et al.
(2018), PM systems are not good and are ineffective if conducted once or twice a year.
Marr (2021) further labels a PM system as bad if it fails to acknowledge good
performance by offering rewards, and address underperformance. Similarly, a PM
system will not achieve its intended purpose if it is too political and full of favouritism
and inconsistencies (Aguinis, 2021; Chron, 2020; Moosa, 2021; Warnich et al., 2018).
Harefa et al. (2024) further suggest that a good PM system provides constructive
feedback, allows employee to give their inputs, and makes follow-ups after every

performance review.

Aguinis (2019) and Moosa (2021) identified the characteristics that should be present
in a PM system to make it effective and achieve its intended purpose and objectives.

A few characteristics are discussed below.

e Strategic alignment: The PM system must align the organisational goals with
those of employees. This will enable managers to rate employees on how well they

contribute to the organisational goals (Moosa, 2021).

e Context equivalence: Through the organisational culture, employees can
understand both the organization’s history and current methods of operation and
can channel their performance as such (Padhi, 2017). Employees achieve their
performance goals and targets when the organisation emphasises a high-

performance culture through ongoing performance feedback (Indeed, 2024).

e Thoroughness: There are four dimensions required for the PM system to be
thorough, namely, the PM system should review the performance of all employees,
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including managers; when reviewing employee performance, both the outcomes
and behaviours should be measured; the review should cover the entire
assessment period; and finally, both positive and negative feedback should be

provided.

Meaningfulness: The PM system is regarded as meaningful if it satisfies the
following requirements: first, it must view the standards and evaluations for each
job dimension as important and relevant; second, only job dimensions that are
within the employee control; third, the time for the review must be at regular
intervals and at suitable moments; finally, the outcome of the performance review
must be considered for administrative verdicts such as, but not limited to
promotions, demotions, salary adjustments.

Specificity: A PM system should be specific and state concrete and particular
expectations from employees and provide employees with guidelines on how they

can meet these expectations.

Fair discrimination: A PM system must be able to distinguish between effective
and ineffective performance. Rating and classifying all employees similarly will

demotivate employees, especially good performers.

Reliability: A reliable PM system is consistent and utilises measures with no
errors. This means that two managers rating the same employee should give the

same ratings.

Inclusiveness: A good PM system uses multiple sources during the performance
review, especially those who represent the concerns of all people who will be
affected by the outcomes of the review. This means employee inputs are important

in the design and implementation of the PM system.

Openness: A good system encourages factual, honest, and open communication.
It allows a two-way communication during which the manager and employee have

a discussion. Employees must be engaged when managers communicate their job
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expectations, as well as to get their input. According to Darden (2023),
transparency and frequent communication enhance trust between employers and

employees.

Although the above characteristics are believed to make a PM system effective if
present, the basic principle emphasised by each discussed characteristic is fairness
or justice. However, Aguinis (2019) alludes that no matter how much biases are
eliminated in the PM system, it is impossible to have a system that is 100 percent
impartial due to the subjective nature of human judgment. Fortunately, treating
employees (or people in general) is legislated. Some legislations force fairness in all
interactions with other human beings. The primary law guiding all these legislations is
the Constitution of South Africa, 1996 (Moosa, 2021).

2.4 THE ROLE OF FAIRNESS IN THE IMPLEMENTATION OF PM SYSTEM:
EMPLOYEE PERCEPTIONS

Employee perceptions of HR practices have drawn the attention of many scholars
lately (Samal, 2017; Wang et al., 2020). Previous studies show that employee
perception is a considerable factor in employee satisfaction with a job and the
performance thereof (Makhubela et al., 2016; Sachane et al, 2018; Dasgupta et al.,
2022; Hancock et al, 2018) Further, a good perception will create a positive working
environment in the organisation, while a negative perception will affect the
organisation’s performance (Research Clue, 2017). Mahmud and Azemi (2019), Rizvi
and Ansari (2019) are also of the view that to make sure that the PM system is
effective, employees must be engaged for feedback on their views regarding the
system. The survey conducted by Hancock et al. (2018) discovered that 60 percent of
respondents were satisfied with fairness in their PM system, which emphasised that
the PM system was effective. The survey further revealed that for a PM system to be
perceived as fair, it should: 1. Link individual employees’ goals to those of the
organisation, and place flexibility as a priority, 2. Recognises the need to invest in
managers’ development in coaching skills to instil fairness tradition in their daily
operations, and 3. Compensates for outstanding performance while addressing

average and poor performance.
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According to Aguinis (2019), Gordon (2022), and StudyCorgi (2022), employees will
only regard the PM system to be fair if they perceive the following justice to be present

in it:

Distributive justice: Employees will feel the presence of this type of justice in the
PM system when they believe that the outcomes they get are fair in comparison to
what their peers also get. In the PM context, employees may compare the ratings
and rewards they receive for their outstanding performance with what other
outstanding performers receive. In other words, employees create a viewpoint
regarding what is a fair reward for their job performance. According to StudyCorgi
(2022), managers have less control over distributive justice as compared to other
forms of justice, as it is entirely the perception of employees.

Procedural justice: This justice can be perceived by employees when they
believe that the decision-making process meets conditions previously agreed
upon. In other words, this justice is concerned with the fairness of procedures, that
is, how a specific decision was arrived at (Maimela & Samuel, 2016). This raises
the question that managers and unit leaders have control over this justice as they
have the power to set rules and processes in their respective units (StudyCorgi,
2022). According to Gordon (2022), for decision-making processes to be perceived

as fair, they must involve employees and be consistent.

Interactional justice: This justice reflects employees’ feelings about managers'
approach to their situations as individuals or a team in terms of civility and respect
towards them during the performance appraisal meeting (Aguinis, 2019). When
employees perceive the presence of this justice, they will regard themselves as
vital to their organization and strive to work beyond expectations to ensure the

achievement of organisational goals (Nidhi & Kumari, 2016).

Informational justice: This justice refers to fairness perception about information
about expectations and goals, feedback received, and the information given to
justify administrative decisions (Aguinis, 2019). Informational justice also involves
the perception that there is equal access to organisational information and that the
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information is shared equally and fairly across employees (Dunaetz, 2020). Once
employees perceive their PM system to lack any of these justices, they will regard
such a system as biased, unfair, and lacking rigour; and consequently, they are
unlikely to reject the system or its outcomes. This is what is referred to in the

literature as ‘organisational justice’ (Greenberg, 1990).

Most organisations realised that their existing PM systems do not generate the return
on investment (ROI) they expected (Gallup, 2017). The misalignment of the PM
system with the vision, mission, and values of the organisation poses a challenge to
its effectiveness (Aguinis, 2019; Scribd, 2023). Numerous scholars coincide on other
factors such as lack of management and employee commitment, poor communication
around its benefits, perception of administrative hassle and lack of transparency as
well as lack of required skills by both managers and employees to use the system as
challenges that hinder the effectiveness of the PM systems at the implementation level
(Aguinis, 2019; Moosa, 2021; Scribd, 2023). Another factor contributing to the failure
of the PM system is the biases in the PM process (Aguinis, 2019; HR HelpBoard,
2023), and its failure to consider whether the employee workload is doable, and if
performance goals for each employee are attainable or not (Chron, 2021).

Another challenge of an effective PM system is its subjective nature. Raters’ memories
are not perfect; they rate employees according to their own sets of favourites,
expectations, connections with employees, and their own personal objectives
(Aguinis, 2021). Rater errors that are committed unintentionally during the
performance appraisal include similar-to-me errors, central tendency, severity errors,
halo errors, leniency errors, and many more (Aguinis, 2021; Moosa, 2021; Warnich et
al., 2018). According to these authors, the information used to review and rate
employees will never be entirely sufficient and correct. The inability of managers to
find the right tools and metrics to manage knowledge workers also poses another
challenge to managing these employees and measuring their performance
independently (Todericiu & Boanta, 2018). Moosa (2021) argues that to manage
knowledge workers, the PM system should move from the traditional practice that
focuses more on performance reviews and ratings, and adapt to one that emphasises

the skills, values, and behaviour of these workers.
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2.5 LEGAL ISSUES IN THE IMPLEMENTATION OF THE PM SYSTEM

One of the risks of conducting performance management illegally is expensive
lawsuits (Aguinis, 2019; Moosa, 2021). Organisations may find themselves in hot
water due to incorrect application of agreed organisational procedures, inconsistent
assigning of performance rating scores, unfair discrimination during a performance
appraisal, unfair dismissals, and many other unfair labour practices in the performance
appraisal process (Pochron, 2021). The PM system is guided by several South African
legislations. The primary law guiding all these legislations is the Constitution of South
Africa, 1996 (Moosa, 2021). Other legislations include, but are not limited to, the
Labour Relations Act (LRA) 66 of 1995, Employment Equity Act 55 of 1998, and Basic
Conditions of Employment Act 75 of 1997 (BCEA) (Moosa, 2021). The LRA
emphasises that the PM process should be procedurally (should follow a fair process)
and substantively (outcomes must be for valid reasons) fair. This can be done by, for
instance, setting the performance standards to comply with the law (both procedurally
and substantively fair), reasonable, and attainable. (Aguinis, 2019; Warnich et al.,
2018).

Further, item 9 of the Code of Good Practice: Dismissal in Schedule 8 of the LRA
states that employees should be aware of their performance standards (LRA 66 of
1995). This requires managers to record meetings where such standards are
discussed with employees to serve as evidence should the issue be referred to the
Commission for Conciliation, Mediation, and Arbitration (Aguinis, 2019; Warnich et al.,
2018). Another element of the PM system regulated by LRA 66 of 1915 is the dismissal
of poor performers. According to this Act, a dismissal is permitted if the employee is
continuously performing poorly, and when the employee is incapable of performing
due to ill health or injury (Aguinis, 2019; Pochron, 2021). However, compliance with
procedural and substantive fairness is required if any of these two grounds are
applicable to dismiss an employee. Once all reasons for the dismissal decision and all
required processes are followed, the BCEA provides the guidelines regarding a notice
period to be given to employees facing a dismissal, depending on the period of their

employment.
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The EEA protects employees against any ground of discrimination during the
performance appraisal (Warnich et al., 2018). According to Maimela (2016) and
Pochron (2021), discrimination can take place where previously disadvantaged groups
receive lower ratings than previously privileged ones. These authors further state that
illegal discrimination occurs when raters assign different scores to various employees
based on reasons that are not linked to work, such as race, nationality, colour, or ethnic
group. To avoid costly lawsuits, such as CCMA and labour court referrals, a PM

system should follow the requirements stipulated in these labour legislations.

2.6 PERFORMANCE MANAGEMENT IN THE PUBLIC UNIVERSITY CONTEXT

One major change experienced across the globe is a decline in the manufacturing
economy and an escalation in the services industry, such as education and health
(Grummel & Lynch, 2023). States and the private sector are widely acknowledging the
contribution HEIs make to national socio-economic development, particularly in terms
of the production of knowledge and especially in terms of knowledge production and
the delivery of highly competent professionals (Vidicki et al., 2023). This view is shared
by The World Bank (2023), stating that keen and valuable investments in people’s
education are fundamental in the development of human resources to end poverty.
Dias (2021) further identifies countries such as Korea, Malaysia, and even Thailand
as examples of countries that have significant growth rates and can stimulate social

mobility because of the heavy investment they have made in education.

As a result, HEIs across the globe have significantly increased, with more than 18,500
HEIs in 186 countries (International Association of Universities and UNESCO
Information Centre on Higher Education, 2016). In the last twenty years, HE saw an
almost doubled gross enrolment rate worldwide, ranging from 19% to 38% between
the 2000 and 2018 academic years (Vieira et al., 2020). The United Kingdom saw an
increase of over 750,000 applications from prospective students in 2020, which was
an increase of about 345,000 in comparison with 1994, when only 405,000
applications were received (Clark, 2022). Sub-Saharan Africa has had a high
comparative increase, which started from a 1% increase in enrolment to obtaining a

125% upsurge over the period, parallel to Latin America and the Caribbean’s
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comparative increase. South Africa also experienced a massification in its HEIs post-
1994. Student enrolments grew from 473,000 in 1993 to some 799,388 (40% increase)
in 2008 and increased to 1,085,568 in 2018 (Council on Higher Education (CHE),
2022).

Although government subsidies for HE have dropped globally in the past few years
(Zeleza, 2023), the intensification of HE has increased expenditure at both public and
private HEls (Sarrico, 2020). South Africa also experienced a trend of increased
expenditure on higher education, as well as an increase in student expenditure. The
“#FeesMustFall” movement that exploded in 2015 contributed to the massification of
HE and an increase in government expenditure. As a result of the “#FeesMustFall”
movement, a policy on fee-free higher education for students from low-income
households was introduced in 2016 (Langa, 2017; My Courses, 2023). This led to the
escalation of government expenditure. The reason for this escalation was that a fee-
free system allowed many people from previously disadvantaged groups with poor
backgrounds access to HE (CHE, 2022).

Accordingly, the South African government increased funding for higher education,
announcing that R17 billion would be allocated over the next three years to subsidise
both universities and students (My Courses, 2023). During the budget speech for
2023/24, HE was allocated R104,4 billion, shared among the National Student
Financial Aid Scheme (NSFAS), HE subsidies, and Technical and Vocational
Education and Training (TVET), respectively (Siebritz, 2023). The intensification of HE
resulted in tension due to the adjustments that had to be made, which included a
change in which old traditions of academic practices had to be adapted to the new
societal demands faced by HE (Schippers, 2024).

In response to this high expenditure, the management of HEIs is forced to change the
way they manage these institutions. HE management moved from the decentralised
to the deep bureaucratic system in which the national ministry of HE is in charge (Nisio
et al., 2018). One apparent change is a rise in university rankings, which can be

regarded as one method of performance assessment that was popular in a limited
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number of countries, specifically in the US (Beerkens, 2022). Another form of
measuring performance in HEIs is counting the number of students completing their
qualifications, and the number and impact of research outputs, as research is one of
the critical tasks of HEIs (Bleiklie, 2018; Department of Higher Education and Training
(DHET), 2020; Maphalla & Malan, 2014). Academics receive incentives for each
research output published in an accredited journal (DHET, 2020), which unfortunately
makes the teaching role of academics redundant and of less importance (Sheikh et
al., 2022). The intensification of HE further led to the origin of the New Public
Management (NPM) (Bleiklie, 2018). NPN refers to a model that emphasises the
introduction of management techniques adopted mainly from the private sector that
place quality and efficiency at the centre (Bleiklie, 2018; Lapuente & Van de Walle,
2020).

NPM originates from ‘modern Taylorism’, a system of the 1890s, which was introduced
by Frederick Winslow Taylor as a management system used to measure performance
and give incentives (Sheikh et al., 2022). The PM system is one that serves as a
measurement and quantification of the actions and performance at HEls (Chahar &
Hatwal, 2018). According to Nisio et al. (2018), the fundamental principle of the PM
system is the idea of forcing accountability as well as improvement of policies and
management of public administration. Mampane, (2020) is also of the same view,
stating that the application of the PM system in higher education institutions could
enhance the growth and development of the department and its staff.

Chahar and Hatwal (2018) hold that the PM system is significant and is applicable in
HEIls, but it must first be adjusted and implemented according to the requirements and
standards of HEls. This, according to Nisio et al. (2018) and Cosenz (2022), poses
major challenges because the mechanical transfer of systems, judgments, and
apparatuses already tested in companies is not compatible with the HEIs context due
to many roles carried out by these institutions, many objectives aimed at, high volume
of dimensions to be monitored.
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2.7 ACADEMIC STAFF PERCEPTIONS OF THE PM SYSTEM

Academic staff form a crucial element of any university society globally. Their work
includes all three functions of universities, namely teaching and learning, research,
and community engagement, or engaged scholarship (Chaacha, 2024). Although
considerable literature justifies the use of the PM systems in HElIs, the next important
question is how the academic staff views this system. Several studies reported
frustration and dissatisfaction of the academic staff about their PM system (Kiplangat
et al.,, 2016; Macdonald, 2023; Maimela & Samuel, 2016; Mazibuko, 2016;
Mushemeza, 2016). In the study by Nyembwe (2014), half of the respondents
expressed dissatisfaction with how the final ratings were determined during the
performance appraisal process. Most of the respondents further reported that the
process was subjective and that the process of allocating bonuses was not done
transparently (Nyembwe, 2014).

According to The Guardian (2015), academics view the PM systems as unnecessary
pressure and bullying from management. This author further states that many
academic staff characterise the PM system as some form of investigation and control.

Factors causing the frustrations among the academic staff are discussed below.

2.7.1 The use of the number of research outputs as a matrix to measure the

academic staff’s performance (Research KPA)

Heterodox Academy (2023) and Vital and Ferreira (2020) argue that performance
metrics such as publication impact and citation index do not accurately measure true
of the true academic staff as universities and individuals can easily manipulate them.
Additionally, some academic staff, especially those at levels lower than a professor’s
job title, would like teaching and grading students to be considered when promotion
decisions are made (Mushemeza, 2016). Such academics will view the PM system as
unfair, and end up engaging in teaching undergraduates less and focus more on
research (Kenny & Fluck, 2022).
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A few studies argue that students’ evaluations are a popular measurement of the
performance of the academic staff in teaching and learning, both teaching in class and
supervision (American Sociological Association, 2019; Goos & Salomons, 2017; Muda
et al., 2017; Taylor, 2021). However, Taylor (2021) argues that even though student
evaluations provide some form of measuring teaching and learning, they are typically
biased as students may favour academics who give them easier assignments, or
classes with a precisely charming lecturer. Therefore, the PM system should be
designed in a way that aims to strike a balance in measuring research, teaching,
community engagement, and academic citizenship (Guarini et al, 2020). In response
to this frustration, Gilbertson et al. (2018) suggest that the academic staff be divided
into two groups of specialisations: researchers and teachers. These authors argue
that permitting people to specialise can improve the general performance of the
academic staff as they will be focusing on areas that they are good at, interested in,
or passionate about.

2.7.2 The academic staff teach with limited resources

Due to the massification of HE, academics are forced to teach increasingly more
students from a shrinking resource base (Kiplangat et al., 2016). According to these
scholars, this can affect the teaching quality, impartiality, competence, value, and
importance in the governance and management of universities, including the PM
system. The study by Victor and Babatunte (2014) revealed that the pay and other
compensations for the academic staff are not adjusted to respond to this massification.
As a result, academic staff motivation can drop as Mkhize (2019) argues that
employees need to be rewarded more if they have performed above their expected
KPAs.

2.7.3 The academic staff view PM systems as bureaucratic and a top-down

power exercise.

In the study of Mazibuko (2016), most participants criticised the top-down approach
applied in their PM system. The results further revealed that academics viewed their

PM system as unfair and subjective. This view was also cited in the study of Maimela

28



and Samuel (2016), in which participants further stated they received feedback that
was not beneficial from managers, as their inputs were not fully taken into

consideration.

2.7.4 The academic staff views the PM system as lacking validity

Validity, as one characteristic of a good PM system, entails that all job dimensions
should be included when measuring employees’ performance (Aguinis, 2019).
Academic workloads have changed in ways that seem to have created greater levels
of stress. The participants in the study of Maimela and Samuel (2016) stated that their
PM system lacked validity as it did not consider their entire workload. Similarly, Kenny
and Fluck (2022) also revealed that, although some HEls have institutional workload
models, teaching, leadership, administrative, or coordination roles were not
considered, negatively impacting their overall performance. Further, the study of
Dlamini and Dlamini (2024) found that most of the academic staff are struggling to
strike a healthy work-life balance due to working long hours on their professional
duties, limiting their time for social life and personal errands. Such hectic work

schedules should therefore be considered when evaluating their performance.

2.7.5 The academic staff feel that their academic freedom has been taken

away

The notions of autonomy and academic freedom make it difficult to quantify and
manage; however, they remain fundamental to an academic character (Kenny & Fluck,
2022). Participants in the study of Mazibuko (2016) cited that the PM system removed
the collegial ethos that they previously enjoyed as academics. Similarly, Kenny and
Fluck (2022) stress that the use of the PM system is found to be adversely related to

the philosophy of academic collegiality and autonomy.
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2.7.6 Dissatisfaction with the incentives provided for good performance

The performance bonus associated with outstanding performance did not motivate
participants in the study of Maimela and Samuel (2016). This could be due to three
reasons: first, the academic staff could perceive the rewards for good performance as
inequitable, as argued by Adams’ equity theory (1963). Second, rewards may be
regarded as unattractive by the academic staff, as emphasised by the expectancy
theory (Vroom, 1964). Finally, it could be that performance acknowledgment and
rewarding good performance place too much pressure on academics to perform
(Jawabri, 2017).

Molefe (2012) conducted a study at universities from five countries, namely, South
Africa, the USA, the UK, Australia, and Nigeria. Universities. The study recommended
dimensions such as workload consideration, lecturer’s relationship with students,
subject knowledge, and lecturer’'s communication skills, which, if included in
the academic staffs PM system, may lead to such a system being accepted by
academics (Molefe, 2012).

2.8 PM SYSTEM AT THE SEVEN UNIVERSITIES PARTICIPATING IN THIS
STUDY

A considerable literature indicates that a PM system for an academic staff comprises
three standard key performance areas (KPAs), which are teaching and learning,
research, and community engagement or engaged scholarship (ChaaCha, 2024;
Maimela & Samuel, 2016; Mampane, 2020; Yousif, 2017). The universities that
participated in this study also use a PM system template with these three KPAs when
evaluating the performance of the academic staff. However, in most of the participating
universities, there is a fourth KPA that is added to the rubric during the performance
appraisal, depending on the post rank. The Academic Citizenship and Leadership KPA
is added to the rubric to measure senior academic staff (Full Professors, Associate
Professors, and Senior Lecturers), while and Academic Citizenship and Administration
KPA is added to the rubric when measuring the junior staff (Lecturers and Junior
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Lecturers). Table 2.1 provides a summary of a template used to review the
performance of academic staff.

When scrutinising a generic template used to assess the academic staff at the seven
universities participating in this study, as illustrated in Table 1, some conclusions can
be drawn. The most important thing to note from the sample performance review
template is that in all universities that participated in this study and across the
academic post-rank, Research, Teaching, and Learning KPAs carry more weight as
they are regarded as the core business of the university. The other two KPAs generally
carry less; therefore, measuring excellence in those two becomes crucial. The other
two KPAs are allocated a small percentage of performance weights; therefore, they
play a small role when making performance measurement decisions, such as

promotion and incentives/rewards.

Table 1.

A sample performance review template

Key Performance Area | Weight Key Performance Indicator (KPI)
(KPA)

1 | Teaching and Learning Big chunk | Lecture presentation.

Assessments

Pass rates.

Number of lectures

Number of courses taught.
Marking

Number of students in the class

Students’ supervision

2 | Research Big chunk | Research outputs.
Conference attendance
Research collaborations.
Students’ supervision

New course development

3 | Community Engagement Less Number of community projects involved.

chunk The impact of community projects
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4 | Academic Citizenship Less Memberships in committees
chunk External academic work

Membership of professional bodies

Institutional meeting attendance

Source (Own compilation)

Given the bigger chunk of weight the research and teaching KPAs carry in the PM
system of the academic staff in South African public universities, as indicated in Table
1, the PM system should be viewed as a critical pillar to the achievement of the
institutional goals (Malefatsane et al., 2024). Accordingly, these scholars
recommended the incorporation of, among other things, the academic staff workload
policy, research and innovation policy, and promotion policy into the PM policy. The
consideration of the academic staff's workload in the PM system was also emphasised
by Dlamini and Dlamini (2024), who further caution that if the heavy workload on the
shoulders of the academic staff is not well recognised and acknowledged, it can result
in unsatisfactory work-life balance, leading to a drop in performance. Furthermore, the
study by Harding (2020) conducted in one of the universities in South Africa revealed
that the importance of great performance can be obtained by identifying where the
strengths and weaknesses of employees lie to reward good performance and improve
sub-standard performance. According to Samodien et al., (2024), while intensification
of student enrolments reflects efforts to widen access to education, it concurrently
stresses an extreme challenge of balancing an increased student enrolment with
limited financial and resource capacity. Accordingly, the PM system fails to
acknowledge the entire academic workload, especially excellence in teaching, where
current measures to measure this KPA remain quantitative and disregard the context
the teaching takes place (Nsibande & Modiba, 2024).

2.8 CHAPTER SUMMARY

This chapter discussed elements and dimensions of an effective PM system, namely,
organisational goals and strategies, organisational culture, and performance
measurement approaches. These elements are required for a well-designed PM
system and its implementation. Employee perception of fairness in the PM system was
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also explained. The characteristics of a good and effective PM system were discussed
in more detail. The legal issues in the implementation of a PM system, as well as the
influence of the labour legislation on the implementation of the PM system, were also
discussed. Finally, the consequence of the PM system that does not comply with the
labour legislation was also discussed. The next chapter discusses the theoretical
literature of this study.
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CHAPTER 3

THEORETICAL LITERATURE

3.1 INTRODUCTION

This chapter discusses theories that guided this study. To determine under what
conditions and how employees get motivated, commit, and stay in the organisation, a
bulk of theories have been advanced in the literature (CIPD, 2021). Therefore, for a
better comprehension of the role of the PM system in motivation, organisational
commitment, and turnover intention, a few theories that directly indicate the

relationship among the four concepts are discussed.

Grounded on the extensive review of the existing literature, and from the fact that the
PM system does not take place in isolation, this study is rooted in the following five
theories, namely: goal-setting theory, expectancy theory, Herzberg's two-factor
theory, equity theory, and job embeddedness theory. These theories clarify why
employees behave in a certain way, how the PM system informs their behaviour, and
how such behaviours impact their performance. Each theory is discussed below and

contextualised in the PM process.

3.2 GOAL-SETTING THEORY

Goal-setting theory was developed by Locke and Latham (1968), and it emphasises
that some people perform better at work tasks than others because they have different
performance goals. This theory is based on three basic arguments. First, individuals
have different goals. Second, people only act to achieve their goals if there is a chance
of success. Third, the value of the goal affects the level of motivation. According to
Locke and Latham (1968), people put more effort when the given tasks are reasonably
challenging and put less effort when the tasks are either excessively easy or too

complex to execute.
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The study of Farah and Neena (2017) further revealed a positive relationship between
goal-setting theory and employee engagement, and together they influenced
employee performance. However, goal setting can only motivate employees if
employees put effort toward goal achievement, and when the organisation provides
relevant and adequate resources for employees to carry out their duties (Scott, 2018).
According to Sharma (2023), employees are more likely to be motivated and engaged
in their work when they know the exact goals they are trying to achieve and realise

how their efforts contribute to the broader team and organisational objectives.

The goal-setting theory is based on the following five principles: clarity, challenge,
commitment, feedback, and task complexity (Locke, 1968). The principles are

depicted in Figure 2.

e Clarity: To avoid misunderstanding amongst employees, clear and specific goals
must be set. This will also enable employees to set objectives and deadlines,
leading to a greater chance of goal achievement.

e Challenge: Adequately challenging goals keeps employees engaged and focused
while executing activities required to achieve each goal. Goals that are too
monotonous or straightforward do not motivate and, therefore, will result in less or
no accomplishment pride. On the other hand, the study conducted by Atkinson
(1958) showed that goals that are too difficult can act as a factor that impedes or
increases performance. Therefore, individuals and teams must participate in the
goal-setting processes equally with managers for a greater buy-in to goals and for

motivation to achieve such goals (Chigo, 2021).

¢ Commitment: Individual employees and teams must participate in the goal-setting
processes equally with managers for greater buy-in and commitment to achieve
such goals (Chigo, 2021). Employees will be less likely to commit to the goals or
to like the process of achieving them if they are not involved in setting those goals.

e Feedback: Employees should receive regular feedback to guarantee that tasks

remain on track to achieve the goal. Feedback enables employees to air their
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opinions and comments, and to report if they have reached their goals. Further,
providing continuous feedback allows employees to fine-tune their approach if they
get off track toward achieving the set goals (Locke & Latham, 1991).

e Task complexity: Goals should be broken down into smaller goals. Once each
smaller goal is reached, a review should be performed to update the employee on
the overall progress toward the larger goal. 400 research studies that examined
the correlation of goal setting to work performance consistently found that
performance is directly related to goal difficulty (Locke & Latham, 1991). These
studies further found that employees are likely to apply more effort to achieve goals
if goals are harder to achieve, and when they have adequate abilities and
commitment to execute their tasks. However, these scholars further caution that
goals should not be too complex and end up overwhelming instead of motivating

individuals and teams (Locke & Latham, 1991).

Figure 2

A model of goal-setting theory.

Concepts Constructs Propositions

Goal core properties

* Specificity
s Challenge

Goal moderators
*  Ability
Feedback
Goal commitment

Situational resources

’ ® Performance Better
Self-efficacy « motivation Lead to
Task complexity performance

Goal mediators
® Choice/direction
s FEffort
& Persistence

e Strategies

Source: Adapted from Locke & Latham (2002).

Figure 2 illustrates how the goal-setting process influences performance and how

important it is to design a PM system to accommodate participatory performance goal-
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setting and provide support in terms of required resources to ensure goal acceptance

and achievement.

With reference to the PM process depicted in Chapter 2, Figure 2.1, the goal-setting
process takes place at stage 1 of the process, which is the performance contact stage.
At this stage, the manager sits with each employee to discuss performance goals and
expectations. According to Varma (2018), one of the causes of a drop in motivation
is less clarity on what is expected from employees. Therefore, in the performance
contract stage, the manager and employees jointly discuss the employees’ goal
targets and expectations. Involving employees at this stage employees at this stage
encourages more engagement, commitment, and passion toward achieving set goals
(Moosa, 2021). Further, at the performance feedback stage of the PM process (Stage
3 in Figure 1), employees receive feedback to update them if they are on the right
track toward goal achievement, which increases their chance of successfully achieving
those goals (Indeed, 2023).

3.3 EXPECTANCY THEORY

Victor Vroom’s (1964 ) expectancy theory speculates that people's motivation will rise
if they trust that (1) effort will harvest the required performance (expectancy), (2) if they
achieve a required performance, there will be a reward (force/instrumentality), and (3)
the rewards are attractive (valence). The interactive combination of all three influences
motivation (Armstrong, 2018; Filipova, 2023; Parijat & Bagga, 2014; Warnich et al.,
2018). Thus, employees will increase their performance if they are guaranteed that
their hard work will achieve the required performance and be rewarded in line with
their performance, and that they will only be motivated if they value the reward
(valence). In essence, the expectancy theory is applied to identify the attributes that
motivate individual employees in the workplace, as it acknowledges that different
people are motivated by different things (Project Guru, 2016). In other words, Vroom
believes that when the three elements in the expectancy theory, namely, expectancy,
instrumentality, and valence, are high, the motivation level will also be high. Thus, the
three elements of the expectancy theory have a multiplication relationship with

motivation: Expectancy x Instrumentality x Valence = Motivation
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Of importance to note from the formula is that if the value of each element is zero, the
value of motivation will also be zero (Chetty, 2018). This means that an employee will
be less motivated if they receive rewards that are not attractive, even if they trust that
their determination can achieve the desired performance. In essence, with the
expectancy theory, Vroom argues that the choice to perform lies with each employee
and that they will only perform if they get rewarded with desirable incentives (valence).
This means employees must first see and believe that there is a link between their
energy and the outcome, and that the outcome will lead to an invaluable reward. Figure
3 depicts the key elements of the expectancy theory, namely, expectancy,
instrumentality, and valence. These three key elements are discussed in the next sub-

sections.

Figure 3

The Expectancy theory

Expectancy Instrumentality Valence

1) Will my effort Will performance Do | find the
lead to high lead to outcomes
performance? outcomes? desirable?

Source: Adapted from Vroom (1964)

3.3.1 Expectancy

The expectancy refers to the degree of employee belief that if they can exert some
effort, they can achieve the required performance (UKEssays, 2018). According to
Vroom (1964), the employee is at liberty to decide whether to exert some energy in

doing their work. When given a specific task, an employee can first ask this question:
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If I exert effort towards my work, will it lead to the required performance? This means
that this theory is about a choice, as it gives details about the course of action that an
individual undertakes when making choices. According to Vroom (1964), an employee
makes a choice guided by a two-phase order of expectations: effort will result in

performance, and that performance will yield some rewards/outcomes.

Lee (2019) argues that an employee’s expectancy depends on his/her self-efficacy,
which refers to the solid confidence in one's capacity to achieve the required level to
reach their goals (Bandura, 1977; Chellapa, 2023). The study by Cetin and Askun
(2018) revealed a positive relationship between employee self-efficacy, job
performance, and productivity. Similarly, in their studies, Machmud (2018) and
Paramita et.al. (2020) proved that employees' self-efficacy affects work performance,
job satisfaction, and work commitment. However, Abun (2021) cautions that for self-
efficacy to predict good performance, the work environment should be supportive to
allow it to be exercised. Moreover, employee self-efficacy is expected to be high if the
work environment is more humanistic and there is a good work relationship among
employees (Machmud, 2018; Paramita et.al., 2020). Therefore, self-efficacy should
not be seen as the only factor affecting employee performance; factors such as the
work environment, relationships among employees, necessary skills, feedback from
managers, organisational culture, work-life balance, etc., can enable or limit
employees from achieving the required performance (Kanapathipillai et al., 2021;
Mushfieldt, 2019)

As Abun et al. (2021) alluded to, a more humanistic work environment, rather than a
bureaucratic one, enhances employee work motivation. Therefore, to be able to
motivate employees to be positive in achieving the expected results, the organisational
culture should be a supportive and engaging one. Accordingly, the organisational
culture should be such that managers support and help employees to achieve the
expected results. According to Channel (2021), the following can be done by
managers to inspire employees to achieve the expected results:
e Adequate time and relevant tools should be made available to employees.
Employees should have skills or be provided with the required skills and
knowledge to perform their given tasks.
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e Managers must give support and feedback continuously when employees

execute their given tasks.

In summary, both individual factors (self-efficacy, employee skills, experience, etc.)
and organisational factors (managers’ support and feedback, humanistic work
environment, training opportunities, etc.) play a vital role in motivating employees to

exert more effort to achieve the expected performance.

3.3.2 Instrumentality

Instrumentality refers to employees believing that once they achieve the expected
performance, they will be rewarded (Vroom, 1964). Ideally, for the instrumentality to
be high, organisations should have clear policies in place, as in the employment
contract, specifying how an employee will be rewarded upon achieving targets
(Kuvaas et al., 2022). According to Looti (2022), the expectancy theory encourages
organisations to link rewards to performance directly, as hardworking employees
deserve. Rewards for good performance could be a pay increase, promotion,
recognition, or a sense of accomplishment (Indeed, 2023; Looti, 2022).

For the instrumentality to be high, employees should trust that a reward is guaranteed
and have control over when, how, and why rewards are distributed (Looti, 2022).
Therefore, managers should keep their promise by sticking to what is stated in those
policies (Wani, 2022). However, instrumentality will be low if everyone gets a reward
without a distinction between what is acceptable and unacceptable performance. In
other words, good performers will be demotivated if poor performers receive the same
rewards as they do (Parker, 2023). PM system is one of the HR functions used to
determine employee incentives such as performance bonuses and promotion
decisions (Aguinis, 2019; Moosa, 2021). If such incentives are perceived to be fair and
impartial by employees, they can be a good source of motivation for and retention of

good performers. (Khan et al., 2017).
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3.3.3 Valence

Valence is the value an individual employee attaches to the potential reward
(Sounders, 2020). Different individuals expect different outcomes from the
organisation based on the choices they make. In other words, valence is influenced
by factors such as an individual’s objectives, principles, and needs (Ricardo, 2024).
Some people expect good salaries, while others expect job security for good
performance and job dedication (Osafo et al., 2021). The study by Noorazem, (2021)
showed that with every increase in the employee's salary, bonus, appreciation, and
health care benefits, their performance increased significantly. However, to motivate
employees through rewards, managers should first find out what motivates individual
employees so that rewards and incentives can be crafted in a way that they are viewed
as meaningful while paying attention to how each individual identifies their valence
(Maloa, 2021; Manjenje & Muhanga, 2021).

Since employee expectancy depends on the skills and the knowledge they possess,
and their ability to perform (Chellapa, 2023), at the performance contract stage (stage
1) of the PM process, employees can discuss areas they think they need to be
developed in to be able to achieve the expected performance (Moosa, 2021). To know
whether employees are performing as expected, they should undergo the performance
review process, which takes place at the performance appraisal stage (stage 4), where

good performers can be rewarded (Moosa, 2021).

3.4 HERZBERG’S TWO-FACTOR THEORY

The two-factor Theory was introduced by Frederick Herzberg in 1959. This theory
expounds on employee motivation and satisfaction. The Two-Factor theory originated
when Frederic Herzberg collected opinions from a group of 203 engineers and
accountants, asking them to comment about conditions in which they considered their
work good or bad (Herzberg, 1959). To put weight on the feedback gathered, Herzberg
defined two separate sets of needs that both influence employee satisfaction, namely
(i) intrinsic-motivational and (ii) extrinsic-hygiene factors. According to this theory, the
opposite of job satisfaction is not job dissatisfaction but no job satisfaction (Herzberg,
1959).
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The theory stresses that when employees feel like their jobs do not contain intrinsic
motivational factors like recognition, achievement, career advancement, job difficulty,
and job responsibility, they will not be dissatisfied. However, if these factors are
perceived to be present, they can contribute to employee satisfaction in the workplace.
On the other hand, the existence of extrinsic-hygiene factors, which include
organisational culture, salary, job security, and working conditions, will not satisfy an
employee, but if they are not present, they can become a source of dissatisfaction
(Herzberg, 1966).

Factors in the hygiene category have no direct relationship with the job content but
focus more on their surroundings. According to Herzberg (1959), employees always
strive to improve themselves; therefore, to satisfy them, their job content should often
be changed. Further, this theory suggests that the satisfaction of hygiene factors can
prevent dissatisfaction and poor performance of employees, but only the satisfaction
of motivation factors encourages high employee satisfaction and, as such, high
productivity. Herzberg's two-factor theory is depicted in Figure 4, while the sub-

sections that follow discuss the hygiene factors and motivator factors.

Figure 4

Herzberg's two-factor theory

Herzberg'’'s
Job Dissatisfaction Two-Factor
Principles

Job Satisfaction

- Improving the
motivator factors Influenced by
increases Motivator

job satisfaction Factors

Achievement
Improving the Recognition
hygiene factors Responsibility
decreases Work itself

job dissatisfaction Advancement
Personal growth

Source: Adapted from Lumen Learning (2018)
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3.4.1 Hygiene factors

This section describes the following hygiene factors: pay, working conditions,

coworker relations, policies and rules, as well as supervisor policy.

Pay: According to Herzberg (1959), to prevent an unnecessary feeling of
dissatisfaction among employees, the salary or pay structure should be proper and
rational. Alshmemri et al. (2017) further emphasise that when compared with those
in the same industry, employees should feel a sense of equality. However, in
contrast with Herzberg's two-factor theory that stresses that pay cannot motivate,
the study of Adanwalo et. al. (2023) and Kumari et al. (2020) found pay to be rated
high as a motivator by respondents. On the other hand, Li (2023) cautions that for
pay to motivate, there must be an appropriate pay structure that ensures equity
across employees in specific positions, or else employees will view it as unfair and

adopt a negative attitude towards their work.

Working conditions: This refers to the work environment in which employees
perform the given tasks. It should be hygienic and safe to work in to avoid
dissatisfaction among employees. Work equipment should be kept updated and
well-maintained (Alshmemri et al., 2017). Thus, although working conditions alone
cannot motivate employees to work harder, they will help to prevent employees’
dissatisfaction (Bashir et al., 2020).

Coworker relations: How employees handle each other in the workplace can
positively or negatively affect their behaviour (Gallup, 2024). According to Houston
(2019), good relationships among coworkers are important for innovation in the
workplace, as such relationships enhance information and knowledge sharing,

trust among employees, teamwork, and improved satisfaction.
Policies and rules: Alshmemri et al. (2017) caution that organisations should

avoid rigid rules and policies and opt for flexible ones. According to Brink et al.

(2016), when employees feel dissatisfaction with processes, rules, and policies of
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their organisation, they are inclined to display unwanted behaviours to overcome
the dissatisfaction.

Supervisor policy: Managers ensure that employees know what work needs to
be done (Gallup, 2024). Their responsibility is also to review employee
performance and give out rewards and punishments where it is necessary (Fisher
et al., 2021). However, to enhance employee satisfaction and productivity,
employee engagement is crucial (Gallup, 2024). Micromanagement should
therefore be avoided at all costs as it takes away employee autonomy and
independence (Ghantous, 2023), resulting in low job satisfaction and, ultimately,
low motivation (Ackerman, 2018). Similarly, Abun et al. (2021) stress that a more
humanistic work environment, rather than a bureaucratic one, enhances employee
work motivation. Therefore, it becomes clear that the manager’s leadership style

plays a pivotal role in employee motivation.

3.4.2 Motivator factors

The following motivator factors are presented in this section: achievement, recognition,

and work itself.

Achievement: This factor is also emphasised by McClelland in 1961, who stated
in his achievement motivation theory that the need for achievement (n Ach) that
some people get motivated by the need to achieve their life goals. As Locke and
Latham (1991) caution that goals should not be too complex and end up
overwhelming instead of motivating individuals and teams, the target goals should

be realistic and achievable to be motivating.

Recognition: It is one way of motivating employees through praise and recognition
(Alshmemri et al., 2017). The employees should be praised and recognised for
their accomplishments by the managers. According to Millaci (2023), recognition is
a way of appreciating employees for good job performance, loyalty, customer
service, personal achievements, etc. The author further recommends that, when

feeling valued, employees’ positive emotions, such as motivation and devotion, are
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triggered. Similarly, the study of O'Flaherty et al. (2021) revealed that, by triggering
a feeling of being valued in employees, not only will their well-being advance, but
the organisation’s productivity will also improve. However, these scholars warn that
the effectiveness of employee recognition depends on three things, namely, (1) the
timing of the recognition (such as that done just after a major project has been
completed), (2) the messenger sent to convey the recognition message (preferably
by beneficiaries of the good work of senior leaders in the organisation), and (3) the
publicly made recognition. The study by Kumari et al. (2020) done in both the public
and private banking sectors also found that appreciation through gestures such as
monthly employee of the year awards and monthly performance reviews to

appreciate high achievers is more motivating.

Responsibility: The employees must be given full ownership and accountability
of the work with minimal control from management (Alshmemri et al., 2017).
Similarly, the respondents in the study of Adanwalo et al. (2023) indicated that they
felt a sense of pride when carrying out their job responsibilities. Further, the findings
of Pang and Lu (2018) suggest that when given some freedom to some extent to
apply their methods in their work and make their own decisions, their productivity
will increase. However, the study by Kumari et al. (2020) found that although job
responsibility comes with a lot of benefits, such as respect, if not balanced well, it
gets more overwhelming and stressful, leading to decreased motivation.

Work itself: According to Alshmemri et al. (2017), work itself should be fulfilling,
stimulating, and challenging to have a motivational effect on employees. The study
by Kumari et al. (2020) revealed that most of the employees in both the public and
private banking sectors were satisfied with their jobs and were motivated to work
harder. Further, according to Li (2023), employees will only be motivated to do their
work if they like what they do in their job (tasks involved), and if they believe their

work is being distributed equally across employees.
Advancement and personal growth: For employees to be motivated, they must
feel a sense of growth and advancement opportunities (Alshmemri et al., 2017).

The study by Girdwichai and Sriviboon (2020) found that taking employees for
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training and development motivates them because such interventions assist them
to perform well in their work. Further, employees get motivated when they know
exactly what they should do, and when they are confident that they possess the
skills and competence to perform well and get a promotion (eLearning Partners,
2023).

As depicted in Figure 4, satisfaction with hygiene factors can prevent dissatisfaction
and poor employee performance, while satisfaction with motivation factors
encourages high employee satisfaction and, as such, high performance and
productivity. Motivators determine whether employees are satisfied or not with their
jobs. Therefore, if employees are not satisfied (perception of the absence of
motivators), they may intend to quit their jobs for new employment that will provide
them with intrinsically motivating jobs (Ngo-Henha, 2017). Furthermore, if the
employees perceive the absence of motivators (are not satisfied), they may drop their

performance (Sounders, 2020).

According to Moosa (2021), the PM system implementation should be guided by the
policy with clear elements of what should be included in the process. One of the
elements in the PM policy should be the reward strategy, which will guide the
organisation on how employees should be rewarded. Maloa (2021) emphasises that
a reward strategy should comprise a pay mix (mix of pay-for-performance and assured
pay) such as opportunities for learning and advancement, the work environment
offered to employees, and other benefits programs. Such a mix will ensure that the
pay structure includes both hygiene and motivation factors as postulated by the
Herzberg Two-factor theory (The Chartered Institute of Personnel and Development,
2024). Such a mix will also make it possible that during Stage 4 of the PM process,
the performance appraisal, good performers can be rewarded with both intrinsic and

extrinsic factors.

3.5 EQUITY THEORY

Equity theory became widespread in 1963, originating from the behavioural and

organisational psychologist called John Stacey Adams (Davlembayeva, & Alamanos,
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2023). This theory draws its groundwork from three key theories in the realm of social
science and psychology, namely, social exchange theory, social comparison theory,
and cognitive dissonance theory (Davlembayeva, & Alamanos, 2023). The basic
principle of the equity theory is that employees keep a record mentally, that files every
effort they put into their jobs versus what their organisation offers them in return
(Bateman & Snell, 2015; Indeed, 2023). These contributions or inputs could range
from the effort they put into tasks, their skill level, educational background, and overall
work experience. The concepts of input and outputs result from the social exchange
theory, which refers to what people contribute versus the gains/rewards they receive
(Davlembayeva & Alamanos, 2023). As depicted in Figure 5, equity theory suggests
that employees’ motivation depends on equality and fairness; therefore, they will be
motivated only if they perceive there is a balance between their inputs and outcomes
(Main, 2024).

Figure 5

Equity Theory: Inputs should balance with outcomes

inputs Outcomes

Source: Kurt (2023)

Figure 5 depicts the main elements of the equity theory, namely, inputs and outputs.

o Inputs: Inputs are what employees bring as their contributions to the
organisation, and include the number of hours worked, duties, effort exerted,
and accountability (work performance), the passion shown, skills, and work
experience that came with the position, duties, and accountability required of
the individual (Hattangadi, 2022). According to this theory, individuals are profit-

driven; therefore, they demand the outcomes to be equal to the inputs subtract
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costs (Davlembayeva & Alamanos, 2023). The inputs can be divided into
quantitative (meeting project targets, creating creative ideas, or rendering
excellent customer service) and non-quantitative indicators (improved team
collaboration, a positive work ethic, or enhanced customer satisfaction) (Main,
2024).

o Outputs: In compensation for their inputs, employees get promoted,
incentives, or any form of recognition for their good  work (Kurt, 2023; Main,
2024), promotions, bonuses, or recognition, which can impact career
advancement and job prospects. According to Main (2024) and Indeed
(2023), if employees feel that their efforts (inputs) are fairly compensated, they

will be more motivated and stay in their organisation.

According to equity theory, input-output comparison can be determined by the formula

below.
Own inputs Referent other’s inputs
Own outputs — Referent other’s outputs

In this theory, Adams believes that employee motivation is highly dependent on the
perception resulting from the comparison in the above equation (Main, 2024; World of
Work Project, 2023). Should they perceive an inequity between themselves and their
peers, motivation and job satisfaction will decline (Main, 2024), and they certainly will
alter their working approach to ensure there is fairness in their view. As illustrated in
the above equation, Adams’ equity theory self-outputs divided by self-inputs must
equal the referent other’s outputs divided by their inputs. According to Watters (2021),
this equation is critical for this theory as it highlights an important aspect, that two or
more individual outputs do not have to be equal, only the ratio must be equal. This
scholar further argues that it is not an issue if an employee receives fewer outputs as
compared to the referent other if an employee is convinced that each employee

receives outputs based on the true level of their inputs (performance).
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Indiafreenotes (2020) and Kurt (2024) identify the following four types of referent
groups that each employee compares their input-outputs to determine how fair they

are being treated by their organisation:

e Self-inside: An employee may draw on their own previous experience with the
same organisation to benchmark to determine if the outcomes received are

equitable.

e Self-outside: This comparison occurs when an employee compares their current
situation with their own experiences in another organisation to determine if they

are being treated fairly by their organisation.

e Other-inside: An employee compares their input-output against those of

colleagues in their organisation.

e Other-outside: The employee here compares their input-output against that of

other people in the same positions but outside their organisation.

After each comparison with referents, an employee the motivation will be enhanced if
they perceive equity; but if they perceive an inequity, either over-rewarded or under-
rewarded, it can lead to a drop in motivation, unhappiness, and a reduced work effort
(Adams, 1963).

Equity theory suggests that when employees perceive the balance between their input
and outputs, they get motivated; and their motivation drops when they perceive the
imbalance between the two, which equates to inequity (Adams, 1963). The following
types of perceptions can arise in individuals (Indiafreenotes, 2020; Meuret, 2024;
Watters, 2021):

e Equity: Equity occurs when an employee perceives the balance between their
inputs and the outcomes they receive.
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e Under-reward inequity: This inequality occurs when an employee feels
dissatisfied due to the perception that their outcome and input ratio is greater than
the outcome and input ratio of the referent other. This means an employee feels
that if the reward they receive does not, according to their assessment, equal the

inputs they gave into their work.

e Over-reward inequality: This inequity occurs when an employee becomes
dissatisfied when they realise that their input-output ratio is lower than that of the
referent other. In other words, employees feel that the outcome they receive for
their input is undeservedly high. The theory suggests that if inequity is perceived,
it will inspire an individual to deal with the perceived inequality (Adams, 1963).
According to Adams, under-reward perception creates strain/distress in the

individual, which in turn forces an individual to deal with the perceived inequity.

According to Adams (1963), depending on the inequity perceived, an individual can
be either positively or negatively motivated. The theory highlights the following actions

that individuals perceiving inequity can embark on to address the inequity perceived:

1. An employee who considers his/her reward was not reasonable may drop
his/her performance to the level he/she feels is comparable to the reward, conversely,
2. An employee who considers his/her reward to be undeservedly high may work

harder to ensure that his/her performance matches the rewards received.

In the worst-case scenario, if inequity is not addressed, it can trigger turnover
intentions, such as absenteeism, poor performance, or hostility towards colleagues,
and ultimately, leave the organisation (BrightHR, 2024). The core principle of equity
theory, as discussed in the above sections, is that to maximise employee motivation,
a sense of fairness within and across teams must prevail (Main, 2024; Mirza, 2023;
World of Work, 2019). According to these scholars, equity and fairness can be created
in two ways: first, by addressing the issues around inputs and outputs to strike a
balance; and by tackling perceptions among employees.

At the performance contracting stage, employees’ skills and work experience (inputs)
are matched with performance targets set to guide employee performance. According
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to Adams (1963), employees will perceive equity only if these inputs are matched with
outputs/rewards received. Such outcomes/rewards are determined at the performance
appraisal stage, where employee performance is assessed, and good performance is
rewarded. Thus, employee motivation will be enhanced if employees perceive the
reward received at the performance appraisal stage as fair and in line with their

performance.

3.6 JOB EMBEDDEDNESS THEORY

Traditionally, turnover studies focused more on examining reasons behind employees
quitting as opposed to the current ones that are more concerned about why employees
decide to remain working for their company. For instance, following the traditional
turnover model, the study by Mitchell et al. (2001) found employee discontentment
(low job satisfaction) as a primary cause of low performance and high turnover.
Another traditional voluntary turnover model is that of March and Simon (1958), which
assumed that people choose to leave their organisations when they find it easy to do
so, that is, if there are alternative jobs elsewhere. Another factor contributing to
turnover is when employees are less satisfied with their current organisation. The
theory of Allen and Meyer (1990), organisational commitment also posits that
employees will remain in the organisation if they have high affective, normative, or
continuance commitment, and if not, they are likely to quit. Figure 6 below depicts the
three elements of the traditional models of voluntary turnover as proposed by Besich
(2005).
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Figure 6
The traditional model of voluntary turnover

Job Satisfaction

Perceived availability of job
alternatives

Organisational commitment /

Source: Besich (2005)

TURNOVER INTENTION

Figure 6 indicates that low job satisfaction (symbolised with -), perceived availability
of jobs elsewhere (symbolised with +), and low organisational commitment
(symbolised with -) can result in turnover intentions. According to Besich (2005), when
employees are less satisfied with their jobs, they will be less likely to commit to their
organisations; and they will show turnover intentions behaviours such as absenteeism,
low productivity/performance, active search for job opportunities elsewhere, and
ultimately leave. The traditional model shows that job satisfaction and organisational
commitment depend on the perception of the availability of jobs in the job market,
termed “ease of movement” (Gerhart, 1990; Trevor, 2001; Holtom, 2004). These
scholars further argue that, regardless of low job satisfaction and organisational
commitment, employees will not leave their organisation if they do not believe they
can easily find another job elsewhere. Later, the job embeddedness theory, which
instead of focusing on why people leave, focuses more on what makes them stay in

an organisation, was developed.

The current job embeddedness theory was developed by Mitchel et al. (2001), which
posits that when employees are more embedded in their organisation, they will be less
inclined to leave. According to these scholars, when employees possess a broader
span of work-related roles, internal relationships, and more job responsibilities, they
show the maximum intensity of job embeddedness. Such employees are said to be
deeply connected to their organisation and jobs, and therefore, they find it difficult to

leave them as they feel their lives and careers will be disrupted (Cuofano, 2024). Lee
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et al.,, 2014, p. 201) define job embeddedness as “the extent of an employee’s
'stuckness,” or enmeshing within a larger social system, and it results from numerous
external (or contextual) forces, which are labelled links, fit, and sacrifice, in the

organization and community that operate on a focal employee”.

The theory assumes that employees have many connections and links within their
organisation, which include (1) links to other individuals, teams, and groups of people,
(2) perceptions of their suitability in their job, organisation, and community, and (3)
perceived sacrifice should they quit their jobs (Mitchell et al., 2001). These links and
connections allow them to be fully integrated into their profession and social
environment so that they do not lose or sacrifice those links. and connections for an
unknown new job or an unfamiliar new environment (Cuofano, 2024). Shah et al.
(2022) identify the three determining factors in the job embeddedness theory as a
measuring instrument to measure employee job embeddedness. According to Besich
(2005), embeddedness theory derives from the organisational bond/attachment
literature, which postulates that specific aspects of the individuals' jobs act as a “net”
that restricts employees from willingly quitting their jobs. The factors that influence the
job embeddedness theory are depicted in Figure 7.

Figure 7
New Job Embeddedness Theory

Organisational link
Organisational fit _
';l TURNOVER INTENTION
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Source: Adapted from Mitchell et al. (2001)
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Although originally job embeddedness theory is approached from the overall job,
researchers such as Futchs, (2022), Kraimer et al. (2012), and Lee et al. (2004)
emphasise that embeddedness can be categorised into two types, namely,
organisational links (i.e., on-the-job embeddedness)and community (i.e., off-the-
job embeddedness). According to these scholars, organisational embeddedness
focuses on facets inside the organisation that entrench the individual (e.g., relationship
with clients and colleagues, retirement pension, promotional prospects), and
community embeddedness is about aspects of the community that entrench the

individual (e.g., work-life balance, the opportunity for quality holiday activities).

The study done by Maloba and Pillay-Naidoo (2022) confirmed that person-
organisation fit is negatively related to turnover intention, especially if job satisfaction
is also high. However, their study further revealed that when employees feel
disconnected from their professional and social environment, they will be interested in
turnover intentions appeals. The findings by Charles-Leija et al. (2023) also confirmed
that employees are inclined to quit their jobs if they feel the job does not align well with

their purpose of personal life purpose and does not contribute to other people’s lives.

Job embeddedness was found to be a substantial mediator between HR practices to
retain employees and intention to quit (Bergiel et al., 2009; Bibi et al., 2016). According
to Bibi et al. (2016), job embeddedness theory can be regarded as an employee
retention theory, rather than a turnover theory. Khan (2010) and Mitchell et al. (2001)
note that if HR practices are applied appropriately and perceived as fair by employees,
they can serve as a good retention strategy by embedding these employees into the
organisation. Further, the study by Bibi et al (2021) among the academic staff in the
UK revealed that the participants were not satisfied with how the performance
appraisal was carried out in their university, which could lead to a drop in performance

and ultimately engage in turnover intention behaviours.

Another study among the academic staff revealed that work-life balance practices
significantly and negatively predicted turnover intention, and positively predicted
person-job fit (Kakar et al., 2021). These authors further proclaim that the implication

of these findings to management is that if work-life balance practices meet the
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academic staff's needs and preferences can enhance person-job fit and minimise

turnover intentions.

Similarly, a study by Bibi et al. (2016) found that HR practices such as recruitment and
selection, training and development, and rewards and remuneration affect an
employee’s embeddedness in the organisation when an employee considers these
practices to connect or suit their sacrifices to their organisation. Another consideration
that needs to be made by the HR management is generational diversity, which has
multiple influences on several HR policies such as PM, training and development,
rewards and remuneration, employee wellness policies, and work-life balance

practices.

The literature classifies groups of people in terms of their age, namely, baby boomers,
Generation X, and Generation Y. According to Fuchs (2022), the assumption in the
literature is that these generations grew up in different periods; therefore, their values
and attitudes differ. Fuchs's (2022) study confirmed that only the sacrifice dimension
in the job embeddedness theory was significant to Generation Y. The study therefore
recommends that to retain Generation Y in the organisation, a combination of
monetary and non-monetary benefits can be a good strategy. On the other hand, the
study by Winkler et. al. (2019) revealed that to retain baby boomers in organisations,
there should be health and social care policies. Moreover, because Generation Z is
at the starting point of their careers, to retain them, a good, healthy work-life balance,
specialised development, career growth prospects, policies, and technological
exposure should be prioritised (Jobful, 2025). This was also confirmed by the study of
Deloitte (2022), which cited burnout or job dissatisfaction as the top three reasons

young employees quit.

Interestingly, despite all the disparities in generations discussed above, the study of
Wu (2023) reported contrasting findings, as they found that all three dimensions of job
embeddedness influence turnover intentions. Similarly, Bibi et al. (2018) findings
indicated that HR practices such as recruitment and selection, training and
development, and rewards and remuneration affect an employee’s embeddedness in
the organisation when an employee considers these practices to connect or suit their

sacrifices to their organisation.
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The job embeddedness theory is concerned with people retaining employees in the
organisation. On-the-job links can be created at the performance contracting stage
(Stage 1 in Figure 2.1) by ensuring that fair and equal performance agreements are
set across employees of the same category. According to Moosa (2021), the
relationship among employees can be jeopardised when they perceive their workload
to be heavier than their peers. This means that one of the links, namely, an on-the-job

link, will be broken as alluded to by the job embeddedness theory (Mitchel et al., 2001).

3.7 THEORETICAL FRAMEWORK

The theories discussed in the foregoing section indicate many reasons why some
individuals’ performance is better than others. The theories further reveal a link
between motivation, organisational commitment, turnover intentions, and employee
performance. This means that depending on how employees perceive their PM
system, they will perform in a particular way (Aguinis, 2019; Allen & Meyer, 1997;
Warnich et al., 2018). Figure 8 illustrates the relationship between variables in this

study and the theories guiding them.

Figure 8
Theoretical framework.
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3.8 CHAPTER SUMMARY

This section chapter discussed theories that guided this study, namely, Goal-setting,
Expectancy, Herzberg's two-factor, Equity, and Job embeddedness theories. These
theories clarify why employees behave in a certain way, how the PM system informs
their behaviour, and how such behaviours impact their performance. The goal-setting
theory emphasises that some people perform better at work tasks than others because
they have different performance goals. The expectancy theory speculates that
people's motivation will rise if they trust that (1) effort will harvest the required
performance (expectancy), (2) if they achieve a required performance, there will be a
reward (force/instrumentality), and (3) the rewards are attractive (valence). Herzberg's
Two-Factor theory suggests that there are two separate sets of needs that both
influence employee satisfaction, namely (i) intrinsic-motivational and (ii) extrinsic-
hygiene factors. According to Herzberg's Two-Factor theory, the opposite of job

satisfaction is not job dissatisfaction but no job satisfaction.

The basic principle of the equity theory is that employees keep a record mentally, that
files every effort they put into their jobs versus what their organisation offers them in
return These contributions or inputs could range from the amount of effort they put into
tasks, their skill level, educational background, and overall work experience. The job
embeddedness theory posits that when employees are more embedded in their
organisation, they will be less inclined to leave. According to this theory, when
employees possess a broader span of work-related roles, internal relationships, and
more job responsibilities, they will show the maximum intensity of job embeddedness.
The next chapter (Chapter 4) presents the conceptual literature.
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CHAPTER 4

CONCEPTUAL LITERATURE

4.1 INTRODUCTION

The PM system serves as a good communication link between an employer and
employee, and if implemented correctly, it can lead to increased employee motivation,
organisational commitment, and reduced turnover intentions. This chapter, therefore,
presents the conceptual literature to support this view, focusing on the concepts of
motivation, organisational commitment, and turnover intentions as the main variables

in this study. The chapter finally illustrates the conceptual framework of the study.

4.2 EMPLOYEE MOTIVATION

This section explores the concept of motivation and its role in employee performance.
The section explains the characteristics of motivation. It finally explains techniques to
be applied in organisations to ensure highly motivated staff. Every organisation’s
success depends on its human resources (employees), as Naa et al. (2021, p. 100)
put it: “An organisation can have a good boss, a good vision, and a good foundation;
but if it disregards its employees, the company is essentially in chaos.” These authors
further note that because individuals have unique sets of needs, motivation can affect

them positively or negatively. depending on the employer's needs.

According to Assignment Point (2023), motivation is one of the vital features of HRM,
which emphasises the process of persuading, rousing, shaping, and thought-
provoking employees to do a better job in the organisation. The word “motivation”
originates from the Latin word “movere,” which means to move (Bhat, 2023).
According to CIPD (2021), motivation refers to the state of mind that encourages (or
discourages) employees to carry out their jobs in a certain way to achieve a desired
outcome. Further, there is a wide assumption that highly motivated employees are not
only the happiest, healthiest, and most content but also more expected to perform
better and innovative (CIPD, 2021).
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By tradition, motivational psychologists endeavour to understand why individuals think
and behave in the ways they do (Hutchison, 2014). Initially, evolutionary theory,
behavioural biology, physiological psychology, and psychoanalytic study of mental
illness evaluated motivation as a unique contributing factor to human thinking,
emotions, and actions (Cofer & Appley, 1964). However, it was quickly established
that motivation works together with other determining factors (e.g., intuition, influence,
tendencies) (Gollwitzer & Oettingen, 2015). According to Arango (2018) and Souders
(2019), motivation progresses right through one's lifespan, and it is guided by both
genetic and environmental factors such as rewards and goals (Souders, 2019).
Sounders (2019) maintains that energy and action are formed when the sympathetic
nervous system releases epinephrine and norepinephrine, which is why motivation is

frequently conceptualised as a “drive”.

Bateman and Snell (2013) emphasise the importance of understanding the job, the
availability of resources, and the employee’s ability to achieve high productivity. A
conducive work environment that encourages and supports employees should also be
created to enhance employees’ level of motivation (Mansaray, 2019; Ryandini &
Nurhadi, 2020).

Scholars differentiated between approach and avoidance motivation for ages, starting
with the moral hedonism championed by the ancient Greek philosophers Democritus
(460-370 B.C.) and Aristippus (430-360 B.C.). According to Elliot (1999), the main
differentiating factor between approach and avoidance motivation lies in the function
of valence. In approach motivation, behaviour is instigated or directed by a
positive/required event stimulus, whereas in avoidance motivation, behaviour is

instigated or directed by a negative/undesirable event or stimulus (Elliot, 1999).

Similarly, the President and Fellows of Harvard College (2023) stress that approach
motivation comprises the production of neurochemicals that signal us that a pleasant
something is about to happen that ought to be appreciated; while avoidance motivation
guides us away from an intimidating or hostile response by releasing hormones that
activate a “fight or flight” response. The authors further emphasise that both
approaches progress at a younger age and are induced by intrinsic (internal) drivers
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and extrinsic (external) experiences. Figure 9 illustrates internal and external factors

that drive both approach and avoidance motivation.

Assignment Point (2023) identified the following characteristics of motivation:

e Motivation is a personal and psychological concept: Motivating factors are
always unconscious, which calls for managers to study the psychological and
mental aspects of the individual for a higher level of performance.

¢ Motivation is a Process: Motivation is a process that starts with unfulfilled desires,
moves through tension, drives, and goal accomplishment, and finally, it ends with

the decline of tension provoked by unfulfilled desires.

e Motivation is a Continuous Process: Because human needs are innumerable
and cannot be satisfied at one time, the process of motivation is also unending.
This means managers should always anticipate that a new set of needs will emerge

immediately after the existing ones have been fulfilled.
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Figure 9

Approach and avoidance motivation
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Motivation is a complex subject: People’s level of needs depends on their
psychological and physiological features, making the manager’s duty of motivating
them difficult.

Motivation is goal-oriented: Motivation triggers goal-directed actions; therefore,
in the organisation's set-up, employees will strive for higher performance to achieve

high productivity and ultimately the organisational goals.

Intrinsic and extrinsic motivation: While some individuals are motivated by
intrinsic factors (inner aspects) such as recognition, social status, self-esteem, and
self-actualization needs, others are motivated by extrinsic factors (outside factors)
such as physiological and social needs, such as food, shelter, health, education,

salary, and benefits, etc.
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e Positive and negative motivation: Positive motivation relates to the process of
inspiring employees towards a higher level of performance, whereas negative
motivation relates to negative stimuli such as punishment.

¢ Motivation is behaviour-oriented: Motivation relates to a series of activities an
individual undertakes in the workplace, attempting to achieve the organisational

goals.

Taking from the above-discussed characteristics of motivation, in the work context, if
motivation is applied well and appropriately, it can enhance employee productivity and
job satisfaction, which helps with the achievement of both organisational and individual
goals. To achieve these benefits from motivated employees, Souders (2020) suggests
that organisations should be considerate of the stress that jobs can cause employees,
and design jobs in such a way that they are stimulating, challenging, and offer

collaboration and variety.

Similarly, the study of Girdwichai and Sriviboon (2020) revealed that if the workplace
is healthy and positive, it can enhance employee performance. Elvina and Chao
(2019) conducted a study at a bank in Russia testing the influence of intrinsic and
extrinsic motivation on employee performance, and the relationship was significant.
This means the respondents in the study found the intrinsic factors, such as stimulating
work, job gratitude, satisfaction, and tension, and four extrinsic factors, including job
security, good wages, & promotion, to be important. The relationship between
employee motivation and organisational performance is depicted in Figure 10.

According to Figure 10, if employees perceive the presence of motivators in the box
on the left-hand side, they will be motivated and perform at a higher level to achieve
the organisational goal in the right-hand side box. Accordingly, as alluded to above,
individual employees get motivated by different things; managers should always strive
to first determine what motivates each employee because needs vary across
employees; therefore, “one size fits all” is not applicable when it comes to motivation.
(Naaetal., 2021). In conclusion, thus, organisations should determine what motivates

employees and act accordingly to guarantee constant employee motivation. According
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to Herrity (2023), the following techniques, if applied correctly in a workplace, can

result in highly motivated staff:

Invite employees for their views: Conducting polls anonymously will assure
employees that the organisation cares about their views and finds their opinions
valuable. Employees can offer proposals on ways that work conditions can be
improved. As alluded to in the previous section, different employees can be
motivated by different incentives. Therefore, involving employees when
determining incentive programs will lead to incentives that motivate everyone.
Providing financial incentives, a lunch outing, time off, a holiday, or a good

performance certificate for any accomplishment of goals can motivate employees.

Figure 10

The relationship between employee motivation and organisational performance

Conceptual relationship between employees' motivation and organizational performance
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Offer personal enrichment programs: Employee personal enrichment programs
include offering tuition compensation or sending them to workshops or conferences
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where they can advance their skills. Professional development should also be
encouraged. Mentorship programs where employees are paired with one
experienced employee as a mentor can also help employees with more confidence

to perform.

Validate good work: Praising individuals’ and teams’ work inspires employees.
Also, appreciating and complimenting employees personally usually has a great

impact on employees.

Set intermittent goals: Employees stay motivated if the performance goals are
broken into smaller and measurable parts. Such goals inspire employees when
tracked frequently, and when employees realise that they have hit notable

milestones.

Share profits to improve performance: Offering a profit-sharing program will
make employees recognise that they add value to their organisations, hence
receiving a stake in the organisation’s financial achievement. However, Naa et al.
(2021) and Varma (2019) warn that for maximum benefits from motivated
employees, organisations should motivate employees individually, not as a
collection or a group. Accordingly, before implementing any strategy to motivate
staff, organisations should first find out why the employee is not motivated to
ensure that the correct remedy can be applied (Clark & Saxberg, 2019).

Many studies have investigated factors that lead to a drop in employee motivation. For

instance, 178 out of 200 participants in the study of Izuagba (2021) indicated that

workplace discrimination based on race, nationality, and gender was the main cause

of the drop in their motivation. The study further revealed that an inflexible

management style was rated second on demotivating factors. The respondents

maintained that management did not recognise their innovative ideas, and in cases

where they were acknowledged, they were not compensated. As a result, they ended

up keeping their creativity to themselves (Izuagba, 2021). Similarly, Lee (2018) found

that a high-performing employee, if not well-appreciated despite working extended

hours, could drop his interest in putting in more effort.
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Sharma (2023) found major demotivators to be factors such as heavy workload and
anxiety, a deficiency of work-life balance, and constrained growth and development
prospects. Another study by Varma (2018) revealed that some of the challenges to
employee motivation are the performance management system and a lack of
understanding or commitment on the part of managers. On the other hand, Clark and
Saxberg (2019) believe that employees’ motivation drops because employees

sometimes find themselves in the following four traps:

e Trap 1 — Mismatch of values: It occurs when employees find themselves having
to perform tasks that do not connect or align with their values, which can drop their
motivation to carry out such tasks.

e Trap 2 - Insufficient self-efficacy: It occurs when employees do not believe that
they have adequate capacity to perform the given tasks, and their motivation to

perform such tasks drops.

e Trap 3 — Troublesome feelings: It occurs when, for whatever reason, employees

feel anxious, upset, or angry; their motivation to work will drop.

e Trap 4 — Attribution errors: It occurs when employees get demotivated when they
are struggling to carry out their duties as expected, but they cannot understand

where they are not getting it right.

Additionally, Herrity (2023) attributes a drop in employee motivation to burnout,
whereby an employee may feel both physically and mentally exhausted due to good
work that is not adequately recognised, stressful work without regular intervals, and
unrealistic workloads or deadlines. The study by Varma (2018) further found that the
training and development opportunities and a good PM system were viewed as the
most motivating aspects by most participants. This scholar further recommended that
to reap maximum motivation from employees, organisations should prioritise offering
employees career development and advancement opportunities and develop a PM
system that provides clarity on what is expected from employees. For whatever
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reason, causing a drop in motivation, the outcome can be detrimental to the success

of the organisation (Naa et al., 2021).

According to UKEssays (2019), not only are organisational or financial costs
associated with the lack of motivation, but also cultural, emotional, mental, spiritual, or
physical costs. The findings of the study by Algarni (2018) revealed that demotivated
employees end up being pushed rather than inspired to finish their jobs. This scholar
further revealed that absenteeism and even staff turnover are similarly linked to low
levels of motivation. Shoobridge (2018) also asserts that when employees are
unmotivated, they may sabotage business projects and act as roadblocks to

teamwork, which costs the organisation greatly.

4.3 ORGANISATIONAL COMMITMENT

Meyer and Allen (2004) describe commitment as employees’ intention to persist with
a course of action. These authors further state that organisations often try to foster
commitment in their employees to achieve stability and reduce costly turnover, as it is
commonly believed that committed employees will work harder and be more likely to
‘go the extra mile’ to achieve organisational objectives, which can be termed as
organisational commitment (OC). Porter et al. (1974, pp. 604) define employee
commitment as “an attachment to the organisation, characterised by the intention to
remain in it; an identification with the values and goals of the organisation; and a

willingness to exert extra effort on its behalf”.

The Chartered Institute of Personnel and Development (CIPD) (2021) describes
organisational commitment as employees’ act of bonding with and attaching to their
organisation. Greenberg and Baron (2008) defined OC as the extent to which workers
identify with their organisation, the extent to which they commit to it, and their intention
to leave it. Ezirim, Nwibere, and Emecheta (2012) and van der Werf (2023) also stress
that employees who are committed identify with their organisation’s goals and choose
to remain with the organisation through thick and thin because they feel connected to

it. OC is often a reflection of the employees' confidence in the mission and objectives
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of the organisation, readiness to exert energy in their execution, and aims to stay in
the organisation (Beheshtifar & Herat, 2013; van der Werf, 2023).

One of the factors that affects the employee’s OC is the psychological contact, which
refers to the unwritten expectations employees have about the nature of their work
relationships (Mathis et al, 2014). It includes the informal beliefs, drives,
responsibilities, and prospects perceived by the employee and the employer (Jay,
2023). The study of Ballesteros and De Las Heras-Rosas (2021) found a strong
relationship between the psychological contract and OC. According to Fantinelli et al.
(2023), if a psychological contract is kept positive, it will promote a harmonious
relationship between the employee and the organisation (Armstrong, 2009). On the
other hand, failure to deliver on expectations signifies a breach in a psychological
contract, which has proven to have a persistent negative effect on motivation,
performance, and commitment (Jensen et al., 2010; Griep & Vantilborgh, 2018).

A negative psychological contract was revealed among academic women during the
COVID-19 period (Ronnie, du Plessis & Walters, 2022). The participants indicated that
they felt a considerable shift in several aspects of their work, such as increased
workload, rigid expectations on the side of the employer, long hours of work, increased
financial costs due to children homeschooling, etc., with no support from the
management (Ronnie, du Plessis & Walters, 2022). The participants felt that
management breached the psychological contract by expecting more from them while
it did nothing on its part to support them as expected, leading to reduced trust and

dropped job performance.

Allen and Meyer (1997) put a multi-dimensional model, indicating that OC incorporates
three components, namely, affective commitment (AC), normative commitment (NC),
and continuance commitment (CC). The three-component model is displayed in Figure
11.

According to Meyer and Parfyonova (2010), the distinguishing factor among the three
types of commitment is the mindset of the employee. These scholars state that
employees with high affective commitment have a mindset of desire to remain in the
organisation, those with high NC have a mindset of obligation to remain in the
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organisation, and those high in CC have the mindset of cost avoidance because of

leaving the organisation. and discussed in the subsequent sections.

4.3.1 Affective commitment

With affective commitment, an employee feels a strong connection with their
organisation and makes a choice that they will be with their organisation through thick
and thin (Meyer & Allen, 1997). A more detailed definition of affective commitment is
that of Zhao et al. (2022, p. 6), who define affective commitment as:

“The emotional tendency of employees to identify with organisational values and
goals, to be loyal to the organisation, to have a strong emotional dependence on the
organisation, and to work hard and devote themselves to the development of the

organisation”.

Figure 11
Three-Component-Model-of-Organisational Commitment
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Meyer and Allen (1997) specify several factors that affect affective commitment,
namely, a challenging job, clarity of roles, clearness and difficulty of goals,

approachability of management, feedback, peer solidarity, justice, personal
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importance, involvement, and reliability. For employees to develop an emotional
attachment with their organisation, they must first feel that they are warmly taken care

of by the organisation (Ribeiro et al., 2021).

According to Mercurio (2015), it is vital to understand individuals’ attitudes toward an
organization as they affect their contributions and investment in that organisation.
When employees feel an emotional connection to their organisation, they tend to be
more satisfied and engaged with their job and show a higher performance level and
organisation throughput (Djastuti, 2019; Naz, 2019; Udin, 2023). Meyer and Allen
(1990) emphasise that for an enhanced affective commitment, employees should first
identify themselves with the organisation and develop a strong desire to establish a
rewarding relationship with the organisation. These authors further state that
employees should also establish the alignment between their goals and those of the
organisation, which they refer to as internalisation. Preferably, organisations should
foster affective commitment, as it is the most stable and positive and stable category
of commitment, and if it exists, it can lead to improved performance, job satisfaction,

and employee retention (Hylenski et al., 2024).

To foster affective commitment, Hylenski et al. (2024) recommend the following factors
as the best traditions that can be followed to boost affective commitment in an

organisation:

e Communicate the vision and values: The organisation should make sure that
employees clearly understand its vision and values so that they (employees) can
understand the purpose and direction of their effort and find a link between their
work and the organisational goals and mission Further, one study done by (Ficapal-
Cusi, et al.,, 2020) on an organisation that values information sharing among
employees found that the more employees perceive the organisational support, the
more they feel a strong affection commitment, which can be displayed through
organisational citizenship behaviour (OCB) and altruism (selflessness). Such
behaviours were displayed through increased participation in information-sharing

activities.
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Recognise and reward contributions: Affective commitment becomes stronger
when the organisation acknowledges and rewards both the individual and
collective contributions of employees. According to Hylenski et al. (2024) and Zhao
et al. (2022), when employees feel that they are valued and their contributions are
somehow recognised, either through tangible rewards or verbal gratitude, they will
be motivated to work hard. The study by Zhao et al. (2022) in the hotel industry
found a strong relationship between positive verbal rewards, such as verbal praises
and public recognition, and affective commitment, as well as other work-related

behaviours.

Support and develop employees: Supporting and developing employees both
personally and professionally can make employees feel taken care of, and that
their well-being and growth matter to their organisation (Hylenski et al., 2024).
Further, Muleya et al. (2022) also emphasise that employees value security and
stability; accordingly, career development opportunities offer them such an
assurance, resulting in a strong affective commitment. The study by Muleya et al.
(2022) conducted in the HE sector among academic and non-academic staff in SA
uncovered that due to rapid changes in this sector, there is a need to continuously
equip employees with advanced skills so that they can be effective with their core
duties. Thus, employees tend to connect well with their organisation once they are
well equipped with skills and are comfortable in doing their jobs (Hosen et al., 2024;
Muleya et al., 2022).

Manage and resolve conflicts: It is normal to experience conflict in the
organisation; however, it is a phenomenon that needs to be managed well (Okoro
et al., 2018). Further, according to Daisy (2020), conflict can exist between
individual employees (intrapersonal), between one or more employees
(interpersonal), or across teams or departments (interdepartmental), and if not
managed well, conflict can weaken employee commitment, as it can lead to
hostility, discontent, and scepticism, and further hindering collaboration,
communication, and innovation (Hylenski et al., 2024). In their study, Abuzaid et

al. (2022) found that when employees perceive that their organisation manages
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conflict well, their work motivation increases, and consequently, they become more

committed to their organisation.

e Engage and empower employees - Empowering and engaging employees by
giving them a voice and a choice in their work will enhance their contribution,
interest, and passion while feeling more accountable and liable for their results
(Murray, 2021). Several studies revealed that employee career growth and
empowerment are positively related to affective commitment, which in turn has a
positive relationship with employee engagement, leading to improved customer
satisfaction, innovation, productivity, and employee retention (CIPD, 2023; Jena et
al., 2017; Jua-jun & Hua-Ming, 2022).

4.3.2 Normative commitment

Normative commitment exists when an employee feels a moral duty or a sense of
indebtedness to remain in the organisation (Meyer & Parfyonova, 2010). According to
these scholars, less attention is given to this form of commitment among the other two
forms of commitment, i.e., affective and continuance, because it is seen by other
scholars to have many likenesses with affective commitment. However, in contrast
with AC, which is more of the internal desire to remain in the organisation, NC tends
to be high only if employees perceive benefits offered by the organisation to be
attractive enough to deserve reciprocity (Alrowwad et al. 2019). Similarly, Meyer and
Herscovitch (2001) further state that AC and NC differ in that, while AC is an emotional

attachment, NC is not emotional but reflects a sense of moral duty.

Singh and Gupta (2015) and Indeed (2023) argue that normative commitment can
make individuals feel it is the right thing to stay with their employer as a repayment for
the investment the organisation made in them through career growth or personal
development. This means employees with high normative commitment feel obligated
to remain in the organisation due to their previous gains. According to Betanzos and
Paz (2011), the moral bond between the employer and employee is expressed as
faithfulness and permanency, despite better job offers that are available elsewhere.

The study by Khan et al. (2021) among nurses found that HR practice such as training
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and development enhances normative commitment only if employees regard it as

invaluable organisational support that deserves to be reciprocated.

Similarly, van der Werf (2023) argues that employees who are normatively committed
get a guilty feeling about the prospect of quitting and have a feeling that if they leave
their organisation, there will be a disaster in the organisation. Betanzos and Paz
(2011) emphasise that workers understand that, other than the opportunity to work in
their organisation, they are also given benefits that create a stronger bond with their
organisation, and therefore they feel a need to reciprocate to return these benefits.
However, these authors further caution that the transaction and payback intentions
could be doomed if employees feel that the benefits offered to them are not fair or that
the employment relationship is not equitable. In such a case, employees can display

disloyal tendencies to their organisation and a negative approach toward their jobs.

Reig-Botella et al. (2022) found a positive relationship between age, level of education,
and environmental risk. Their findings confirmed that normative commitment tends to
be higher in older employees and employees with low levels of education. Another
study by Harini et al. (2020) revealed a direct positive effect of job satisfaction,
personality, and motivation on school principals’ normative commitment. The
participants believed that factors such as good pay and recognition for a well-done job
enhance their motivation, encouraging them to perform their work as desired.
Similarly, the findings of Phungula et al. (2022) indicated that NC is positively related
to the three employee value proposition factors, namely, work, incentives, and
opportunities. However, in the study among Accountants in Tunisia, Abdelmoula
(2021) revealed that accounting professionals were committed to staying in their firms
because they were intrinsically motivated. That is, accounting professionals indicated
that they chose to be faithful and stay in their organisation because they are satisfied
in their firms and, therefore, feel that remaining in their firm is professionally and

ethically the right thing to do.

Critics of NC, however, argue that since NC is an obligatory rather than an employee’s
authentic choice, it may lead to lower levels of well-being and reduced energy,
motivation, and interest to perform Vandenberghe et al., 2015). These critics suggest
that employees who are normatively committed feel obliged to execute tasks as the
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organisation expects to avoid a guilty feeling and anxiety or satisfy others’
expectations. Similarly, Gonza’lez- Cruz & Guillén-Parra (2008) stress that because
NC is not a free will but a forced commitment, it may vanish anytime when the external

force ceases.

4.3.3 Continuance commitment

Continuance commitment can be defined as “the extent to which employees feel that
they are committed to their organisations when considering the costs of leaving the
organization (Meyer & Allen, 1984, p. 289). CC is classified into two categories,
namely, ‘high sacrifice’ and ‘low alternatives’ (Hackett et al., 1994; McGee & Ford,
1987; Meyer et al., 1990). The scholars describe high sacrifice as the personal cost to
be suffered should they abandon their jobs, and the loss of investments from their
organisation. On the other hand, low alternatives refer to the perception that few
employment opportunities exist out there. CC is similar to NC in that they both focus
on leaving the organisation, but for some reason, they feel forced or obligated to

remain in the organisation.

According to van der Werf (2023), employees with high CC stay in the organisation
only if there are few employment opportunities out there, or if they feel their employer
is the best when it comes to compensation. In other words, employees make cost-
benefit judgments of leaving or staying using the opportunity costs as a benchmark
(Chigeda et al., 2022). The respondents in the study by Chigeda et al. (2022) indicated
that they chose to remain with their organisation despite the hostility of the work
environment and overwhelming work stressors because alternative job opportunities
were scarce out there. Drawing from the results of Chigeda et al. (2022), it becomes
clear that employees can choose to remain with their current organisation, not
because they feel connected to it emotionally or attached to its values, but due to the

reflection of the opportunity cost benchmark involved should they quit.

According to Meyer and Allen (1984) and LinkedIn (2024), employees’ loss if they were
to quit could include remuneration, seniority, and relationships. However, these are

not the only costs employees consider when contemplating quitting. Chigeda et al.
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(2022) argue that because many organisations struggle to compensate employees
with competitive monetary rewards, they may replace that with policies for work-life
balance support, mental health, and well-being initiatives, and flexible working
patterns. According to these scholars, such policies can enhance CC and promote

positive workplace behaviours, and make leaving the organisation look costly.

van der Werf (2023) notes that continuance committed employees are unlikely to leave
their organisation, but that does not mean they will put more effort into their work. The
scholar argues that CC can become a problem for organisations as employees high
with CC may get dissatisfied and unhappy with (and detached from) their work and
still be reluctant to quit. This notion corroborated the findings of Koskei et al. (2018)
from the study conducted at the University of Eastern Africa, which found no significant
effect of CC on employee performance. Similarly, the study by Wang et al. (2022)
revealed a positive relationship between emotional exhaustion and CC, which in turn

triggers more silent behaviour among employees, particularly the older ones.

Wang et al. (2022) recommend that even though the organisation does not suffer any
turnover because of high CC, the reality is that employees still feel trapped in the
organisation; therefore, additional resources must still be invested in initiatives to
regulate and monitor personal behaviour. Cardona et al. (2004) also support this
notion as they also argue that CC is solely based on the assessment of the economic
exchange on the evaluation of the ‘economic trade correlation’, which does not have
any effect on organisational citizenship behaviour. Some authors even question
whether CC can be regarded as a true commitment since it originates from fear, where
employees stay in the organisation due to fear of losing benefits they enjoy in their
current employment, or fear of being unemployed should they leave (Meyer & Allen,
1997; Kasogela, 2019).

Appropriate HR practices that help to stimulate and motivate can raise employee job
satisfaction and OC (Jawaad et al., 2019). According to Meyer et al. (2002), there is
consistent evidence that perceived organizational support demonstrated through HR
policies and practices influences the development of OC directly or indirectly. Similarly,
Steyn et al. (2016) also found a strong connection between efficient HR practices and
OC in both the private and public sectors. The study of Jawaad et al. (2019) examined
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the role of HR practices such as recruitment and selection, reward and recognition,
work environment, and performance appraisal satisfaction, and they revealed a strong
effect of these HR practices on OC. Interestingly, the reward and recognition and work
environment showed the strongest significance, indicating that employees feel more
inspired and satisfied when their employer recognises and rewards their efforts, and
when the work environment is supportive and conducive to work (Jawaad et al., 2019).

High OC of employees can be achieved by offering effective human resource
development strategies such as performance feedback, competitive salaries, first-
class training opportunities, and career growth (Reza, 2019; MatoSkova, 2023).
Further, with Generation Z, the youngest generation entering the job market,
employers should be sensitive to this cohort of employees when deciding on or
implementing HR policies and practices. Similarly, Aggarwal et al. (2020)
recommended that HRM and practices such as reward and recognition, flexible work
practices, and remuneration and benefits can help to foster affective commitment in

Generation Z.

4.4 TURNOVER INTENTIONS

Significant challenges faced by all organisations today are retaining employees and
inspiring them to strongly attach to the organisation and stay in it permanently (Saufi,
et al. 2023). According to Sharma and Kaur (2024), the challenges were further
exacerbated during COVID-19 in 2020 when more organisations adopted flexible work
schedules, thus creating more employment alternatives for employees who intended
to quit. The concept of turnover intention does not refer to employees resigning from
their organisations, but it is about employees contemplating doing so (Norizan, 2023).
Haque et al. (2019) describe turnover intention as the tendency of individuals to quit

their current organisation and take up employment prospects elsewhere.

A broader description of turnover intentions is provided by Zaheer et al. (2019), who
state that turnover intention is when employees willingly leave their current job ranks,
whether by transferring to another department in the same organisation, or by
continuing in their current job, while hunting for employment elsewhere. According to
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Mowday et al. (1979), turnover intention hints at the psychological inclination of
employees to leave their current organisation and pursue new job prospects
elsewhere. Although turnover intentions do not necessarily mean that the employee is
leaving the organisation, the employer must understand what causes such intentions
so that they can be able to prevent the actual resignations that could be looming (Abet
et al., 2024; Gayla, 2021).

According to Bliss (2004), the total costs accompanying employee turnover in an
organisation could be 150% of an employee’s salary. This scholar further outlines
costs associated with turnover as: the cost of quitting, the cost of recruiting new
employees, the cost of training, the loss of productivity lost productivity, the cost of
hiring new employees, the cost of training newly hired employees, etc. However, when
it comes to turnover intentions, the costs are different from those of the actual turnover.
The costs of turnover intentions impact the organisation while employees are still part
of the organisation. Employees with high turnover intentions frequently distance
themselves from their job tasks, resulting in reduced performance (Sharma & Kaur,
2024). Decreased job performance can also be suffered by the organisation when
employees suffer from work stress and job burnout due to a high workload or lack of
work-life balance perceived by employees (Lestarie & Margaretha, 2021; Salama,
2022). The study by Salama et al. (2022) revealed a significant positive relationship
between work stress, job burnout, and turnover intention. Belete (2018) stresses that
turnover intentions may also manifest through behaviours such as late coming,

increased absenteeism, lack of creativity, and loss of passion for work.

Factors causing turnover intentions include demographics, organisational and

economic factors (Shah et al., 2010). These factors are outlined below:

4.4.1 Demographic factors

Several studies were done to determine if demographic factors such as level of
education, level of skills and abilities, work experience, organisational tenure, age,
gender, and marital status influence turnover intention. The findings of Cheng et al.
(2021), Ahmad and Qadir (2018), and Molopo et al. (2022) revealed that the higher
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the level of education, the higher the turnover intentions. This is because individuals
with high levels of education do not struggle to find employment elsewhere as
compared to those with low-level qualifications (Cairo & Cajner, 2018). However,
Maloba and Pillay-Naidoo (2022) revealed that turnover intentions can be exacerbated
by inadequate skills and abilities because such employees suffer work stress due to

continuous poor work performance.

Whether work experience and tenure influence turnover intentions negatively or
positively is not clear, as there are inconclusive findings in the literature. Interestingly,
experienced and tenured employees occupying senior positions can easily leave their
organisation for greener pastures elsewhere (Ahmad & Qadir, 2018; Molopo et al.,
2022). Vizano et al. (2021) argue that employees are not inclined to leave when they
are retained with high pay packages that are easily accessible. Similarly, Liu et al.
(2019) found both inexperienced junior and experienced senior employees to have
the same level of turnover intentions because quitting is a personal thing and has

nothing to do with work experience or the level of employment.

The study of Wijesekara (2023) found that there are differences in age groups when
it comes to turnover intentions assessment. Similarly, Chen et al. (2023) and Kunze
et al. (2021) revealed that younger employees have high turnover intentions as
compared to older ones. Mustajab (2020) reported the same findings and concluded
that older employees choose to stay in their organisation because it is not easy for
them to secure employment elsewhere compared to the younger ones. The study of
Emiroglu et al. (2015) found that gender influences turnover intentions, and females
have a higher turnover intention than males. Uzoigwe et al. (2020) and Wang (2020)
also found similar results and further concluded that females, especially married ones,
quit their jobs due to the absence of work-life balance. Liu et al. (2019) found no
significant relationship between marital status and turnover intentions. However,
Emiroglu et al. (2015) found turnover intention to be higher among unmarried

individuals than married ones.
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4.4.2 Organisational factors

The research was conducted to examine the influence of organisational factors such
as organisational culture, organisational justice, leadership style, job satisfaction, and

organisational commitment.

An authoritarian organisational culture was found to have a significant positive
influence on turnover intentions as compared to a consensual organisational culture
(Kim et al., 2017). Kato and Koizumi (2023) also point up that employees in the
workplace are diverse and motivated by diverse work settings. According to Kato and
Koizumi (2023, some employees value busy schedules and work environments that
demand highly specialised skills and work well under such environments, while others
value and prioritise work-life balance more than anything else. Therefore, if employees
feel that such differences are not embraced or acknowledged in the organisational
culture, they may develop high turnover intentions. This was confirmed by the study
of Jun & Eckardt (2025), which revealed that a wide-ranging culture is desirable to

better inspire employees to stay in the organisation.

Organisational justice, including its three components (distributive, procedural, and
Interactional justice), was found to influence employees’ turnover intentions.
Mengstie’s (2020) study revealed that when employees perceive the presence of both
distributive and procedural fairness in their organisation, they become less inclined to
leave. For instance, if an employee compares his or her inputs to their job with an
expectation of some form of incentive, either an increase in salary or a promotion (as
communicated in the policy), they will feel a lack of both distributive and procedural
fairness if such an incentive is not given as stipulated in the policy. Furthermore, the
study found that those who perceived organisational injustice indicated that they were
inclined to leave (Menstie, 2020).

Leadership style was found to contribute to employee turnover intentions. Puni et al.
(2016) found that turnover intentions are higher under autocratic leaders as the
emphasis of such leaders is on production rather than on people. Similarly, Lee et al.

(2020) study conducted among real estate brokers found supervisor support to be one
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of the factors influencing turnover intentions. However, Jun et al. (2023) revealed
slightly contrasting results as they argued that for perceived supervisor support to
influence turnover intention, employee identification and commitment in the

organisation play a mediating role; otherwise, there is no relationship.

Job satisfaction is another organisational factor that can lead to turnover intentions.
According to Hertzberg's two-factor theory, job satisfaction depends on factors such
as promotion opportunities, nature of work, working conditions, and job content
(Hertzberg, 1959). Rakhmitania's (2022) and Wijesekara's (2023) findings revealed
that employees are likely to leave their organisation if their work environment, job
content, and policy on promotion policy are not appealing to them. Rakhmitania (2022)
also found a significant relationship between job satisfaction and turnover intentions,
which indicated the importance of a conducive work environment and good PM
policies and practices that are more developmental and motivational to enhance job

satisfaction and minimise turnover intention.

The study of Ballesteros and De Las Heras-Rosas (2021) found a strong relationship
between the psychological contract and OC. It has a significant effect on
organisational behaviour, individual choice, and motivational consequences in the
workplace (Fantinelli, 2023). If the psychological contract is positive, it results in an
ongoing and harmonious relationship between the employee and the organisation
(Armstrong, 2009). This translates into low turnover intentions among employees.

According to Ucar et al. (2021), employees should first possess a psychological
ownership attitude towards their organisations and managers. Several studies found
that creating a strong employee identification with the organisation, referred to as
organisation commitment, can help to minimise turnover intentions (Meyer & Allen,
2004; Meyer & Allen, 1997; van der Werf, 2023; Zhao et al., 2022). According to these
scholars, when employees feel a strong connection and identify themselves with the
organisation, they will remain with it through thick and thin, leading to low turnover

intentions.

79



4.4.3 Economic factors

Economic factors that may have an influence on turnover intentions of employees
include, amongst others, salary and other rewards. Salary and other rewards are
important because for employees to work harder towards the attainment of the
organisational goal, they want their financial needs to be satisfied by their
organisations (Saeed et al., 2023). The study by Siregar and Maryati (2020) and
Hardianto et al. (2020) also confirmed a strong and direct relationship between
employee compensation and their intention to leave. According to their findings, the
higher the remuneration the employee gets, the lower the desire to leave their
organisation. However, Gofur et al. (2021) argue that if employees are strongly
committed to their organisation, they are less inclined to leave their organisation even
when their compensation is not satisfying, confirming a mediating role of
organisational commitment, especially AC, on compensation and turnover intentions.

The factors influencing turnover intentions are displayed in Figure 12.

Figure 12

Factors contributing to turnover intentions

Demographic Factors
Level of
education

Experience
Tenure
Age

Gender

Organisational Factors
Organisational culture
Organisational justice
Leadership style

Turnover
intentions

Psychological contract
Job satisfaction
Organisational

Economic factors
® Salary and other

rewards

Source: Own compilation

Organisations must strive to reduce employee turnover, especially the turnover of top

performers. To minimise employee turnover intentions, the organisation should first
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consider the above-discussed factors influencing directly or indirectly influence them.
From the demographic factors point of view, the more diverse the organisation in terms
of age, work experience, tenure, gender, marital status, and level of education, the
more diverse management practices are required. Studies conducted by Chen et al.
(2023) and Kunze et al. (2021) revealed a high turnover intention in younger
employees as compared to older ones. Accordingly, organisations should consider
retention strategies that effectively accommodate a multigenerational workforce
(Rattanapon, 2023).

Further, studies revealed how valuable work-life balance is to married employees,
women in particular (Uzoigwe et al., 2020; Wang & Xie, 2023). This calls for flexible
work arrangements to minimise work-life conflict, and ultimately turnover intentions
(Kabir & Tirno, 2018; Lestarie & Margaretha, 2021). However, Wang and Xie (2023)
found a “double-edged sword” effect of flexible work arrangements where these
arrangements proved to result in role ambiguity in some employees while serving as
empowerment for creativity for others. This, therefore, calls for a balance when

employers try to address the work-life balance among employees.

Organisational factors discussed above should also receive attention to minimise
turnover intentions. Democratic leadership styles should dominate when managing
employees. Puni et al. (2016) argue that turnover intentions are high when the
leadership style in the organisation is autocratic. Meyer & Allen (2004), Meyer & Allen
(1997), and van der Werf (2023) found that turnover intentions are low when
employees have a strong organisational commitment, affective commitment in
particular. Further to maintain a perception of organisational justice, employees should
receive outputs from the organisation that are perceived to be equivalent to their
inputs, and in line with the organisational policy (Mengstie, 2020). Such a perception
can further enhance a balanced psychological contract, which leads to a harmonious
relationship between the employee and the organisation (Armstrong, 2009) and
ultimately low turnover intentions among employees. It is important to note, however,
that not all turnover is bad for the organisation. According to Genesis HR Solutions
(2023), when underperformers voluntarily leave the organisation and are replaced with
higher-performing ones, it is beneficial to the organisation, and it is termed functional

turnover.
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Drawing from the above discussion, Figure 13 below illustrates the conceptual
framework of this study, which directly links the PM system to employee motivation,
organisational commitment, and turnover intentions. The figure further illustrates the

relationship among all three dependent variables.

Figure 13

Conceptual Framework

_

e

H_)

INDEPENDENT VARIABLE

DEPENDANT VARIABLES

Source: Own compilation

According to Figure 13, a PM system will be effective when it is perceived to be fair,
consistent, and equitable in the distribution of rewards and development opportunities
by employees. Moreover, a PM system should offer intrinsic satisfaction to employees
and be perceived to be appropriate to a particular sector. All these perceptions about
the PM system by employees can affect their motivation, organisational commitment,

and turnover intention.
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4.5 CHAPTER SUMMARY

Motivation, organisational commitment, and turnover intentions as the independent
variables of this study were discussed in more detail. From the literature, it became
apparent that employee motivation affects employee performance. Further, the
chapter discussed factors that influence employee motivation as well as organisational
interventions required to motivate employees. Factors that lead to a drop in motivation
and the consequences thereof were examined. Organisational commitment was
discussed concerning its three components: affective, normative, and continuance
commitment; as well as the implications of employee possession of each type of OC.
The chapter finally discussed the concept of turnover intention, including the factors
causing it, as well as the cost and remedies of it. The chapter presented the conceptual

framework of the study.
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CHAPTER 5

EMPIRICAL LITERATURE

5.1 INTRODUCTION

This chapter presents the previous findings on the influence of the PM system on
employee motivation, organisational commitment, and turnover intentions. Previous
studies revealed dissatisfaction with the PM system among the academic staff. Some
studies revealed that a PM system that does not consider high and imbalanced
workload (Maimela & Samuel, 2016; Ross et al., 2023; Yildirim & Senel, 2023), lacks
work-life balance, and is inconsiderate of employee wellbeing (Dlamini & Dlamini,
2024; Saufi et al., 2021) and inadequate rewards (Belete, 2018), which can lead to a
drop in employee motivation and organisational commitment while increasing turnover
intentions. Accordingly, there is a need to develop an integrated performance
management framework that enhances employee motivation, organisational
commitment, and reduces turnover intentions among academic staff in South African
public universities was the focus of this study. The PM framework developed was
informed by the previous related empirical studies, as well as the empirical data

collected from the participants in this study.

5.2 PREVIOUS EMPIRICAL STUDIES

The empirical literature places a special focus on each of the six objectives of this
study in relation to previous research findings. The discussion in this chapter is
therefore guided by these six objectives. These six objectives are: to explore the key
elements and dimensions of an effective performance management system as
perceived by the academic staff in the context of a university (Objective 1), to analyse
the principles guiding the development of an effective PM system framework in a
university context. (Objective 2), to examine the influence of the PM system on
employee motivation as perceived by the academic staff in the context of a university
(Objective 3), To investigate the influence of the PM system on the organisational

commitment as perceived by key informants in the context of a university (Objective
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4), To determine the influence of the PM system on the turnover intention as perceived
by the academic staff in the context of a university (Objective 5), and to develop a
comprehensive performance management framework that enhances employee
motivation, organisational commitment, and reduces turnover intentions among
academic staff in South African public universities (Objective 6). Figure 14 presents
the empirical framework of this study, which was informed by these objectives, and

the discussion of each objective in more detail follows.

Figure 14

The empirical framework
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5.2.1 Key elements and dimensions of an effective performance management

system in the university context

PM systems are used in universities worldwide as one of the HR strategies to manage
academic staff performance. Specifically in South Africa, notable student picket
movements like #FeesMustFall in 2015 and 2016, respectively, accumulated national
and international attention, placing pressure on university management (Clark, 2024).
The #FeesMustFall intensified and escalated expenditure in the HE, requiring close
management of the academic staff (CHE, 2022). The main purpose of introducing the
PM system in the university is primarily to increase the teaching and research outputs,

which are key to the university's operations (Kansiime & Singh, 2023).

Melo and Figueiredo (2020) argue that the PM systems in public service organisations,
such as higher education, are applied poorly because of intense politics, restricted
resources, institutional variations, and organisational scope. However, the literature
records other elements and dimensions that, if they do not exist in the PM system, it
will be ineffective. These elements or dimensions include aspects such as the
provision of continuous feedback and consideration of teaching workload, the
assessment of subject mastery, compliance with institutional PM policy, ability to deal
with conflict, professional relations, learner assessment communication, self-
development initiative, and commitment to quality (Komungemwe & Marijani, 2025;
Mampane, 2020; Molefe, 2010).

Common elements and dimensions of a good PM system for the include as found in
the literature include the link between institutional goals and those of the academic
staff, high-performance culture and clear performance measurement approaches (Ala,
2022, Elliot, 2023; Sridharan, 2022; Kashif et al., 2022; Gorzelany et al., 2021, Muda
et al., 2017; Taylor, 2021). These common elements and dimensions are discussed

below.
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5.2.1.1 The link between institutional goals and those of the academic staff

Organisations achieve their goals through the performance of employees. Universities
set their objectives based on their external environment, mission, and vision to realise
the best outcomes in the dimensions of the teaching process and quality of research,
which ultimately contributes to the performance of each university (Ala, 2022).
Accordingly, the misalignment of organisational goals and the people who carry them
out is one of the most common barriers to high-performance (Malefatsane et al., 2024;
Sridharan, 2022).

Many scholars concur that the PM system of the organisation can link the
organisational goals and strategy with those of the individuals (Aguinis, 2019;
Chartered Institute of Personnel and Development, 2025; Elliot, 2023; Geetha, 2022,
Sridharan, 2022; Techfunnel, 2024; Warnich et al., 2018). Therefore, at the university,
the PM systems should also link the KPAs and key performance indicators (KPIs) of
the academic staff with those of the institution, which typically measure institutional
performance, comprising learner results, faculty performance, research impact,
financial sustainability, and community engagement (Elliot, 2023). According to this
scholar, the KPIs clarify the institutional goals to faculty management, enable staff to

do self-assessments, and improve their contribution where necessary.

The study of llias and Razak (2010) recommended that it is crucial to measure all
KPAs of the academic staff to ensure that the academic staff and students’ academic
performance always match the purpose and mission of the faculty and the institution.
However, Aguinis (2023) and CIPD (2022) warn that the organisational and employee
goals should be reviewed and amended in line with the changing environment and
organisational goals and priorities, as failure to do so can be harmful to the
organisation. Therefore, due to the turbulent environment the university operates,
flexible KPAs and KPIs are more appropriate to adapt to external environmental trends
(Ala, 2022).
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5.2.1.2 High-performance culture

The relationship between the organisational culture and PM seems to be the most
neglected topic in many articles on performance management, yet crucial (Meyer,
2021). Adebayo (2023) describes organisational culture as the values, norms, and
behaviours that define a company's culture that influence employee attitudes and
behaviours, which in turn impact individual and organizational performance. Aguinis
and Burti-Tian (2023) argue that for the organisational culture to be effective and get
buy-in from employees, it should align with the country's culture. These scholars
further emphasise that such alignment will assist the organisation in understanding
different cultural dimensions as endorsed by Hofstede et al. (2010), namely,
individualism vs collectivism, power distance, uncertainty avoidance, and long-term

Orientation.

Mohsen et al (2020) further emphasise that organisational culture serves as an
independent variable that affects many other variables such as productivity,
absenteeism, turnover, organization citizenship, and job satisfaction in either a positive
or negative way for the organisation. A university, for instance, can choose a clan
culture that is stretchy and firm on internal maintenance, which ultimately contributes
to building internal relationships Gorzelany et al., 2021). Alternatively, the long-life
learning organisational culture promotes career progression and external collaboration
(Barnes et al., 2021). However, Gorzelany et al. (2021) warn that, if such a culture is
not infused in other policies such as HRM policies, including PM systems, rewards
and compensation management, and grievance procedures, and cascaded down to

individual employees it may not be internalised and embraced by employees.

The shift of HE towards rankings and accreditation practices necessitates new
academic cultures that align with these changes (Kashif et al., 2022). Similarly, the
study by Zavadsky et al (2020) conducted among Slovak SMEs confirmed that if the
organisation supports the culture of quality and trains its employees towards that
culture, it is likely that employees will achieve the quality outputs or services required
by the organisation. Therefore, a PM system must flow down from the organisational
culture to be effective and have a way of rewarding employees for their compliance
with the organisational culture.
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The organisational culture can shape or disrupt your PM system, hence the need to
create a high-performance culture first, then a PM system can be designed (Meyer,
2021). These scholars, however, warn that an unbalanced organisational culture that
is too fast and too results-oriented can have detrimental results, and management

must guard against them.

5.2.1.3 Clear performance measurement approaches

Once the organisational goals have been aligned with those of units and individuals,
and the organisational culture clarified, the performance measurement approaches
should be chosen and communicated to all employees (Maloa, 2021). According to
Walia and Chetty (2020), the success or failure of the organisation is significantly
influenced by how employees perform their daily work. These scholars further affirm
that measuring and managing employee performance is important since it enables
organisations to monitor employee performance efficiency. According to the literature,
most PM systems currently used in a university comprise two or more of the following
four key performance areas (KPAs): teaching and learning, research, academic
citizenship, and community engagement (Maimela & Samuel, 2016; Mampane, 2020;
Yousif, 2017). Therefore, each KPA is assessed using appropriate KPIs (Usmani,
2024).

According to Moosa (2021), two approaches can be used to measure each KPI of

each academic staff, namely, the results approach or the behaviour approach.

e The results approach: It focuses on what the employee achieves or produces,
and unlike the behaviour approach, it does not consider how the output was
achieved (Aguinis, 2019; Hameed, 2019; Jerelyn,2019; Moosa, 2021; Warnich et
al., 2018). This means that during the performance assessment, the outcome
produced by the employee matters more than how it has been achieved. When this
approach is followed, metrics such as the quantity of the results/outcomes are also
considered (Warnich et al., 2018). In the current PM system in the university, each

KPA of the academic staff is assessed quantitatively (by counting how much was
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produced). The KPIs following this approach will measure how many research
outputs are produced, how many community projects an academic staff member
is involved in, and their registration with a professional body (Bauwens et al., 2019).
e The behaviour approach: It is concerned with observing employee behaviour
when they carry out their work (Aguinis, 2019; Giri & Chetty, 2017; Moosa, 2021).
Therefore, qualitative KPIs are normally used to measure employee performance.
When the behaviour approach is used, competencies such as knowledge, skills,
and abilities, which are critical to attaining required outputs, are assessed (Aguinis,
2019; Moosa, 2021). A series of vertical scales, such as the Behavioural
Observation Scale, Graphic Ranking Scales, and Behaviour Checklist, are used in
this approach to measure various elements of the job as well as specific behaviours
displayed in carrying out jobs (Aguinis, 2019; Giri & Chetty, 2017; Warnich et al.,
2018). In the university PM systems, qualitative KPIs are used to measure the KPA

for teaching and learning.

Other studies find student evaluations to be popular in the measurement of the
academic staff performance in teaching and learning, both teaching in class and
supervision (American Sociological Association, 2019; Goos & Salomons, 2017; Muda
et al., 2017; Taylor, 2021). However, although student evaluations are better than not
measuring teaching and learning at all, they are evidently full of prejudices, as students
may favour easier tests, classes that require a smaller amount of work, or classes with
a specifically fascinating lecturer (Taylor, 2021). The study of Dasanayaka et al. (2021)
also revealed dissatisfaction with their performance appraisal process, in which 56%
of the academic staff complained about too much emphasis on the KPA of research
over the other three KPAs. Similarly, Turk (2016) recommended focusing more on
including qualitative measures on the PM system and less attention on the quantitative

measures, as participants felt they were only one side of their entire role.

Nevertheless, there are circumstances in which too much emphasis on employee
behaviour can be viewed as unfair by employees. For example, Aguinis (2019) and
Moosa (2021) argue that in some jobs, behaviours and results are not linked to each
other; therefore, the behaviour approach may not be suitable in such jobs. These
scholars further emphasise that the behaviour approach is not suitable in jobs in which

the required results are beyond the employee’s control, or the required results can
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only be attained in the distant future. Similarly, (HR Monks, 2020) cautions

organisations to address goal ambiguity issues as they may lead to negative attitudes

and ineffective behaviour in the workplace.

5.2.2 The principles guiding the development of an effective PM system

framework in a university context

Previous research findings show that when the PM system is designed for a university,

the following principles should be present to ensure its success: bottom-up approach,

training for raters, alignment of performance with pay increases, bonuses, promotions,

and training and development (Aguinis, 2019; Jyoti, 2020; Kurt, 2023; Maimela and
Samuel, 2016, Turk, 2016; Woyessa,2016).

Bottom-up approach: According to Jyoti (2020) and Woyessa (2016), a good PM
system is one that is participatory and that assesses every individual according to
certain set guidelines aligned with the organisation’s strategic goals. This was
confirmed in the study by Maimela and Samuel (2016), in which the participants
felt that some performance targets were imposed on them rather than set jointly.
Similarly, Turk (2016) reported the non-participation of the academic staff in the
PM process, which left them dissatisfied. The participants further suggested that
they should also be involved in all discussions around their performance-related

rewards.

Training for raters: A study by Woyessa (2016) suggested management training
on the PM process among the principles that contribute to the effectiveness of a
PM system in a university context. Judgments on performance may be subjective,
impressionistic, arbitrary, and perceived as unjust, which calls for rater error
training (Chigo, 2021). According to Aguinis (2019), Gordon (2022), and
StudyCorgi (2022), employees will regard the PM system to be fair only if they
perceive it to have distributive justice, procedural justice, interactional justice, and
informational justice. Similarly, Kurt (2023) argues that the PM system will only be
considered as fair if employees perceive some equity when they compare the way
they were assessed as well as the outcome of the assessment with other referent

groups.
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Alignment of performance with pay increases, bonuses, promotions, and
training and development: According to Aguinis (2019) and Moosa (2021), one
of the purposes of a PM system is the administrative purpose. Therefore, once the
PM system is not linked to these administrative purposes, it is likely to fail. The
study of Dasanayaka, (2021) conducted in one big university in the UK found that
tenured academics and those in higher positions found their performance appraisal
to lack both distributive and procedural justice. According to the participants of this
study, their system fails to link their performance to administrative decisions such
as salary increments, rewards, promotions, and training and development;
therefore, they indicated that they were not happy with it as they viewed it as unfair.
Tark (2016) also revealed that the academic staff felt they were not recognised

enough by the institution for their good performance.

Meaningfulness: The PM system is regarded as meaningful if it satisfies the
following requirements: first, it must view the standards and evaluations for each
job dimension as important and relevant; second, only job dimensions that are
within the employee control; third, the time for the review must be at regular
intervals and suitable moments; employee control (Aguinis, 2019). The academic
staff who participated in the study by Nyembwe (2014) showed some satisfaction
with the standards in the KPIs and general administration involved in their
institution’s PM system. However, they indicated they were confused
about whether their PM system encourages them to focus on research output or
student throughput. Furthermore, a comparative study conducted by Molefe
(2010), which involved universities in the United States, the United Kingdom,
Nigeria, Australia, and South Africa, confirmed that the PM system in the university
is likely to be counterattacked by the academic staff if its performance measuring
criteria do not take into consideration the following wide-ranging matters:

o The administrative and teaching workload or workload is distributed across

members of the departments.
o If students’ evaluations aligned with an acceptable format, the faculty

adopted it.

92



o If it considers students per course
o If the research output emphasises accreditation of the output
o If it considers corporate citizenship that incorporates service to the

community without remuneration.

5.2.3 The influence of the PM System on employee motivation in the context of

a university

A considerable literature concurs that performance management influences employee
motivation (Aguinis, 2019; Chigo, 2024; Haynes, 2018; Modipane et al., 2020; Warnich
et al., 2018). According to Lang (2018), whether a PM system will impact employee
motivation depends on how performance is managed. The concept of motivation is
described by Locke and Latham (2006) as an internal factor that impels action and
external factors that can act as inducements to action. Guay et al. (2010, p. 712), on
the other hand, define motivation as “the reasons underlying behaviour”. Similarly,
Armstrong (2018) asserts that the concept of motivation is derived from the word
“‘motive,” which means a reason for doing something. The author further notes that
motivation is concerned with the strength and response of behaviour and the aspects
that influence people to act in a particular manner. In other words, individuals in the
workplace first determine if there is a good reason to carry out any task or not, and
depending on the answer, they can decide to act. Whether the academic staff will feel
motivated or not depends on two factors, namely, when they feel the PM system to be
valid (Aguinis, 2019; Kenny and Fluck, 2022), and when they feel the reward is
adequate concerning their actual performance (Adams, 1963).

A valid PM system for the academic staff should consider all the KPAs of the academic
work and acknowledge them accordingly (Dasanayaka et al., 2021; Turk, 2016). The
current PM system for academics is viewed to be overrating the KPA of research and
undermining teaching, which demotivates junior academic staff below the professor
level who know well that their dedication to teaching and grading students will not be
considered during their performance review (Mushemeza, 2016). Such employees are
likely to focus more on research to be recognised, compromising teaching quality
(Kenny & Fluck, 2022). Basha et al. (2021) and Nzimande et al. (2023) further found
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that academic staff motivation is influenced by various factors such as working
conditions, promotion opportunities, intrinsic and extrinsic rewards; therefore, their

performance is determined by their satisfaction with these factors.

However, Jawabri (2017) warns that, no matter how much the reward is given through
the PM system, it could place too much pressure on academics to perform, which may
result in burnout and demotivation. Therefore, the overuse of rewards and incentives

to motivate academics can be harmful.

5.2.4 The influence of the PM system on organisational commitment in the

context of a university

According to Meyer and Allen (2004) and Celik (2008), commitment implies an
intention to persist with a course of action. They further state that organisations often
try to foster commitment in their employees to achieve stability and reduce costly
turnover, as it is commonly believed that committed employees will work harder and
be more likely to ‘go the extra mile’ to achieve organisational objectives. However, for
employees to commit to their organisations, they should develop beliefs about what is
a fair reward for their job contribution in relation to their peers. This is referred to in the
literature as ‘organisational justice’ (Greenberg, 1990). The study by Modipane et al.
(2019) revealed that employee satisfaction with HR practices, particularly the PM

system, depends on whether they perceive the PM system to be fair or not.

Other studies (Bibi et al., 2016; Brown et al., 2010; Farndale & Kelliher, 2013;
Waeyenberg et al.,, 2020) found that favourable performance management
experiences may boost organisational commitment (OC), particularly affective
commitment (AC), which refers to the degree of emotional attachment to the
organisation so that one identifies with, is involved in, and enjoys being part of it (Allen
& Meyer, 1990). Similarly, Dube and Ndofirepi (2023) and Kakar et al. (2021) found
a work-life balance to be the main factor in hooking the academic staff to commit to
their institutions. Their findings found a significant positive relationship between work-
life balance and affective and normative OC. This implies that when employees
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perceive that their institution supports and promotes the work-life balance, they are
likely to get attached to it and bond well with its goals and values.

Nevertheless, Bwowe’s (2020) findings at one university in SA revealed that if there
is the availability of jobs elsewhere, many academic staff may quit their jobs. This
implies that in a country like South Africa, where the economic growth is sluggish,
resulting in a high unemployment rate, the academic staff may find themselves stuck
and frustrated in their current jobs. In other words, the academic staff may be currently
stuck in their institutions because of the cost associated with quitting their jobs, which
is termed as continuance attachment (Allan & Meyer, 1990). According to van der Werf
(2023), continuance commitment (CC) should not be seen as an attachment because
continuance commitment employees are no longer determined to work hard and are
satisfied to be in their institution, but are simply there to get a salary and other benefits
offered to them. The scholar's argument is drawn from the fact that once job

opportunities arise out there, these employees will simply leave.

Another study's findings revealed that the four HRM practices that influence OC are
career growth, performance appraisal, salary, training, and development (Baragat &
Ghani, 2021). Aboramadan et al. (2020) revealed the same, pointing out that the
academic staff tend to be attached to their institution if they perceive their PM system

to be fair, transparent, and aligned well with the organisational goals.

5.2.5 The influence of the PM system on turnover intention in the context of a

university

There is a strong consensus in the literature that employee commitment is a reliable
predictor of certain behaviours such as turnover (Aguinis, 2019; Mustapha & Daud,
2013; Waeyenberg et al., 2017). Employee turnover is a great concern for many
organisations because it is extremely costly and disruptive (Linhartova & Urnancova,
2011:267). Employee turnover refers to “the rate at which people leave their
organisation” (Armstrong 2018, p.497). It can be voluntary (initiated by employees
themselves) and involuntary (initiated by the employer) (Zhang, 2016). Rainey and
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Jung (2010), however state that turnover intentions do not automatically result in
employees leaving the organization.

According to Ashley (2018), Nzimande et al. (2023), and Stankovska (2017), the main
reason the academic staff quit their jobs or institutions is a lack of job satisfaction.
Ashley (2018) emphasises that job dissatisfaction among the academic staff is mainly
caused by a conflict between their personal and organisational cultures, while
Nzimande et al. (2023) believe the academic staff's demotivation is due to inadequate
monetary rewards. Similarly, Stankovska’s (2017) findings revealed that academics’
job dissatisfaction is caused by fringe benefits, contingent rewards, job content, and
communication. As a result of dissatisfaction, the academic staff’s motivation to stay
in the organisation may drop, resulting in turnover intention behaviours (Lang, 2018;
Nawaz & Pangil, 2016; Waeyenberg et al., 2020).

Mulie and Sime (2018) argue that academic staff turnover intentions are to a certain
extent demographically motivated, with females, young, and married academic staff
inclined to show turnover intentions more than their counterparts. The findings of these
scholars further revealed that 80% of the participants indicated that their workplace
was not conducive to work. Bwowe’s (2020) findings at one university in SA revealed
a high desirability of quitting their jobs, citing factors like high workload, the availability
of jobs elsewhere, and lack of job security.

5.2.6 To develop a comprehensive performance management framework that
enhances employee motivation, organisational commitment, and reduces

turnover intentions among academic staff in South African public universities

Drawing from the previous literature and the empirical data gathered in this study, a
comprehensive performance management system that enhances employee
motivation, organisational commitment, and reduces turnover intentions among
academic staff in South African public universities is developed and presented in
Chapter 9.
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5.3 CHAPTER SUMMARY

This chapter presented the empirical framework of this study, which highlights factors
that influence motivation, organisational commitment, and turnover intentions in the
context of the university academic staff. The chapter further presented the empirical
studies that relate to the PM system in HE institutions. Factors such as workload
distribution, both extrinsic and intrinsic rewards, work-life balance, the availability of
work elsewhere, and demographical factors were reported to be the main causes of a
drop in motivation, low organisational commitment, and increased turnover intentions
among the academic staff. The six objectives that guided this study were also
discussed. The following chapter (Chapter 6) presents the research methodology of

this study.
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CHAPTER 6

RESEARCH METHODOLOGY

6.1 INTRODUCTION

The preceding four chapters provided an overview of the performance management
process and its effect in higher education institutions, as well as the conceptual,
theoretical, and empirical literature. This chapter explains the research methodology
pursued in this study to address the research problem posed in Chapter 1. To
formulate the research methodology, the researcher adopted the research onion

proposed by Saunders et al. (2019, p. 108) as illustrated in Figure 15.

Figure 15
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The research onion displays the various steps researchers choose to take when

framing a research methodology. To be able to answer the research question, the
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researcher should first collect data and subsequently analyse it, which takes place at
the centre of the research onion. Therefore, to reach this central point, first, the
research philosophy is described. Secondly, a suitable research approach is assigned
to the defined research philosophy. Thirdly, the research design is chosen. The three
layers of the onion, namely, research strategy, research choice for data collection
techniques and analysis procedures, and the time horizons within which the research

project is undertaken, represent the research design.

The chapter follows the research onion to discuss in more detail the research
philosophy and well-recognised research paradigms. Afterwards, the chapter focuses
on a detailed discussion of the research methods utilised, sampling strategies, data
collection procedures, and methods, as well as the data analysis methods. The
chapter finally explains the ethical process followed in this study, as well as validity
and reliability in qualitative research, and discusses how these two requirements were

met in this study.

6.2 RESEARCH PHILOSOPHY

Research philosophy refers to “a system of beliefs and assumptions about the
development of knowledge” (Saunders et al., 2019, p. 130). Itis a point of view, and
a set of beliefs and values brought to the research process by the researcher, which
informs their approach to steering the study (Sage, 2023). (Saunders et al., 2019), The
term research philosophy is applied to incorporate the notions of how knowledge is
acquired and the nature of that knowledge in a specific research setting/ It is precisely
what the researcher does when embarking on the research inquiry, which is
developing knowledge in a specific discipline (Saunders, 2019). In research
philosophy, the assumptions explain the researchers’ views regarding the world, and
they will determine the research strategy and the methods of that strategy (Chetty,
2016). A discussion of research philosophies always involves exploring theories about
the nature of the truthfulness that is being examined in research and about how this
truthfulness is formed and defensible (Mauthner, 2020). Saunders et al. (2019) stress

that a typical research paradigm framework comprises ontological (perceived realities
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around the research phenomena), epistemological (grounds upon which the validity
and scope of the knowledge obtained are based), and methodological components.

It is henceforward essential to first arrange and characterise the research study to
ensure that the appropriate ontological and epistemological assumptions are
appropriately defined. Chetty (2016) and Saunders et al. (2019) emphasise that to be
able to explore the research philosophy, the concept of research paradigms must first
be studied.

6.3 RESEARCH PARADIGM

According to Gilliland (2014), researchers engage in research when they find a need
to come up with solutions or better solutions compared to the ones that exist for the
problem, or to make additions to new knowledge or developments. Similarly, Bessant
(2021) contends that the rationale for people to undertake research is to discover
things scientifically, thus expanding their knowledge. To attain this, the researcher
must first understand the theoretical assumptions of the topmost research paradigms
because diverse paradigms have different views regarding what reality is and the type
of association between the researcher and what is known, as well as how the
researcher reveals or produces knowledge (Saunders et al., 2019). Similarly, Abbadia
(2022) stresses that choosing the research paradigm for a research inquiry is
important as it helps in establishing the grounds for the inquiry and its methodologies.

Saunders et al. (2019) describe a research paradigm as “a method of studying social
phenomena from which certain interpretations of these phenomena can be acquired
and descriptions attempted. According to Bertram and Christiansen (2018), a
paradigm represents a particular worldview, also held by the researcher, that
expresses what is standard to research and how this should be done. From the
definitions presented above, it becomes apparent that a research paradigm helps the
researcher to form a research philosophy, which in turn can inform the methodology
for the inquiry. This denotes that a research paradigm moulds, restricts, and holds the

entire research inquiry process.

100



Three well-known research paradigms exist in the literature, namely, positivism,
interpretivism, and critical research paradigms (Bertram & Christiansen, 2018;
Rehman & Alharthiit, 2016; Saunders et al., 2019). Each of these research paradigms
has a particular ontology (what beliefs are being made about reality), an epistemology
(how knowledge is constructed, and what realities can be established), and an
axiology (how values shape the perception and analysis of realities) (Saunders et al.,
201

Kuvunja & Kuyini (2017, p. 30) state that positivism, also termed “objectivism,” is “a
branch of philosophy that rose to prominence during the early nineteenth century
because of the works of the French philosopher Auguste Comte”. They further
describe positivism as “a worldview to research, which is grounded in what is known
in research methods as the scientific method of investigation”. Similarly, Pawlikowski
et al. (2018) emphasise that “positivism” is used to emphasise the systematic and
scientific approach to the world. The positivist paradigm is used in quantitative studies

as it habitually creates statistical data collected through questionnaires.

The interpretivism, also referred to as the “subjectivism” paradigm (Saunders et al.,
2019), emerged as a response to or critique of positivists and post-positivists (Bertram
& Christiansen, 2018; Nickerson, 2024). Research under this paradigm is not
conducted in an unnatural environment such as the laboratory, but within the truth of
those under inquiry. The interpretive paradigm is used in qualitative studies as it
customarily collects qualitative data through interviews (Nickerson, 2024).
Interpretivists discard the perception that there is one, confirmable reality that exists

autonomous of our senses (Creswell, 2013).

The critical research paradigm, also known as the transformative worldview/paradigm
(Creswell, 2013), focuses on changing politics to be able to confront social
oppressions to improve the situation (Kuvunja & Kuyini, 2017). According to Bertram
and Christiasen (2018, p. 28), the critical research paradigm is concerned with the
power imbalance, as they put it: “The world is characterised by unequal power
relations, which leads to certain groups of people holding power and others being

oppressed. Therefore, the primary focus of the critical research paradigm is to uncover
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agency, which is concealed by social systems, which can result in release and
liberation (Bertram & Christiansen, 2018).

6.4 THE PARADIGM AND PHILOSOPHICAL POSITION FOR THIS STUDY

The research paradigm that resonates best with this study is that of
interpretivism/subjectivism. Research under this paradigm is not conducted in an
unnatural environment such as the laboratory but within the truth of those under
inquiry. The interpretive paradigm is used in qualitative studies as it habitually collects
qualitative data, which is collected through interviews (Nickerson, 2024). According to
Alharahshel and Pius (2020), interpretivists believe that different people in a society
experience and comprehend the same “objective” reality in different ways and have
individual explanations for that. The researchers in this paradigm assume that the truth
and reality are constructed, not uncovered, and multiple realities can be socially
created (Nickerson, 2024). These authors further argue that positivist and post-
positivist goals of describing, controlling, and predicting were insufficient in social
sciences as they ignored the element of understanding. Interpretivists are not
concerned with discovering general, setting, and value-free knowledge, but they
attempt to understand the interpretations of individuals about the social phenomena
they interact with (Rehman & Alharthiit, 2016).

According to Kuvunja & Kuyini (2017 interpretivist approach makes an attempt to
explore the thinking of the subjects being studied to understand and interpret what
they think of the context. Additionally, Saunders et al. (2019) assert that the aim of this
paradigm is not to validate or invalidate a hypothesis, but rather to identify, explore,
and explain the correlation and interdependence between factors in a particular social
circumstance. The researcher in this study believed that obtaining the perceptions and
opinions of the academic staff regarding the PM system would provide a deep

understanding of this phenomenon

As alluded to in the previous section, each research paradigm has its own specific
component or philosophical grounding: ontology, epistemology, and axiology/

methodology.
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6.4.1 Ontology

All research starts with ontology as it influences what epistemological beliefs the
researcher can adopt and chooses the methodological processes to pursue (Denzin
& Lincoln, 2018). The word "ontology" comes from the Greek “ontos”, meaning "being"
(Blakeley & Felgueroso, 2023). It allows the researchers to observe their underlying
assumptions and philosophical beliefs regarding the nature of being, existence, and
reality (Kivunja & Kuyini, 2017). According to Yardley (2017), it is important to first
understand the range of different ways we look at the world because it will influence
how we see the social world. Yardley (2017) further argues that such an understanding
will further influence the ways the researcher will do their research, the methods used,
and the theories put forward.

Interpretivism holds an ontological position of relativism, which is based on a
naturalistic method of data collection, such as interviews and observations (Pessu,
2019). It contains the concepts of nominalism (also known as conventionalism) and
social constructivism (Saunders et al., 2019). According to these scholars, at the
extreme, nominalism believes that the process of studying social phenomena and their
structure is created by the researchers and through other social participants using
language, theoretical types, views, and subsequent actions. Similarly, Burrell and
Morgan (2016) further argue that there is no underlying truth to the social world
elsewhere than what social actors (people) attribute to it, and, because of the various
ways each person experiences and perceives reality, it is justifiable to assume that
there are multiple realities, instead of one reality that is the same to everyone.

The lesser extreme version of nominalism is called social constructivism, which
assumes that the social reality is created partially by people, implying that it is
intersubjectively constructed (Saunders et al. 2019). Contrasting a positivist
researcher whose interest is to uncover general truths and laws guiding dominating
social behaviour, the interpretive researcher seeks to discover various ideas and tales
that help to interpret social reality as constructed by various. According to Pica (2025),
a well-defined ontology informs the researcher's epistemology, which in turn

prescribes the choice of methodology to be adopted. Since reality from the
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interpretivism viewpoint is subjective and manifold, to understand the phenomenon
under the inquiry (performance management), the researcher in this study interacted
with the research participants to gather their different ideas, views, and interpretations
of the studied phenomenon. This implies that the researcher recognised that everyone

could see things inversely.

Therefore, instead of adopting a one-size-fits-all approach, the researcher focused on
exploring the diverse approaches people take in the same social setting. To
accomplish this, the researcher paid close attention to the quotes and themes obtained
directly from the participants of this study in their own words. The researcher
depended entirely on the academic staff members’ own narratives regarding the PM
system implemented in their institutions, which signifies the subjective nature of this
study. According to Rehman and Alharthi (2016), researchers are guided by a specific
epistemological assumption once they adhere to an ontological belief system.

6.4.2 Epistemology

The word epistemology originated in the mid-19th century from two Greek words:
episteme and logos (Steup & Neta, 2020). Couper (2020) translates episteme as
‘knowledge”, while logo is translated as “the study of”. Burrell and Morgan (2016)
define epistemology as the “assumptions about knowledge, what constitutes
acceptable, valid, and legitimate knowledge, and how we can communicate
knowledge to others”. It asks questions such as How can we acquire knowledge?
What makes knowledge acceptable? What makes data of good quality? What types
of contributions to knowledge can we make? (Saunders et al. 2019). These
epistemological questions are the ones to lead researchers to argue the probability
and suitability of objectivity, subjectivity, causality, validity, and generalisability
(Saunders et al. 2019). Al-Ababneh (2020) views epistemology as inherent in the
theoretical perspective as “a method of observing the world and making logic of it”.
Similarly, Yin (2016, p. 336) defines epistemology as “the philosophical underpinnings
of researchers’ beliefs regarding the nature of knowledge and how it is derived or
created”. It scrutinises how knowledge and the researcher relate during an inquiry
(Killam, 2013).
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While the researchers in the positivist paradigm believe that the truth can be measured
and emphasise that objective and credible instruments should be used to collect data
(Hasa, 2016), the epistemological belief of the interpretivists is that knowledge, hence
reality, is manifold and situation-bound and that there is no sole objective reality
(Makmun, 2020). Interpretivism's epistemological stance is based on the ontological
beliefs of constructivism or subjectivism, which assumes that many ways exist that
can be followed to know the world, rather than relying on straightforward observations.
Consequently, Saunders (2019) infers that the generally accepted view is that reality
can be created socially. The interpretivist or subjectivist researchers believe that
knowledge of the world is built on people’s own knowledge and interpretations of the
social setting, as well as reflecting on events and lived experiences (Creswell &
Creswell, 2018). This means that knowing reality depends entirely on people’s biased

encounters, views, and analyses of the world surrounding them.

Because the epistemological perspective of the researcher dictates how the
researcher acquires knowledge and the role played by the researcher, it is imperative
to specify the epistemology guiding this study. The epistemological position of this
study was that of interpretivism. The researcher believed that no absolute reality or
truth can be found in the social world. The reason is that people create diverse senses
for similar phenomena, centred on their diverse frames of reference (Saunders, 2019).
Therefore, in alignment with the interpretivism opinion, the researcher sought to obtain
knowledge of the social sphere and understand human behaviour by interrelating with
the participants of this research study (the academic staff members) in their usual
social world (their academic institutions). This implies that the researcher only relied
on the participants’ opinions and interpretations of their usual social setting
(workplace) regarding the phenomenon being studied and did not intervene or
manipulate any of the participants’ views throughout the entire study (Creswell & Al-
Saadi, 2014; Creswell, 2018).

Adopting the interpretivism belief provided the researcher with the prospect of
exploring the academic PM system phenomenon in-depth, by asking questions
relating to “why” and “how” concerning the phenomenon. Because this study adopted
an interpretivist/subjectivist belief that reality is constructed socially through probing
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the research participants’ experience and opinions regarding the studied phenomenon
(Saunders, 2019), the researcher could not detach herself from inquiry as the
researcher was supposed to be engaged personally throughout the entire progression
of the research through the interaction with the research participants asking them the
‘why” and “how” questions regarding their experience in the phenomenon under study.
Furthermore, the primary purpose of this study was to understand the research
participants’ views and analyses relating to the phenomenon being studied.
Consequently, the natural science rules and laws relating to objectivism and positivism
were not suitable for this type of study, as they would not have allowed the researcher
to explore the participants’ perceptions and interpretations regarding their institutions’

performance management system.

According to Nicholas (2024), axiology explores how individuals or communities
decide on what is of value, which influences daily choices and substantial moral
decisions. It refers to the ethical issues that need to be considered when planning a
research proposal (Kuvunja & Kuyini, 2017). Similarly, Saunders (2019) states that
axiology reflects on the philosophical approach to making the correct decisions. From
the proposal until the completion of this inquiry, the researcher upheld the ethical,
moral, and fairness principles as emphasised by Kuvunja and Kuyini (2017). The
researcher ensured that the participation in the study was voluntary and confidential
and that the participants were respected during the recruitment and the collection of
data. The participants were also treated equally and were asked similar questions
guided by the interview guide. The researcher also presented a truthful analysis and

interpretation of the data collected.

6.4.3 Methodology

According to Adeoye (2024), the research methodology comprises stipulations
concerning the nature of the scientific investigation, research design, and specific
research method(s), the precise data collection methods and procedures, as well as
how the data is prearranged and analysed. Further, Khan et al. (2023) note that the
nature of the research question and subject under inquiry also guide the study

methodology. Similarly, Kuvunja and Kuvini (2017) emphasise that the methodology
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articulates the logic and movement of the systematic procedures followed in a
research process aiming to gain more information concerning a research problem.
Choosing a suitable research methodology enhances rigour and thoroughness of the
inquiry, which strengthens the trustworthiness of the findings (Simsek et al., 2025).
Research methodology refers to ‘the scientific approach adopted for conducting
research’ (Mishra & Alok, 2017, p.1). It sketches out the techniques, procedures, and
instruments that researchers use to plan, lay out, effect, and analyse their studies.
(Khan et al., 2023). Methodology informs the researcher on the type of data relevant
to a study and the most appropriate data collection instruments for their study. It also
incorporates theories created, restraints suffered, and the indication of how they were

moderated or minimised (Saunders, 2019).

The research methodology in this study was directly or indirectly informed by the
ontological and epistemological position adopted in the study. This study aimed at
discovering and understanding the denotations formed by the participants. It was not
the intention of this study to present the final reality about the research topic, but rather
to explore a particular way of looking at and deriving meaning from the phenomenon
under investigation. The following sub-sections discuss the various elements of

methodology as indicated above.

6.4.3.1 Research design

Selecting a research design is one of the biggest decisions a researcher must make
after developing the research objectives and aims. Research design is described by
Asenahabi (2019) as a step-by-step process that a researcher adopts before data can
be collected and analysed to ensure that the research objectives are achieved validly.
Van Zyl (2014) views research design as a blueprint and roadmap of the direction the
intended research will take, how it will progress, and how data will be collected and
analysed. It gives details on crucial matters that relate to the inquiry, such as the study
purpose, study location, inquiry type, purpose of study, location of study, type of
investigation, the degree of researcher meddling, time limit, and the unit under study
(Sekaran & Bougie, 2016). The research design is derived from the research aims and
objectives as well as the problem statement.
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At the very start of the research design, Van Zyl (2014) recommends that the
researcher choose whether a qualitative or quantitative study will be used to
investigate the research topic. Qualitative and quantitative are the two well-known
types of research designs (Al-Saadi, 2014; Creswell & Creswell, 2018; de Vos et al.,
2020). According to Dovetail (2023) and de Vos et al. (2020), the designs used in
research differ depending on the purpose of the study, the nature of the research
question, and the skills and resources available to the researcher. The main difference
between the two research designs is the type of data they collect and analyse
(Dovetail, 2023; McLeod, 2023).

Hassan (2024) describes quantitative research as a systematic examination that
predominantly focuses on quantifying data, variables, and relationships. statistical,
arithmetical, and computational methods to collect and analyse data. It aims to test
the relationship between one item (an independent variable) and another (a dependent
variable) in a population (Kandel, 2020). Quantitative research design is usually used
to test hypotheses, recognise patterns, and make projections (McLeod, 2023). It
includes experiments, surveys, and content analysis (Vos et al., 2020). Researchers
in quantitative design view reality as objective and believe that it occurs independently

of the researcher and that anyone can see it (McLeod, 2023).

On the other hand, in contrast with quantitative research design, qualitative research
design uses words to understand views, perceptions, or experiences (Nikolopoulou,
2023). This type of research enables researchers to gather in-depth insights into
topics that are not well understood. Qualitative research explores rich textures of
human perceptions and insights, capturing contexts and notes often lost in numerical
interpretation (Lim, 2025). It promotes reflexivity and holds subjectivity as paramount

depth and perception (Olmos-Vega, 2023)

In contrast with quantitative research design, qualitative research design explores
precise environments and settings, ensuring that the findings are deeply ingrained in
real-world settings to provide solutions that are context-based (Lim, 2025).

Qualitative research design is understood as one in which the researcher in the inquiry
typically makes information realities grounded on constructivist standpoints (Creswell
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& Creswell, 2018). The researchers in qualitative design are committed to seeing the
social world from the actor’s or subject’s point of view. Therefore, close involvement

with the subject of the inquiry is bound to happen (Saldafa, 2018).

This study adopted a qualitative research design as it was deemed the most suitable
method to explore the PM system adopted by the public universities in South Africa to
determine how the academic staff perceive its effect on their motivation, organisational
commitment, and turnover intentions. By adopting this approach, the researcher was
able to explore the views of the academic staff members regarding the PM system
directly from the academics’ mouths, thoughts, and words. According to Bryman
(2016) and Kandel (2020), qualitative research helps us to understand social
phenomena in natural settings by developing relevant concepts and giving due
emphasis to the meanings, experiences, and views of all the participants. This
research design is also appropriate when the investigator desires first-hand

behavioural information on certain social processes (Bryman, 2016).

Unlike longitudinal studies, which look at a group of people over an extended period,
cross-sectional studies describe what is happening now (Cherry, 2024). This study
was cross-sectional research, as it aimed at collecting and analysing qualitative data
at a single point in time to examine the attributes or differences of a group at a
particular point in time (Hassan, 2024). According to Setia (2016), in cross-sectional
studies, the participants are selected following the inclusion and exclusion principles
set for the study. This study purposively selected the non-management academic staff
members at all five academic positions (Junior lecturer, Lecturer, Senior lecturer,
Associate Professor, and Full Professor), between the ages of 18 and 64 years, with
over one year of work experience. Collecting and analysing qualitative data
concurrently enabled the researcher to obtain rich information on the participants’
views and perceptions of the academic staff regarding their PM systems, their effect
on their motivation, organisational commitment, and turnover intentions. Moreover, the
in-depth data collected enabled the researcher to develop an integrated PM system
framework, which, if applied in public universities, will be effective and serve its main
purpose of motivating employees, enhancing their organisational commitment while

minimising their turnover intentions.
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According to McMillan and Schumacher (2010), to determine if a qualitative research
design is suitable and justifiable for the study, the research design should be linked to
the research questions that guide a particular study. On the other hand, Barroga and
Matanguihan (2022) acknowledge that several types of research questions guide the
research process, which include exploratory, phenomenological, descriptive,
explanatory, etc. Exploratory questions seek “to explore areas that have not been fully
examined to for deeper understanding of the research problem”; phenomenological
questions aim to “know more about the phenomena that have impacted an individual”,
descriptive questions strive “to provide a detailed description of a phenomenon under
study”, and explanatory questions seeks to “provide more clarity on a previously

studied phenomenon and enlightens why it happens” (Barroga & Matanguihan, 2022,
p. 6).

Fundamentally, qualitative research is exploratory. Accordingly, researchers in this
research design endeavour to uncover rather than verify. The findings of such
research produce new leads and paths that the quantitative researcher can hit upon.
The nature of this study is exploratory and descriptive. Babbie (2007, p. 88)
emphasises that researchers resort to exploratory study for the following three
reasons: firstly, “because they are curious and need to understand the phenomenon
under study”; secondly, “to test the practicality of embarking on a broader study; and

finally, “to advance the approaches that can be used in any sequential study”.

The researcher in this study wanted to satisfy her interest and craving to understand
the performance management system implementation at the HE in a South African
public university, and its effect on employee motivation, organisational commitment,
and turnover intentions as experienced by the academic staff members. The rationale
behind her curiosity was that the PM system originates from the private sector and is
now introduced in HE; therefore, it warrants a deeper understanding of how it affects
the work and behaviour of the academic staff (who traditionally enjoyed autonomy and
collegiality attached to the academic work). To achieve this, the researcher embarked
on qualitative data collection through recording and transcribing semi-structured

interviews, which were later analysed.
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The study is also a combination of a descriptive and an exploratory study. Reid-Searl
and Happell (2012) stress that a qualitative exploratory study enables the researcher
to explore a subject with inadequate exposure within the literature and permits the
study participants to contribute to the construction of new knowledge in that area. On
the other hand, a descriptive study provides a detailed account of the significance of
the phenomena and establishes a picture of the world from the participants’ viewpoint
(Holloway & Wheeler, 2010). This study, therefore, gathered the participants’ views
through recorded interviews and provided detailed descriptions of the phenomena

being studied based on the direct participants’ responses.

In summary, qualitative, explorative, and descriptive designs within the paradigm of
interpretivism were used in this study. Combining these designs enabled the
researcher to inspire the participants to actively provide a detailed description of their
own lived experiences regarding the PM system in their natural work setting (Creswell
& Creswell, 2018). The researcher was also able to obtain valuable data about the
participants’ opinions, encounters, and meanings relating to the PM system, and its

effect on their motivation, organisational commitment, and turnover intentions.

6.4.3.2 Research method

Hassan (2024) defines research methods as “the systematic procedures researchers
use to investigate phenomena, test hypotheses, and answer questions”. The scholar
further states that they differ depending on the study’s purposes, type of data, and
field. The researcher is guided by the methodology, epistemology, and ontological
perspective when selecting a suitable research method for the study. Various forms of
research methods can be used in a qualitative research study, and all these methods
aim to describe and interpret the participants’ experiences in their natural work
environment. (Denzin & Lincoln, 2018). The literature recorded various types of
qualitative inquiry. However, Creswell (2013) identified five traditional qualitative
inquiry categories that are found to, first, represent various disciplines, second, their
procedures are detailed, and third, and most importantly, have proved to be well-
known and used frequently. These categories are narrative, phenomenology,

grounded theory, ethnography, and case study methods.
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A narrative research method assumes that a person’s life world perspective can only
be understood through their own subjective definitions and experiences but also
touches on the social and cultural worlds (de Vos, 2020). According to Creswell
(2013), phenomenology describes the lived experiences and life stories of several
individuals regarding a particular phenomenon. Ethnography observes and examines
the ways of life of a specific cultural group; Grounded theory focuses on creating a
theory based on studying the social setting, while a Case study encompasses probing

a particular problem or matter through one or several cases within a confined system.

The researcher in this study could have chosen any of the above-mentioned qualitative
methods of inquiry. However, based on the title, objectives, and problem statement of
this study, the case study approach to investigations was found to be suitable.
Creswell (2013) regards a case study as an appropriate inquiry when the inquirer has
specific cases with borders and seeks to portray an in-depth comprehension of the
cases or a contrast of numerous cases. Coombs (2022) describes a case study as a
methodological research method used to create a deep understanding of a specific
topic or phenomenon in a restricted system. According to Yin (2018), the case study
design is chosen as a research approach when the inquiry seeks answers to “how,”
‘why,” and “what” questions. One of the advantages of a case study is that focusing
on a single case, or a small number of cases, enables the researcher to explore the
nuances and complications that may possibly be lost when broader surveys or
experiments are employed (Linkedln, 2024). Yin (2014) differentiates between three
categories of cases, namely, single case study, holistic, single case embedded,

multiple case holistic, and multiple cases embedded.

When a single case embedded is adopted, only a single case is investigated, and the
researcher focuses on a specific case that seems to be showing different
characteristics within the same context (Hassan, 2024). The scholar further
emphasises that a single case is studied not because there is some lesson to be
learned, but to deeply understand a particular case. On the other hand, a single case
embedded design implies that within a single case study, there may be several other
different units that emerge, which may need to be studied. A multiple-case holistic
study is applicable when the multiple-case study approach is needed, but it is not
possible to identify multiple units of analysis (Gray, 2014). In such instances, the
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researcher may extend the study to other units of analysis in the same case. A multiple
case embedded design takes place when the researcher addresses the various units
of analysis across other cases, say, between four and ten cases, which would offer an
opportunity to produce convincing arguments and findings. According to Gray (2014),

multiple case studies seem to be more reliable and credible.

This study adopted a multiple-case, embedded design (collective case study).
According to Gray (2014), a collective case study is employed when the researcher
chooses a collection of cases that seem to be instrumental for the researcher to
understand the investigated phenomenon. The chosen cases may be alike, or they
may be varied, but the researcher’s focus is to look for patterns or relationships across
cases. The collective case study was considered suitable for this study as it aimed to
obtain an in-depth comprehension of the cases regarding the PM system in their
respective institutions. First, the researcher ensured that the cases were
homogeneous, i.e., they were all public universities. Second, the units of analysis were
also chosen carefully to ensure that they are instrumental in responding to the
research question in a way that the researcher can obtain more information regarding

their experiences and views about the PM system in their institutions.

According to the literature, most PM frameworks currently used in a university
comprise two or more of the following four key performance areas (KPAs): teaching
and learning, research, academic citizenship, and community engagement (Maimela,
2015; Mampane, 2020; Yousif, 2017). The two major roles of the university in society
are the production and distribution of knowledge through Research and Teaching and
Learning (Cross & Ndofirepi, 2016); hence, the two KPAs carry a bigger chunk of
weight in the PM system. Therefore, a multiple case study was deemed suitable as
the academics from different universities are exposed to the same PM system,

irrespective of their academic position.

Capturing the individual's point of view and examining the constraints of everyday life
are some of the characteristics of qualitative research (Denzin & Lincoln, 2018).
Accordingly, this study aimed to obtain the opinions and experiences of the academic
staff regarding the implementation of the PM system directly from the academics. The
PM system is known to be a subjective system, resulting in different perceptions and
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behaviours that can be either beneficial or detrimental to the organisation. Therefore,
through the subjective and direct responses a case study inquiry seeks to collect, the
researcher was able to acquire first-hand knowledge about the participants’

experience through semi-structured interviews.

In summary, the study utilised the exploratory multiple case study whereby the
researcher depended on the academic staff’s views to understand PM systems and to
describe their experiences regarding how the PM system influences their motivation,

organisational commitment, as well as the intention to quit.

6.4.3.3 Research setting and context

The importance of selecting the best research site that would allow the researcher to
find people from whom the data can be collected is emphasised by McMillan and
Schumacher (2014). Further, Dikilitas and Griffiths (2017) and Korstjens and Moser
(2017) indicate that understanding what the participants think, feel, or do in their
natural context can make evidence-based interventions effective. Therefore,
qualitative researchers need to provide a detailed description of the participants’
context to make their behaviour, experiences, perceptions, and feelings meaningful.
Providing study context enables readers to decide whether and how the findings of
your study can be exported to their contexts (Dikilitas & Griffiths, 2017; Korstjens &
Moser, 2017).

The universities in South Africa are divided into three categories, namely, traditional
universities, focusing on academic matters; universities of technology, focusing more
on vocational; and comprehensive universities, in which both academic and vocational
qualifications are offered (Department of Higher Education, 2022). Therefore, the site
chosen for the study included the contexts of all three categories. The researcher
believed that adopting a collective case study from the three categories could help in
fully exploring and understanding the PM systems in public universities in South Africa.
The researcher believed the participants from the three categories would help provide
a rich and in-depth understanding of the PM systems in public universities in South
Africa. Obtaining the views and experiences of the participants from the three
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categories of various public universities also enhanced the transferability of this study
to the three contexts.

6.4.3.4 Research Participants

To be able to describe the participants in this study, the starting point is to first describe

the research population from which the study participants were acquired.

e Study population

A “Population is a set of all the units which possess a variable characteristic under
study and for which findings of research can be generalised” (Shukla, 2020, p.2). It
encompasses the total collection of all units of analysis about which the researcher
wishes to make some form of conclusions and generalise the results of the study
where possible (Salkind, 2013). The population of this study was the non-managerial
academic staff members who are currently employed permanently at the selected
universities in South Africa. There are 26 public universities in South Africa spread
across nine provinces, which include traditional and comprehensive universities, as

well as universities of technology. All three categories were included in this study.

The total number of permanent academic staff in 26 universities in South Africa in
2021 was 21,909, with Full Professors, constituting 11%, Aps 12%, Senior Lecturers,
28%, Lecturers, 48%, and Junior Lecturers, 5% respectively (Van Schalkwyk, 2021).
The seven participating universities have an estimated number of + 9480 permanent
academic staff (Cloete et al., 2022), with 2,600 from GDELD university, 1,200 from
CFFG, 1,500 from LTFF, 1,200 from NTFF, 1,500 from NMTFF, 1,500,180 from
MTTFFM, and 1,300 from NTTD. The participating universities represented the
traditional university category (4 from four provinces), the comprehensive category (2
from 1 province), and a university of technology (1 from one province). In total, thirty
(30) permanently employed academic staff members formed part of the total sample
of this study. The participants of this study consisted only of the academics employed
permanently and excluded those on contract appointment and those in managerial

academic positions.
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e Sampling method

Sampling refers to “making decisions about which people, settings, events, or
behaviours to include in the study” (Bertram & Christiansen, 2018). It involves
narrowing down the number of units of analysis of the study so that it becomes
manageable (Wagner et al., 2012). According to DeCarlo (2018) and Salkind (2013)
and it is unrealistic and wasteful to involve all the members of the population in a
research project. Shaheen et al. (2019) emphasise that the sampling of participants in
qualitative research relies on the research purpose and is found to depend heavily on
the researcher’s preference. Guided by the study objectives and the research problem,
the researcher sampled from both settings/contexts (institutions) and individual

participants.

At the primary level, this study’s sampling involved choosing specific universities to
participate in this study. Out of 26 public universities in South Africa, seven were
purposively selected to participate in the study, namely, the GDELD, CFFG, LTFF,
NTFF, NMTFF, MTTFFM, and NTTD universities. These seven universities

represented six provinces in South Africa (two universities were sampled from one
province because the specific province had many universities). The other three
provinces did not participate for two different reasons: in one province, the researcher
could not get any permission to conduct research, despite several attempts to request
the permission; second, despite the permission granted at the two universities in the
other two provinces, during the interview, the participants from these two universities
indicated that they do not have a PM system in their universities, therefore they were
excused from participating. In the end, convenient sampling, which is a non-probability
sampling method, was used at the primary sampling level. According to McLeod
(2023), the convenience sampling method involves a non-probability sampling method
that collects data from a group of people the researcher finds to be available and easily
accessible. McLeod (2023) further states that when this type of sampling technique is
used, it does not matter if the individuals sampled are most representative of the entire
population. Thus, the researcher approached the universities that were most easily
accessible and cooperated with the researcher in terms of the protocol to request

permission to do this study.
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Qualitative researchers collect data to examine how people form perceptions out of
their own actual, real-life experiences in their own opinions and in their own words
(Cropley, 2023). Accordingly, the researcher considered each participant's opinion as
unique, which means everyone’s opinion cannot characterise other individuals'
opinions. The researcher believed that different groups and sub-groups may construct
the same aspect of the observable world differently; therefore, aimed primarily at

collecting in-depth data displaying various participants’ opinions (Cropley, 2023).

The secondary-level sampling process involved selecting the academic staff to
participate in the study. Thirty (30) academic staff across all five academic ranks were
purposively sampled for participation in the study. This implies that a non-probability
sampling strategy rather than a probability sampling strategy was used. When
probability sampling is used, all individuals in the population have known and positive
probabilities of being included in the study; whereas non-probability sampling means
that not every individual in the population has a chance to be included in the study
(McCombes, 2022; Vehovar et al., 2016). Purposive sampling is a technique widely
used in qualitative research to select subjects based on their specific knowledge of,
and/or familiarity with, the focus of empirical inquiry (Robinson, 2014). It involves the
identification and selection of an individual or a group of people who are specifically
well informed about or experienced with a phenomenon under study (Cresswell &
Creswell, 2018).

The researcher, therefore, followed a purposive sampling by selecting only the
academic staff members who are non-managers. Each academic position was
purposively selected, which included Junior Lecturers (JLs), Lecturers (Ls), Senior
Lecturers (SLs), Associate Professors (Aps), and Full Professors (FPs) (Nyimbili &
Nyimbili, 2024). All these sub-groups are subjected to the same PM system, which
assesses their performance concerning knowledge production and distribution
(research and teaching), as well as community engagement and academic citizenship.
The researcher believed that each subgroup would share their experiences and
perspectives concerning the PM system in their respective institution. The snowballing
sampling technique was also used, where each participating individual was requested
to share the link with their colleagues. This helped the researcher to include only
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individuals who were relevant and willing to participate and to provide informed
experiences and discussions regarding their PM system on their motivation,

organisational commitment, and turnover intentions.

e Sample size

Qualitative research emphasis is profoundly on small samples, even a single sampling
unit (n = 1), selected purposefully for the inquiry (Bouncken et al., 2025; Denzin &
Lincoln, 2018; Hassan, 2024). These scholars further indicate that interpretivist
qualitative research discards the idea of making ‘generalisation’ a research goal. They
argue that every case of group communication expresses a complicated piece of
social life that is the real core of such inquiry. Therefore, qualitative research studies
aim to collect information-rich cases to bear perceptions and in-depth insight rather
than observed generalizations. Similarly, Guetterman (2015, p. 3) indicates that the
qualitative researcher’'s main goal is to “explain, describe, and interpret.” Therefore,
“sampling is not a matter of representative views, but a matter of the value of the
information obtained” (Guetterman, 2015, p. 3). Therefore, Staller (2021) concludes
that there is no uniform sample size in qualitative research, as it is put:
“Given multiple numbers and ranges provided by various scholars: “Creswell
states 20 — 30 for ethnographic studies, and 1 — 2 for narrative analysis; Morse
states 30 — 50 for ethnography or grounded theory; but a few as six to
“understand the essence of an experience; Guetterman (2015) found case
studies had a mean sample size of 188; ethnographies 128; grounded theory,

59; narrative inquiry, 18; and phenomenology, 21” (p. 900).

With the inconclusive numbers suggested by these scholars, it can be concluded that
the sample size in qualitative research largely depends on the study method,
resources, the purpose of the research, discipline, methodology, topic, and population,
among other factors (Staller, 2021). Gues et al. (2020), on the other hand, argue that
purposive sample sizes are determined by the stage at which data saturation has been
reached. Hennink and Kaiser (2022) define data saturation as “the point at which little
or no relevant new codes and/or categories were found in data, when issues begin to
be repeated with no further understanding or contribution to the study phenomenon,

its dimensions, nuances, or variability.”. According to Fusch and Ness (2015), data
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saturation determines the accomplishment of envisioned research objectives. Data
saturation normally indicates that a researcher must stop the data collection for a
specific study (Mwita, 2022). Nevertheless, despite the importance of data saturation
provided in the literature, there have been disagreements on how one realizes that
they have reached the data saturation point (Saunders et al., 2019, p. 1893), let alone
a clear description as to what data saturation is (Fusch & Ness, 2015; Sabele-Mpofu,
2020).

As alluded to in the above paragraph, no specific directive dictates the number of
participants when conducting a qualitative multiple-case study (Pare & Elam, 1997,
Patton, 1990). Therefore, the researcher chose a sample of nine universities and
aimed to include one university per province in South Africa. 45 participants were
targeted from the nine universities (Five participants from each sampled university,
each representing each academic post rank). The researcher thought that rich and in-
depth data would be collected if public universities in different categories from different
provinces in South Africa, and the academics from different positions were sampled.
The researcher believed such data would provide credible findings that would assist
the researcher in achieving the research objectives. Accordingly, one Junior lecturer,
one lecturer, one senior lecturer, one Associate Professor, and a Full Professor from
the nine participating universities were targeted for this study. Dividing the entire
sample into homogeneous subgroups enabled the researcher to acquire a better
estimate and a ‘better understanding’ of the general perceptions of the participants'
experiences, as suggested by Alase (2017, p.13), which increased the credibility of
the study findings (Hennink & Kaiser, 2022).

However, the researcher received consent from only 30 participants in seven
universities from six provinces. Because the participants were from different
universities of different categories, academic post ranks, and work experience, there
was no point of saturation reached during the data collection. Sabele-Mpofu (2020)
warns that researchers should not allow their chase of data saturation to dominate
other significant measures of rigor and quality in qualitative research, such as
credibility, diversity, conformability, transferability, and dependability. Braun and
Clarke (2019) further disagree with placing too much emphasis on the use of data

saturation to regulate sample size, for example, how many interviews should be
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conducted. These authors believe that focusing on data saturation assumes that there
is an objective truth to be captured in the data, which is the positivist viewpoint.

The researcher stuck to the qualitative research primary ethos that says the world
cannot be seen in one true way, thus multiple views regarding the phenomenon are
required to investigate the reality. Consequently, the researcher sampled one
individual from all five academic positions within each university with the belief that the
participants from different posts would provide invaluable perceptions and
experiences regarding their PM system to enhance the credibility of this study. The
researcher believed that collecting data from diverse opinions from diverse sub-groups
would result in rich and in-depth data that would help this study achieve its objectives.

Table 2 illustrates the participating universities and the participants in this study.
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Table 2

Study participants
University Total Number and
Pseudonym Population of Percentage of

Permanent Participating academic staff

Academic staff

members

JLs Lecturer | SL | AP FP

+-2600 1 1 1 1 1
CGELD
CFFG +-1200 0 1 1 1 1
LTFF +-1,500 1 1 1 1 1
NTFF +-1200 1 1 1 0 1
NMTFF +-1500 1 1 1 1 1
MTFFM +-180 0 1 1 1 0
NTTD 1 300 0 1 1 1 1
TOTAL 9 480 entire 4 7 6 7 6
SAMPLE population) TOTAL PARTICIPANTS = 30

(Source: Own compilation)

To maintain the anonymity of the participating universities, abbreviations known and
understood by only the researcher were created for discussion throughout this study.
The following names of universities obtained from six provinces in South Africa were
used: CGELD, CFFG, LTFF, NTFF, NMTFF, MTFFM, and NTTD.

All academic positions were represented in this study, namely, Junior Lecturers,

Senior Lecturers, Lecturers, Associated Professors, and Full Professors, except that
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in some positions at some of the universities, the researcher received no response
despite the researcher having sent numerous follow-up recruitment emails. Such
positions are illustrated as a zero in the “Number and Percentage of participating
academic staff’ column in Table 2. Further, three universities did not have Junior
Lecturers appointed permanently (as one of the inclusion criteria); therefore, no Junior
Lecturer participated from these universities and are illustrated as zero in the table.

The profile of the research participants is presented in the next chapter.

6.4.3.5 Data collection technique

This study aimed to explore the PM systems in different universities to understand the
perceptions of employees regarding the effect of their PM system on their motivation,
commitment, and turnover intentions. As a qualitative phenomenological researcher,
the interest was in exploring and interpreting participants' experience in the way they
experience it, and not from some speculative viewpoint. Therefore, the interview was
the most suitable method as it would enable the researcher to record participants’
responses verbatim. The interview is an appropriate and adequate means required to
obtain descriptions of views of people’s experiences in the lifeworld Brinkmann &
Kvale, 2019; Taherdoost, 2022).

Fundamentally, there are three kinds of research interviews: structured, in which the
researcher asks predetermined questions with little or no alternative and with no scope
for follow-up; semi-structured, which consists of numerous key questions that assist in
defining the areas that need to be explored, but also lets the interviewer or interviewee
deviate to chase the knowledge or response for further details, and unstructured,
which do not replicate any predetermined theories or ideas, and are executed with
slight or no organisation (Hassan, 2024). According to Mcleod (2024), one of the
primary advantages of the semi-structured interview is that it encourages the
participants to answer questions openly with more elaboration, instead of mere ‘yes’

or ‘no’ brief responses.

In this study, semi-structured interviews were conducted virtually. The COVID-19

pandemic forced qualitative researchers globally to quickly adjust to the new era of
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collecting data virtually (Roberts et al., 2021). Accordingly, issues such as the
unavailability of participants on campus due to work-from-home arrangements,
financial constraints, as well as time constraints made the researcher consider virtual
interviews. Moreover, participants as well as were also keen to participate virtually,
as that allowed them to do so in the comfort of their homes, where no one could
eavesdrop since the topic of the PM system can be a bit sensitive. Online platforms
are criticised as the researcher is unable to build rapport or gain trust in such platforms
due to the absence of visual and physical prompts (Akyirem et al., 2024). However,
such platforms are regarded as good in terms of generating transcripts automatically,
reducing transcribing data, as well as enabling outside working hours and weekend
interview slots, making the data collection process faster (Taherdoost, 2022). Using
the semi-structured interviews in this study allowed the interview to flow with the pace
of each participant and allowed the relationship between the interviewer and
interviewee to be established.

The researcher organised individual interviews upon receiving a positive response
from each invited individual. Meeting requests with different dates and times were sent
to participants to allow them to choose the most convenient slots for them. The
interview guide was used to ensure that the researcher asked the same questions to
the participants, and to also keep the researcher’s focus on the research question and
research objectives (Roberts et al., 2021; Taherdoost, 2022). Although all interviewees
were asked similar questions from the interview guide, the interview process was
flexible, allowing the participants to relax and answer questions freely and openly
(Brinkman & Kvale, 2015). 30 interviews in total were conducted over two months (5
April — 30 May 2024).

During the interview, the researcher asked participants to recall and reflect on how the
PM system is implemented in their respective institutions and share with the
researcher their experiences and perspectives regarding how their PM system
measures their performance in their four given KPAs. They were also asked to
indicate how the PM system affects their motivation, organisational commitment, as
well as turnover intentions. According to Bonneau (2024), sometimes a source of bias
is researchers themselves, unintentionally or intentionally, where they allow their

experiences, thoughts, and subjective notions to subtly affect the process of data
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analysis, which has the potential to skew the findings. The researcher was cautious of
this bias and, therefore, tried to the best of her ability not to let her knowledge about
the phenomenon interfere with capturing the true experiences as they described them.
To achieve that, the researcher stuck to the recording and transcripts to familiarise

herself with the collected data.

In each interview, the researcher first provided a brief background of the study,
outlined carefully to stimulate the attention and interest of each participant, but with
full caution, not predetermining the responses by dishing out too much information
regarding the conceptual framework, as Taherdoost (2022) suggests. At the beginning
of the interview, the academic staff were asked to provide background knowledge and
understanding of the PM system in general terms and to indicate the elements and
dimensions that would make a good PM system for the academic staff in the university.
The participants were also asked to comment on whether they categorise themselves
as researchers or teachers, state if they think their institutions acknowledge and
reward that and specify the type of acknowledgment they receive. Further, the
question: “As an academic staff member, do you think the PM system in your institution
considers your entire workload as an academic staff member? After this question, the
participants were asked to comment on how the PM system in their organisation
affects their motivation, organisational commitment, and turnover intentions. Finally,
the participants were asked to comment on their current PM system and suggest any
changes they would make if allowed. In all questions, the participants were provided
with clarity in questions they seemed not to understand (An interview guide is in
Appendix D)

6.4.3.6 Data collection procedures

The researcher obtained the contact details of the sampled universities from the
individual universities’ websites. From the contacts found on the internet, the
researcher was provided with gatekeepers' email addresses. The letter requesting
permission to access the academic staff members was emailed to gatekeepers

between June and October 2023. In provinces where there were several public
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universities, the researcher sent request letters to more than one university and relied

on the first positive response received.

Where necessary, the researcher made follow-up telephone calls to gatekeepers.
Unfortunately, October is not a convenient time for any research-related matters at
universities. First, it is a busy time for research and ethics committees, which sit only
once a month, as they will be left with only one month to wrap up ethics applications
and prepare to close for the year. Second, even if the researcher obtains permission
to conduct the research, October is the busiest month for the academic staff as it is
the time for the examinations. Therefore, the process of requesting permission and
the recruitment of the participants overlapped with the following year (February 2024)

when universities opened for the new academic year.

Once the researcher received a permission letter from gatekeepers, recruitment letters
to gatekeepers were sent to help distribute to the academic staff in all faculties in their
university. The recruitment email contained a link created with Microsoft Forms to be
clicked by the academics who were interested in participating in the study. In some
universities, gatekeepers indicated that the recruitment of the participants was not
within their scope of duties. The researcher requested the email addresses of the

academic staff and sent the recruitment email directly to them.

The Microsoft form was designed in a way that once the prospective participant clicked
on the link, the form to be completed opened, providing the title and the background
of the study, the study objectives, and the process followed to get access to them. The
form also requested the academic staff members to answer demographic questions
(A sample Microsoft Form used is in Appendix B). Once the ‘submit’ button was clicked
after completing the form, the researcher received an email notification that there was
a potential participant who was willing to participate. Upon receiving a notification
indicating interest in participating, the researcher sent a meeting request via MS
Teams.

The prospective participants were individually provided with different dates and times
to allow them to choose the most convenient slots for them. Each participant chose

convenient dates and times, and then the researcher scheduled an interview
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accordingly. Each interview was conducted individually with each participant. Although
the participants consented that the interview could be recorded, they requested to be
interviewed off-camera; therefore, the researcher decided to switch off the camera in
all subsequent interviews. This was done to allow the participant to feel at ease and
free when answering the questions, and to ensure that their home and workplace
privacy were maintained. The interview with each participant was recorded and
automatically transcribed by MS Teams. The researcher also used her phone to record
each interview for backup purposes. Digital recording of the interview was regarded
as beneficial as it would enable the researcher to acquire the whole thing without
skipping out on essential information shared by the research participants. They also
provide high integrity because they can be replayed unlimitedly at any time during data

analysis (Tessier et al., 2012), enhancing the study's validity.

The actual interviews took place between 05 April to 30 May 2024. Some interviews
took place in the evenings and weekends as the participants wished. The participants
were given the consent forms to sign before the interview began. Although the MS
Teams form used during the recruitment of the participants outlined the study
background, the researcher repeated it at the beginning of the interview with each
participant. That enabled the researcher to create rapport and build trust with the
participants to make them feel at ease and answer questions openly and honestly
(McGrath et al., 2018). It also allowed the participants to ask clarity-seeking questions
before the interview in case they had any. Interviews were transcribed automatically

on MS Teams, simultaneously with the recording.

All interviews were conducted in English, as all participants understood and spoke
English fluently. Each interview took between 45 — 60 minutes. There were moments
when the researcher struggled to get volunteers to participate in the study, despite
numerous recruitment emails being sent. The researcher resorted to snowballing as
recommended by Bhardwaj (2019), in which each participant was requested to share
the recruitment email with their colleagues and encourage them to participate in the
study. The researcher went through each transcript immediately after each interview
to clean it up. This is recommended by MacGrath et al. (2018), stating that going

through the transcription soon after the interview enables the researcher to start
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classifying analytical build-up and find matches and variations between different

interviewees’ experiences.

6.4.3.7 Data analysis

“‘Data analysis is, in simple terms, the process of converting the gathered data to
meaningful information” (Taherdoost, 2020). The qualitative data analysis process
aims to find themes and patterns that emerge across the data collected (Hecker &
Kalpokas, 2024). Bouncken et al. (2025) share the same view, stating that the ultimate
goal of qualitative data analysis is to make sense of the data collected by searching
for logic and sequence. Conducting a qualitative study results in a lot of data being
collected. To analyse such huge amounts of data, researchers can choose to use
narrative, thematic, phenomenological, or discourse analysis (Wagner et al., 2012).

The data obtained in this study included information relating to research participants’
demographics as well as the data on the experiences and perceptions of the academic
staff members regarding the implementation of the PM system in their organisation.
Demographic information of participants was collected with the sole purpose of
describing the research participants in terms of age, work experience, race,

employment status, and position.

Data collected in this study were analysed through thematic analysis. The thematic
analysis involves the identification of themes from words respondents repeated
frequently during the interview (Braun & Clarke, 2006). It aims to identify and interpret
patterns within data. Braun and Clarke (2006, pp. 78 — 79) define thematic analysis as
“a method for identifying, analysing and reporting patterns (themes) within data” and
is “essentially independent of theory and epistemology”. When applying a thematic
analysis method, the researcher examines the data closely to categorise frequent
themes — topics, ideas, and arrays of meaning that occur frequently (Caulfield, 2023).

According to Braun and Clarke (2006), thematic analysis is beneficial for analysing the
perceptions of individual research participants and demonstrating similarities and

variations. Hecker and Kalpokas (2024) further assert that thematic analysis is
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predominantly suitable when the research questions are related to subjective
experiences and ways individuals utilise narratives to establish and communicate their
experiences. This study aimed to explore the PM systems for the academic staff at
universities; therefore, the academic staff's experiences and perceptions were
instrumental in achieving this aim. Accordingly, the thematic analysis was found to be
suitable.

According to Braun and Clarke (2006), the researcher should first choose a data
coding approach between deductive and inductive data coding. An inductive approach
to data coding and analysis is a ‘bottom-up’ approach, and it is guided by the content
of the data, meaning codes and themes originate from what is contained in the data.
On the other hand, the deductive data coding and analysis approach is a ‘top-down’
approach, where the researcher performs data coding and analysis using a series of
concepts, ideas, or issues brought to the data set. The inductive approach was chosen

in this study as the analysis was done from the data collected from the participants.

Braun and Clarke (2006) suggest six steps that should be followed when thematic
analysis is adopted, namely, data familiarisation, code construction, creation of
themes, theme revision, defining and naming themes, and report formation. Figure 16
illustrates the steps followed to analyse the data in this study as suggested by Braun
and Clarke (2006).

Step 1: Data familiarisation

Interviews were conducted via the Microsoft Teams platform to collect data. The
platform allowed the researcher to record and transcribe each interview
simultaneously. Therefore, this stage involves familiarising oneself with the collected
data by listening to the recording and reading transcripts. Braun and Clarke (2006)
stress that transcribing and rereading interview transcripts serve to bring the
researcher closer to the data as well as to allow the researchers to assess the
interview process and to be able to improve it. The researcher read the transcript
immediately after every interview. The final reading of the transcripts was done while
the researcher played the audio recording to ensure the transcripts reflected the
participants’ responses.
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Figure 16
Steps in thematic analysis

Step 1 Step 2 Step 3
//"'—-_-_____-_H"'\ /-"a_- ____-_-_H"x\ /"/ - ----H‘“‘\\
/ oata N ;,/ \\\ / Creation of A
/ a \y / Codes | themes -'
{ familiarisation ”‘ construction ” ;
\ / '\\ j." F‘D (Chrl) ~
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Step 6 Step 5 Step 4
/—\\ _.H'I---_-___ o _---_-h"‘x. ..___.—-"'F—-_ o ___-\---Hx"\
_ f Defining and \« [ Themerevision |
The write up \ renaming themes F

Source: Adapted from Braun and Clarke (2006)

To spot if there were similarities and contrasts in the responses across the academic

post ranks, the transcripts for each interview guide question were organised according

to the post ranks. For example, in Interview Guide Question 1, all responses were

categorised as Full Professors, Associate Professors, Senior Lecturers, Lecturers,

and Junior Lecturers. An example of a transcript asking Question 1 of the interview

guide is presented in Figure 17.

The researcher organised all transcripts for the other five questions in the interview

guide the same way as the one in Figure 17 and reread each several times to prepare

for the next step, which is coding.
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Figure 17

INTERVIEW GUIDE QUESTION 1

In your own view, what are the elements and dimensions that, if present in a
performance management system will make it effective in the context of an academic
staff member in a university?

FULL PROFESSOR: NTTD UNIVERSITY

The first thing is that there is nothing that will make it effective. It is not suitable for the
academic staff. | feel it is bringing instruments from the business world that are problematic in
the business warld and trying to bring them into the academic world. PM System undermines
the extent to which there is an intrinsic vocational commifment to the academic project and
instead, it becomes thing that is metrification, thing that you've got to attain certain
counts fo keep your job and get promoted. It is not about a certain number of hours in class
or a cerfain number of publications. Ifs like our job is fo achieve cerfain numbers. It
undermines trust in the academic and it means that i gly d see th hy
as workers having to perform according to certain mefrics rather than as human beings
involved in important academic projects and commitied to such projects.

FULL PROFESSOR: NMTFF UNIVERSITY

It should be a transparent and informed process, because for a PM system to be effective, |
think that the employees should know what itis, why they are doing it, and how they will benefit
from it. Performance contracts should be done at the beginning of the year to guide employees
on what they are expecied to do. It must be based on the job description and have clear
measures for each KPA. It should not be a one-size-fits-all approach because individual
employees, facullies, and subjects differ, therefore the PM system should be designed to
accommodate such differences. Agood PM system should reward good performance and deal
with poor performance. Finally, it is crucial to clarify to employees when would they be
categorised as poor, average, and outstanding performers in the PM system. That will motivate
us to work harder.

T | faimess, and are key. Further, there should be a clear outline of
reles and respensibiliies. As an academic staff member, you should know what is expected
of you in all KPAs. Al your responsibilities should be communicated and contracted in the PM
system. The performance indicators must also be communicated alengside each KPA. Also,
there must be a performance agreement to be signed by the line manager and each academic
staff member to guide them throughout the year. Confinuous feedback is also a must to
monitor if employees are on the right track or not. A good PM system must be linked to
incentives to motivate outstanding performers. Finally, there must be an appeal process to
resolve disagreements arising between fhe line manager and fhe employee
regarding the ratings allocated.

An example of an edited transcript for interview guide Question 1

FULL PROFESSOR: LTFFL UNIVERSITY

PM system should be based on factual evidence, that is, evidence-based assessments. If
rated as an underperformer there must be evidence proving areas of poor performance. A
developmental plan is needed for underperformers. Regular feedback is imporiant o both
good and poor performers. So, if it is based on facts, it becomes less emotional as if's very
difficult to argue with facts. Therefore, performance contracting at the beginning of the year is
important. It should be fair and equitable to all. The system should apply to everyone, not only
to pay bonuses or promofions or whatever, er only to poor performers. It should also be
consistent. You know, everyone should know what needs to be expected. It should be free of
prejudice and subjectivity because when people line managers come in, rater errors like the
Halo and the hom effect, all sorts of perceptions of favouritism, ete come into play.

FULL PROFESSOR:CGFID UNIVERSITY

| think that the employees should know what it is for, they should have completed their
performance agreement at the beginning of the year so that they know what they are assessed
on. So, it should be it. It should be evid based, and not be the line manager's
decision to assign ratings. The rating metrics used in each KPA should be discussed with the
academics and jusfified. The PM system should also have some kind of a “sweetener” in the
form of a performance bonus to serve as a motivator. Finally, it should embrace development
for underperiormers.

It should contain all tasks the academic staff are agtyally.deipg. Currently, all that we do is
not considered in the PM system, there is a lot that we do not get rated on because they are
not embraced in any KPA. | think each KPA should be based on our job description, how much
effort we are putting into the classroom there, and our students. Because we talk about
student-centeredness and we really go the extra mile for students, that must also be
considered during the performance review. Mot just ticking of hoxes and assigning numbers
1o each KPA. Consutation and awareness of the system is also important. It must not be
imposed as that may result in many people rebelling. Finally, it must be flexible and specific.
It must be considered that faculties and disciplines are different in ferms of a_number.pf
students, the way teaching should be approached, the number of hours needed for leaming
10 take place among our leamers, as well as the difference in how research is done in some
disciplines. For example, it is easy fo do research in disciplines like Science and Economics
as compared to the social sciences. The PM system should consider that.

ASSOCIATE PROFESSORCGELD %@ targets. Clear, valid, and accurate
measures in each KPA. Remove a pass rale as on [_EI (cu - rics to measure teaching and
learning KPA. do not reflect on me alone as a lect——._..__.ts must also play a role. The
PM system must measure me in terms of only what | can control. Treat all KPA equally. For

(Source: Own compilation)

Step 2: Code construction

To identify relationships between and provide an explanation for social phenomena,
qualitative researchers depend on codes (Theobold et al., 2024). In this step, the
researcher highlights segments of the text in the transcript, typically words or
sentences, to come up with shorthand marks or “codes” to explain their content. This
step helps to make complex textual data simple by converting it into a theoretical
arrangement and helps in categorising fundamentals associated with the research
questions (Creswell & Poth, 2018). The process of creating and highlighting possible

codes from the data is illustrated in Figure 18.

Because inductive coding was adopted in this study, the codes were developed from
the data set, and keywords that emerged from the data set were used as a point of

departure to develop the codes, as Naeem et al. (2023) suggest. Codes were
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systematically assigned to segments of the text that captured key elements and ideas
related to the study objectives. Keywords were highlighted in each transcript, and

codes were developed.

Figure 18
An example of the code creation process

INTERVIEW GUIDE QUESTION 4

From the opinion you provided in the previous question, how does the current PM system
affect you in the following three aspects: Motivation to perform, Organisational
t and Turnover i ions? Elaborate.

FULL PROFESSOR: NTTD UNIVERSITY

MOTIVATION: [t's demotivating. To be monitored all the fiffieiakes e feel miististed. AL:o)Same
e counselling students with personal problems, financial and family

problems. Who can do extra work that doesn't even eount, it makes one constantly feel overworked and

undervalued.

ORGANISATIONAL COMMITMENT: T am with my institution for many other good things like a
with my colleagues and to work close to my home. The PM system iz just one bad

system.

TURNOVER INTENTIONS: No. I'will not leave. Where to? All institutions implement PM systems.

1 am just hoping they will realize how problematic it is.

FULL PROFESSOR: NMTFF UNIVERSITY

MOTIVATION: Yeah. Well, I'll ask I'l answer for myself I work the same way for me, and it's strange.
Also, T'm not motivated by money, but _ I always say evena
certificate, even if even 2 word of encouragement to acknowledzment, to say, ob, good, ob, you did
that That is enough meney. But h, still push myself to work and exceed
expectations, honus or not.

ORGANISATIONAL COMMITMENT: I can o to all other institutions and have more input and

wih and to get recognised. But again, it won't be for the money. All I am saying

TURNOVER INTENTIONS: No, ['will not resign even if the I feel the PM system does not serve me

well. T lmow manv people would, but I won't. [ would have left and mavbe, but wellj Ifiot that voung,
o e (o nincpr) gt do e i g The e s ]

am near refirement.

FULL PROFESSOR: NTFF UNIVERSITY

IVATION: [ think the incentive for research publication really motivates me. However, for me to get
it T must work 247 due to the two roles that I'm in
But then the only problem is that

ORGANISATIONAL COMMITMENT? I am very much connected fo igation. Comparing
my institution’s PM system with the ones i institutions [ worked he&mipemﬂv the
incentive part.

TURNOVER INTENTIONS: No|Iii06ld ot eae becatice O tie perforiianoe Nianageinent systen
Maybe for other factors that may arise. I believe any fault in the current PM system can be improved.

ASSOCTATE PROFESSOR: NTTD UNIVERSITY

MOTIVATION: The problem is that the PM system in my organisation is full of FiGumtism

Mauavexs s;n e ﬂ:eu fa\'ol.me: hlEh ratm.as ll is dﬂnuhviimg, Man\ I]mes m mﬂﬂﬂ!ﬁ ﬁocuses on
i i s cuihic -

Yes, many times [ also think of leaving. We watch people getting a performance bonus while we do not
2 Thre et venan et o s gty

ASSOCIATE PROFESSOR: CGELD UNIVERSITY
MOTIVATION: It iz demotivating [ cannot go the extra mile in carrying out my duties if T already

Imow that I will net be recosnized no matter how much effort T put into my duties. Also, I feel
Iosing Gt financially because I cannot publich a: required due to“, Solam
discouraged to work harder

ORGANISATIONAL COMMITMENT: My organisafional and attack is a bit
ghaly. [ am not that itted because and the i ty and umequal trestment dizplayed in the
implementation of our PM system.

TURNOVER INTENTIONS: I think of quitting my job and try other instifution many times. Although
I hear many academics in other institutions also complaming about their PM system. So Thave the
dilemma when thinking of leaving my institution.

SENIOR LECTURER: CFFG UNIVERSITY

MOTIVATION: I'm not motivated at all. Lock, Pl lViediaSfidies and I do not think my teaching
znd leaming is like that of colleagues in accounting or heslth studies. There are other things that I do
that my colleagues don't do because their discipline or subject field does not require it.

to measure rmance in our different disciplines.

ORGANISATIONAL COMMITMENT: 1 don’t think top
management knows what I exactly do at iy work, what inhibits us from performing to our expectations.
E\Jl ﬂm see are employees whose performance at some point must be measured and assigned some

TL'RP«OVER INTENTIONS: [ ik of leaving 2l the fime, but the question is, [¥HERENG?
Unfortunately, miversities are the same_ same KPAgz, the same expectations, and the zame working
conditions.

SENIOR LECTURER: LTFFL UNIVERSITY
MOTIVATION: I am mofivated work itself, and my students. Our PM system is not linked to

any incentive, therefore there 15 1 am pushed by the
fulfilment my job gives me, as well as the fulfilment I get from my students being empowered and being
ready for the real world of work,

ORGANISATIONAL COMMITMENT: Look, [iomritted to:u) stidents and i iy, sttation
Eamally] 1 still hope my institution with time it will improve the way PM is done. TURNOVER
INTENTIONS: e Rl But only 1 1 reaice st my, prospeet famdith Aredianted, not
because of the faulty or bad PM system.

JUNIOR LECTURER: NMTFF UNIV

MOTIVATION: I am not motivated because my efforts m g are undermined. The PM system
1z designed in such a way that evenif it iz core to the stitution
is nm prioritised. I am also not recognised for the big classes that [ have, which take my time for

; I just work for the sake of meeting my job requirements.
DRG ANISATIONAL COMMITMEW 1 stay for the sake of my students. I don't know if there’s
such a thing called *Student commitment”. Yesh, bt other than that—
because [ do not feel valued.
TITRNOVFR INTENTIONS: [ieanilasvalawhmait thard ara rrmortmitiaz ant there Pannla ara

nglish [5m.rth Afn:a] ccesslbllrt'r. Investlgate

Source: (Own compilation)

Step 3: Creation of themes

This stage involves looking through the created codes, spotting patterns, and
developing themes. Generally, themes are wider than codes; in most cases, several
codes are combined to formulate a single theme (Caulfield, 2023). The researcher
reviewed the created codes to spot patterns amongst them and developed themes.
To develop themes, the researcher combined several codes to formulate individual
themes. A sample spreadsheet used to categorise and develop themes is presented
in Figure 19.
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The researcher read the created codes repeatedly to determine if there were
relationships and variations. The researcher created a general classification of
categories or themes. Some of the recurring codes were kept as themes on their own.
Numerous codes that share a related primary idea or attribute of the data were
collapsed into one single theme. The created codes were recorded in a spreadsheet
to enable categorisation and theme development.

Figure 19
An example of a spreadsheet with code categorisation and theme development.
IGNORES INDIVIDUAL TRAINING NEED FOR
JBIECTIVITY AND INEQUALITY FLEXIBILITY QUANTITY OVER QUALITY DIFFERENCES AD FACULTIES MONITORING AND FEEDBACK ~ MANAGERS
Performance bonus not Invalid rating metrics used to It does not acknowledge the line managers need m
jvouritism and racism in ratings guaranteed measure Teaching and Learning  subject knowledge, No monitoring and feedback  training about PM syst
No performance appraisal It is not taken serious|
Inflexible system Unclear rating metrics meeting takes place, managers
It doesn't accommodate Unfair to measure teaching We do not get to know if we are Managers too lenient
unforeseen challenges through students pass rate in the right track or not avoid confrontation
Little emphasis placed on
It's too rigid monitoring and feedback

More emphasis is placed on end-
of-the-year performance review

CODES CATEGORIES THEMES

It does not acknowledge the IGNORES INDIVIDUAL

subject knowledge, DIFFERENCES AD FACULTIES RECOGNITION OF EXPERTISE
It doesn't accommodate

unforeseen challenges

It's too rigid FLEXIBILITY ADAPTATION TO THE ENVIRONMENT
Managers too lenient to avoid

confrontation

CODES CATEGORIES THEMES

OBJECTIVEZ | OBJECTIVE3 | ONJECTVE4 | OBJECTIVES | OBJECTIVE 6 ® 1 3

f;’l; Accessibility: Investigate

Source: (Own compilation)

Step 4: Theme revision

It involves the comparison of the developed themes with the data set to ensure the
developed themes are accurate, truthful representations of the data, and aligned with
the study objectives. According to Naeem et al. (2023), themes go beyond simply
being habitual elements because they embody patterned meanings that link the
research questions and data. BMJ (2023) further argues that the regularity of a code
is not an indication of its significance; it is more important that coders agree on the

most salient points in the data. At this step, the researcher compared the developed
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themes with the data set to ensure that the developed themes were accurate and
truthful representations of the data and aligned with the study objectives. Some
themes were split into more specific sub-themes, while others were combined to

improve coherence.

Step 5: Defining and renaming themes

This is the stage where developed themes are clarified to enhance the understanding
of the data and create brief and easy names for each of them. Related themes were
grouped and given a clearer name. This step involves two fundamentals to investigate:
what is contained in each theme, and an overview across all themes to see if they are
making sense holistically (Naeem et al., 2023). The relationship between the themes
created was also examined. Excerpts from data associated with each code were
studied to ensure that themes were derived directly from the data. Developed themes
were reviewed to check if they aligned with the study objectives. The link between the
data and each theme was established. The created themes were reorganised to
prepare for the presentation. The collected data was assembled, and figures and

tables were used to make a presentation visual.

Step 6: The writing up

This step is where the researcher summarises the collected data and ensures that it
makes sense. The researcher at this step provides adequate proof of the themes in
the data — i.e., enough data quotations to show the frequency of the theme. The
findings were compiled into a report, linking the themes and sub-themes with
supporting quotations from the participants. This step is where the researcher
summarises the collected data and ensures it makes sense. The write-up of a thematic
analysis, whether for article publication or dissertation, is to communicate the complex
story of the data in a way that proves to the reader the value and trustworthiness of
the analysis. The researcher provided adequate proof of the themes in the data in the
form of quotations to show the frequency of the theme. A detailed write-up process is

presented in the next chapter (Chapter 7).
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6.5 METHODOLOGY LIMITATIONS

This study adopted a qualitative case study design and used semi-structured
interviews to collect data. However, although the design and methods used were
suitable for this study, they posed a few methodological limitations. Firstly, there was
a risk of bias on the part of the researcher. As a qualitative researcher and a member
of the academic staff, the researcher found it difficult to detach herself from the inquiry.
This means the subjectivity of human nature could have overshadowed and influenced
the conclusion reached in this study. Such a bias risk is emphasised by McCall (2024),
who states that since the researcher plays a pivotal role during the collection and
interpretation of data, the conclusions are therefore contaminated by their thoughts
and viewpoints. The researcher followed an iterative data analysis, as Jain (2023)
states. lterative data analysis requires qualitative researchers to read the data
transcripts several times to ensure that what they analyse is the true reflection of the
collected data. The researcher in this study read the transcripts and listened to the

recordings repeatedly during the data analysis process.

Secondly, this study cannot be generalised. There are 26 public universities in South
Africa, scattered across the nine provinces, with a population of almost 20,000.
Because the main purpose of conducting qualitative research is to gain a deeper
understanding of human behaviour, experiences, and perspectives, a small sample
was suitable for obtaining in-depth and rich data (Creswell, 2003; McCall, 2024).
Consequently, studying only seven universities in six South African provinces is
insufficient to declare this study transferable to other public universities. Another factor
hindering the chances of generalisability of this study is the use of non-probability
sampling, which means that not all members of the population had an identical
prospect of being included in the sample. Hassan (2024) and Simkus (2023) argue
that the non-probability sampling strategy cannot be generalised to the total
population, as the findings from the research cannot be regarded as the voice of the
opinions and beliefs of the majority (non-participants). Voluntary response bias could
have also affected the generalisability of this study, which, according to Sikmus (2023),
occurs when people with more interest, experiences, or opinions about a phenomenon
under study have a louder voice during the interview than those who do not. This study
included the academic staff at all post ranks with at least one year of work experience.
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Therefore, the perceptions of experienced senior academics could have influenced
the interpretation of the data than those of inexperienced ones. Therefore, the findings
cannot be generalised to those with a lower voice. Qualitative studies are conducted

for understanding, and not for generalisability.

Thirdly, the study suffered from exclusion bias. Only seven universities from six
provinces in South Africa participated in this study. Therefore, the findings exclude the
experiences and opinions of the participants in universities from the three provinces
that did not participate, which limits the generalisability of the study. The researcher
ensured that all categories of universities in South Africa are covered in this study,
namely, comprehensive, traditional, and universities of technology. Therefore, those

universities that did not participate can still benefit from the study findings.

Fourthly, the study could have also suffered sampling bias due to the use of snowball
sampling. Snowball sampling could have resulted in a Hawthorne effect on the referred
participants, which, according to Nikolopoulou (2022), occurs when individuals tend to
conduct themselves differently when they are aware that they are under some
investigation. Thus, the referred participants could have been too careful when
providing their responses, especially if they did not trust their colleagues who referred
them. This may have resulted in untrue or exaggerated experiences and opinions
regarding their PM system, ultimately affecting the findings’ trustworthiness. The
researcher assured the referred participants to rest assured that their names would

remain anonymous and that the data they provided would remain confidential.

Fifthly, the method used to collect data could have affected the research findings.
Although using a semi-structured interview permits qualitative researchers to probe
responses for more clarity from the participants, it has some drawbacks (McCall,
2024). One of the drawbacks that affected this study is that the data collected was
essentially influenced by the interview context and the interview guide; therefore, the
analysis and interpretation disregarded the nitty-gritty about the phenomenon known

by the participants but not shared, as it is not part of the questions.

Sixthly, the study was affected by ethical limitations, which, according to Taquette and
Borges da Matta Souza (2022), refer to dilemmas that arise in the research setting or
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from the participants that require situational solutions from the researcher, keeping in
mind mainly the participants’ needs. Considering how sensitive the PM system is, it
was not easy for some participants to share deep experiences and issues about their
institution’s PM system with strangers while the interview was recorded. Therefore,
such participants required the researcher to switch off the recording when they wanted
to share rich and deep but sensitive experiences regarding their PM system. In such
incidents, the researcher was forced to stop the recording to allow the participant to
vent freely, as that was important to the ethical consideration of this study. Accordingly,
all responses the participants opted to make off-recording were not analysed (as
requested); therefore, they did not form any part of the findings. The researcher stuck

to the data that was recorded and transcribed to keep the study credible and ethical.

Another ethical limitation was maintaining anonymity. Saunders et al. (2015) warn that
maintaining anonymity in qualitative data collection can be tricky. Although the
researcher was able to maintain confidentiality as an ethical requirement, the
participant couldn't remain anonymous to the researcher, especially during the
recruitment and data collection in this study. This could have resulted in the
participants answering questions as carefully as possible or providing dishonest
answers, fearing that, should their names leak, they could be reprimanded by their
institutions for sharing the truthful but negative situation regarding their PM systems.
However, even though the researcher knew the participants’ identities, the researcher
used pseudonyms when reporting the findings.

6.6 RIGOUR AND TRUSTWORTHINESS

To judge the quality of a study in each paradigm, that paradigm’s terms must be used
(Stahl & King, 2020). Reliability and validity are the essential criteria for quality in
quantitative paradigms, while trustworthiness is an equivalent term in qualitative
paradigms (Wagner et al., 2012). Ensuring trustworthiness in qualitative studies
guarantees that when readers interpret the research work, they gain some sense of
trust in what the researcher has presented (Gunawan, 2015; Stahl & King, 2020).
Although Cypress (2019) emphasises how challenging it is for qualitative researchers

to verify the thoroughness and truthfulness of their findings, it is always crucial to
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provide proof of such to readers, considering how subjective such findings are
(Ahmed, 2024). The primary controversy of the qualitative finding is the doubts about
the nature of the qualitative data analysis because it depends on judgment, unlike
statistical analysis used in quantitative inquiry, where formulas and rules are used
(Sage Publications, 2015).

To ensure the trustworthiness in this study, the researcher ensured that the four
criteria of trustworthiness are met, namely, credibility, transferability, dependability,
and confirmability as recommended by Ahmed (2024) and Stahl and King (2020).

6.6.1 Credibility of the study

The concept of credibility is equivalent to internal validity in a quantitative study as it
seeks to ensure that the study measures or tests what is intended (Wagner et al.,
2012). Milne and Oberle (2005) are of the same view, further emphasising that any
research's credibility relies on its determination and ability to accomplish its projected
objectives. According to Sage Publications (2015), four elements can be used to test
the credibility of the qualitative research, namely: 1. Systematic, in-depth fieldwork that
yields high-quality data, 2. systematic and conscientious data analysis with attention
to issues of credibility, 3. Credibility of the researcher, which depends on training,
experiences, status, track record, and presentation of self; and 4. Readers’ and users’
philosophical beliefs in the merit of qualitative research. Another key marker to assess
the qualitative research quality is the criteria used when recruiting the study
participants (Stenfors et al., 2020).

To ensure credibility in this study, a multiple case study design was chosen, allowing
sufficient access and participation of units of analysis from seven universities, which
deepened the richness of the data. To recruit the participants, the researcher
purposively recruited only individuals who were relevant to this study in that, first, they
were all academic staff members, second, they were from different universities and
different post ranks, and finally, they had one year of experience or more, meaning
they were exposed to the performance management processes, therefore able to
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provide deep and rich data. Therefore, obtaining data regarding the experiences and
viewpoints of the academic staff members with diverse biographical profiles and from
seven universities in South Africa increased the credibility of this study. This means
that the interpretation was done on in-depth, rich data, making the findings more

credible.

Furthermore, during the interview, the researcher spent enough time with each
participant to obtain the required in-depth data. That gave the participants enough time
to reflect on their institution’s performance management process and to freely share
their experiences and opinions. The interview was also recorded and transcribed
concurrently to ensure that the researcher captured the participants’ responses
accurately. After editing the transcripts, the researcher randomly selected a few of
them and shared them with a few respondents to check and confirm if they accurately
reflected their views, and if the editing process did not compromise the true meaning

of their responses.

To ensure the credibility of the findings, the researcher first used traditional materials,
coloured pens, paper, and sticky notes to analyse data. The expertise of the co-coder
was also brought in to verify the developed codes and themes before the findings were
presented. After signing a declaration of confidentiality, the co-coder was given all
recordings and edited transcripts to verify if the data fully represented exactly what the
participants shared, and that the researcher did not fabricate or falsify the data in any
way. Finally, the findings were submitted to the supervisor to examine them. The
supervisor made detailed comments that the researcher addressed and eliminated all

biases that the supervisor spotted.

6.6.2 Transferability of the study

As is the case with quantitative research, qualitative inquiry tries to find ways to expand
knowledge by transferring findings from one setting to another (Stahl & King, 2020).
Drisko (2024) defines transferability as a process of extraction used to relate
information taken from specific persons, contexts, and dates to others that have not

been directly studied. It emphasises the extent to which the findings of one study can
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be useful in another context (Merriam, 1998). Shanton (2004) further asserts that
normally, the findings of a qualitative inquiry involve a small number of settings and
individuals; therefore, it is difficult to prove that the findings and conclusions can be
applied to other environments and populations. Sandelowski (1993) argues that if
reality is presumed to be ‘multiple and constructed’ (as argued by the proponents of
the qualitative paradigm), then transferability is not critical or necessary in qualitative

studies.

However, the inability to transfer qualitative research findings raises the question of
what qualitative research contributes to the production of new knowledge if it cannot
be adopted beyond the initial research sample, context, and period (Drisko,
2024). Accordingly, Guba and Lincoln (1982) proposed the concept of “fittingness” to
replace “generalizability/transferability” in qualitative research. These scholars
describe “fittingness” as the degree to which the units of analysis and context are the
same as other studied persons, contexts, and times of interest to the reader/user of

the inquiry.

The data collected in this research study comprises rich and thick information collected
from all academic positions at seven universities in South Africa. Further, the study
included the three categories of universities in South Africa, namely, traditional
universities (n=4), comprehensive universities (n=2), and universities of technology
(n=1). This implies that different settings and groups of academic staff were studied,
enabling any reader who finds similarities between the studied context and the
participants in this inquiry to decide whether this study's findings can apply to their
own. Thus, Stahl and King (2020) argue that transferability in qualitative research is
not a formula, but rather a proposal that readers or users must explore for its

appropriateness to another context, and not by the researcher.

6.6.3 Dependability of the study

Like the reliability in positivist studies, dependability is concerned with assessing
whether, if the study were to be repeated in the same context with the same methods
and participants would yield similar results (Shanton, 2004; Wagner et al., 2012).
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According to Korstjens and Moser (2018), dependability in the research study can be
ensured by clearly explaining the research process, including steps taken from the
beginning of the project to when fundings are reported. Another good way to generate
dependability in the research is to have a peer or anyone outside the research project
conduct a “review audit”. This helps the researcher to be cautious with what is
documented as a fact, and what is set sidewise as researchers’ personal observations
about the data if they know that they will be audited or scrutinised by someone (Stahl
& King, 2020).

To achieve the dependability of this study, the researcher kept an audit trail
documenting all methodological decisions and changes, and details of research
activities. Such documents were shared with the supervisor guiding the researcher in
this study for scrutiny. Further, the raw data (recordings and unedited transcripts) were
shared with the co-coder before the data were analysed. This allowed the co-coder to
compare the raw data with the edited transcripts to ensure that there were no
interpretive comments from the researcher in the data. The codes and themes that
emerged during the data analysis were also documented as advised by Morrow
(200%5). This will enable future researchers to replicate this study.

6.6.4 Confirmability of the study

Confirmability is concerned with the objectivity of the qualitative study (Shanton, 2004;
Wagner et al., 2012). The qualitative inquiry is confirmable if there is a clear link or
relationship between the collected data and the findings (McCall, 2024; Stenfors et al.,
2020). It helps to confirm and ensure that the data collected is truthful. Further,
Wagner et al. (2012) emphasise that to ensure confirmability, the researcher must
ensure that the findings are grounded in the data and gauge the degree of biases
present to demonstrate that the data and findings were derived from events, rather
than solely from the researcher. According to Yadav (2022), extracting quotes from
the findings helps boost confirmability when writing the findings. Another way of
enhancing the confirmability of the qualitative study is by showing how the findings
add to the current knowledge by interpreting how the findings link to previous related

research (Stenfors et al., 2020).
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To ensure confirmability in this study, the researcher put aside her own beliefs and
assumptions on the phenomenon under investigation. The findings of this study were
obtained from the data collected, and several quotations extracted from the transcripts
were provided when reporting the findings to confirm the truthfulness of the data.
Furthermore, when discussing findings (in Chapter 8), the researcher was able to

relate them to the previous literature.

6.7 ETHICAL CONSIDERATIONS

There are many ethical challenges that researchers face throughout the stages of the
study, ranging from the research design to reporting the findings (Sanjari et al., 2014).
Thus, no matter which paradigm is used, ethics in research should be considered both
during the research planning and implementation process and should not be viewed
as an afterthought or a burden (Tashakkori & Teddlie, 2003). According to Newman
(2021), the research done virtually requires the researcher to consider thoughtful and
calculated methods to recognise further procedural and ethical threats. Price et al.
(2017, p. 44) define research ethics as “the principles of morals steering individuals
towards right actions and support in accomplishing research aims”. Bhandari (2024)
emphasises that resisting research ethics compromises the research's credibility
because it is hard for readers to have confidence in the data if the methods used are
ethically dubious. Numerous unethical research studies conducted in the past
throughout the world threw a substantial historical tail on inquiry, including human
subjects (Barrow et al. 2022). According to Awal (2023), the pivotal benefit of keeping
rigorous ethical values is that it safeguards the protection of the rights and good health
of the research participants.

Accordingly, the Belmont Report (1979) set up three basic ethical principles pertinent
to research concerning human subjects, namely, 1. Respect for persons, 2.
Beneficence, and 3. Justice. The Respect for Persons principle means that the
research study should treat the participants as independent agents, and that persons
with weakened independence must be protected. To satisfy the beneficence principle,

two things should be done: first, the participation in research should not harm the
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participants in any way; second, the participants' rights to protection from exploitation
should be protected. Justice means that the participants in the research study should
be treated equally, which includes the equitable manner of selecting the participants

and the distribution of the benefits to or withholding them from individuals.

According to the Belmont Report (1979), there are considerations to be made for a
research inquiry to comply with the requirements for basic ethical principles, namely,
informed consent, assessment of risks and benefits, and selection of subjects.
Informed consent requires researchers to provide the participants with adequate
information that is easy for the participants to understand, such as how they will be
kept anonymous, and how the data they provide will be kept confidential Bhandari,
2024). Further, the participants should also participate voluntarily without any coercion
or undue influence. The assessment of risk requires researchers to inspect whether
the intended inquiry is designed properly, that it is free from any risks, and that if there
are any risks, they are justifiable. The selection of subjects emphasises fair processes
and effects in the selection of research participants. In other words, researchers are
required to be fair to individual prospective participants and to ensure that members

from vulnerable groups in society are not included in any form of research.

Committing to ethical responsibility was a primary concern of this study. Like in any
other qualitative research, this study collected data from people; therefore, ethical
principles such as permission to do the research, informed consent, voluntary
participation, protection from harm, participants’ privacy, anonymity, and
confidentiality are critical, as suggested by the Belmont Report (1979), McMillan and
Schumacher (2014), and Bhandari (2024). The subsections below provide a detailed
explanation of the steps the researcher took to ensure compliance with research

ethical principles during the study.

6.7.1 Permission to do research

Before conducting this study, the researcher applied for ethical clearance from the
ethics committee at the University of Limpopo, where the researcher is a student. The
application was processed by the Turfloop Research Ethics Committee (TREC), and
ethical clearance was granted (See Appendix A). The purpose of the ethical clearance

142



application was to allow the ethics committee to decide whether the research
objectives and methodologies are ethically appropriate and comply with the
institution’s code of conduct and are likely to render the projected results (Hanekom,
2018).

After obtaining ethical clearance from the university, the researcher sent the research
proposal that had already been approved by the university’s ethics committee,
together with the ethical clearance certificate, to the gatekeepers at all selected
universities, requesting permission to conduct research at their institutions. The
permission was granted by seven universities, and the researcher received and filed

the permission letters.

6.7.2 Full disclosure and Informed consent

The ethical principle of full consent involves full information about the nature and
purpose of the research, the advantages, and the disadvantages of participating or
abstaining from participating in the study (Eriksson & Kovalainen, 2008). Such
information was important to help the prospective participants make an informed
decision. When applying for permission to conduct this research at the selected
universities, gatekeepers were provided with the background aims and objectives of
the study. Further, an overview of the research study as well as the aims and
objectives of the study were also included in the recruitment email to ensure the
participants fully understood the nature of the research and their role in participating.
To ensure that the participants were comfortable and were able to make an informed
decision, both ethical clearance and permission letters were shared with the

participants from different universities during the recruitment.

The prospective participants were also informed about the process followed by the
researcher to get to the point of recruiting them, and explained how they were identified
and why they were selected. Most importantly, the researcher requested that once
the academic staff had scrutinised the information in the recruitment email as well as
the ethical clearance and permission letters, they should take their time in deciding
whether they were interested in participating in the study. A Microsoft consent form

143



was developed (See Appendix B), in which the academic staff were supposed to fill in
their biographical information and email it back to notify the researcher that they were
interested in participating. In a nutshell, the researcher explained the purpose of the
study during the entire period of research, right from the beginning when she

requested permission to conduct research, up until the actual interviews took place.

6.7.3 Voluntary participation

Consent to take part in research is valid only if it is given voluntarily (Belmont Report,
1979). Voluntary participation entails that the research participants participate in the
study freely with no pressure or coercion. (Belmont Report (1979). This study complied
with the principle of volunteerism because the researcher explained the background
and aims of this study and allowed the academic staff to take their time to decide
whether to participate or not. Therefore, participation in this study was voluntary. The
researcher prepared an email to be sent to the prospective participants to recruit them
for this study. The recruitment email was sent to the gatekeepers for distribution to the

prospective participants.

The participants who were interested in participating notified the researcher of their
interest by clicking on the link shared in the email. Once the link was clicked, the
researcher received a notification displaying the prospective participant’s personal
information, including contact details. Upon receiving the consent notification from
each prospective participant, the researcher sent an email to each of them to arrange
an interview with a consent form as an attachment (See Appendix C). The subjects
were given enough time to decide and were free to choose to participate without any
pressure or coercion. Further, all the participants were allowed to withdraw from, or
leave, the study at any point without feeling an obligation to continue, and they were
not required to provide a reason for leaving the study.

The researcher also made it clear to the participants that there were no negative
consequences or repercussions to their refusal to participate. Several prospective
participants completed the consent forms with their biographical information, allowing

the researcher to contact them for an interview appointment, but they absconded when
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the researcher invited them for an interview. After one or two persuasions and follow-
ups with no success, the researcher removed them from the list of consented
participants and interviewed those available. In a nutshell, the participants in this study
were provided with enough information and time to decide if they wanted to participate
in the study. Those who decided to participate were further told to feel free to withdraw
from the study at any point, for any reason, and that their withdrawal would not have

any negative consequences.

6.7.4 Participants’ privacy, confidentiality, and anonymity

Research participants have a right to privacy, so researchers should protect their
personal data for the period they have stored and are still using it (Bhadari, 2024,
Scribbr, 2024). The Constitution of the Republic of South Africa’s Chapter 2 on the Bill
of Rights also promulgates privacy rights (Republic of South Africa, 1996). This implies
that researchers must always keep the research participants’ identities anonymous.

However, Bhandari (2024) and Scribbr (2024) acknowledge that although in some
research designs the researcher cannot collect data anonymously, the collected data

should be treated with high confidentiality whenever possible.

The participants in this study were assured that their privacy, anonymity, and
confidentiality were of paramount importance in this study. Because the research
followed a qualitative design, the researcher knew the names of the participants and
the universities they worked for. The participants were recruited through email, which
means the researcher had the participants' names and contact details obtained from
the lists the gatekeepers shared with the researcher. However, to adhere to the ethical
values of anonymity and confidentiality, the researcher declared to the participants
that their identifiable personal or institutional information would not be shared with
anyone, nor mentioned anywhere in the report. The researcher kept this promise
throughout the study.

During the interviews, the research participants were informed that no individual
information would be given to their coworkers, the organisation’s management, or

immediate supervisors. To adhere to the principle of confidentiality and privacy, each
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participant was interviewed using the Microsoft Teams Meeting platform at the specific
times chosen by the participants. The cameras were switched off during the interview
to make the participants comfortable. The researcher thought that switching off the
cameras would make the participants feel free and respond to questions honestly.
Using the interview guide ensured that the researcher stuck strictly to the research

questions without drifting toward personal questions, as Sanjari (2014) suggested.

Pseudonyms were used to hide the identity of both the participants and the
participating universities. Also, during the presentation of the findings, there was no
disclosure of which university each participant was affiliated with. The researcher was
also cautious not to indicate which province of South Africa each participating
university was based as that would provide a clue about the name of the university in
provinces where there is only one university. To further ensure the confidentiality of
data, the co-coder was given a declaration of confidentiality form to sign before the
transcripts were shared with him (See Appendix E). Furthermore, the researcher had
already renamed the universities with pseudonyms when sending transcripts to the
co-coder; therefore, the co-coder also did not have the names of both the participants
and the participating universities. The co-coder was also requested to save the

transcripts in an encrypted folder on a laptop that is password-protected.

6.7.5 Respect and honesty

Respect in research means that the researcher should see the participants as
independent individuals capable of making voluntary decisions about participating in
research (Kraft et al., 2020). Respect can also be displayed by how the researcher
conducts the interview, through the manner and attitude toward the participants
(O'Grady, 2016). Conducting a research study honestly should be a priority in any
research inquiry. (Sanjari, 2014). The researcher is commonly regarded as the primary
source of bias in qualitative research (UK Statistics Authority, 2022). However,
McGrath et al. (2019) argue that in qualitative research, the interviewer should not be
seen as someone polluting or tainting the data, but rather as a data co-maker together
with the participants. These scholars believe that for the researcher to understand the
contexts and experiences shared by the participants, their previous knowledge and
familiarity might play a vital role. Further, the participants must also provide as honest
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responses as possible during the interview so that the researcher can later report
trustworthy findings (McGrath et al., 2019).

The participants in this study were told to feel free not to respond to certain questions
if they felt uncomfortable. Further, the researcher informed the participants that
participation was voluntary and that they could withdraw at any time for any reason.
The searcher requested permission to record and transcribe the interview before each
interview took place. In instances where the participants were requested to answer
certain parts of the questions outside of the recording, the researcher stopped the
recording to allow the participants to vent comfortably. The recording started only
when the participants allowed it. Every participant was treated with respect and dignity,
regardless of their academic position. The researcher expressed appreciation to and

thanked each participant after the interview.

All research activities in this study were carried out with honesty to comply with the
requirements of scientific research, from the research design to the findings’ reporting
and data protection. First, the researcher discussed the steps followed in this study
exactly as they unfolded without any fabrication or falsification. Secondly, during the
interview, the researcher asked permission from the participants to record the
interview. As a backup, the interview was recorded and transcribed concurrently to
ensure quality and honest reporting of findings. The Microsoft Teams platform was
used to interview, record, and transcribe the data, making the data collected accurate.
Thirdly, before analysing the data, all recordings and edited transcripts were handed
over to the co-coder to verify that they contained a true reflection of the participant's
responses. Lastly, the findings were reported as honestly as possible. The researcher
interpreted the data and presented findings following the participants' responses as
accurately as possible. To avoid subjectivity, the researcher decided to stick to the
research questions by strictly following the interview guide, listening more, and

speaking less.
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6.7.6 Protection from harm

The principle of ‘no harm’ to participants obliges researchers to be aware of any
potential hazards they should consider when studying human subjects (Sanjari, 2014).
According to Kumar (2011), harm is everything that may be upsetting, tormenting, or
humiliating experienced by the research participants. Sage (2012) further provides a
few examples of harm as pain, physical injury, psychological damage, and damage to
reputation or status. Knowing how performance management is subjective, often
leaving the participants with a lot of pain and frustration, the researcher's questions
were open to allow the participants to provide only information that they were
comfortable with. Further, the participants were allowed not to answer questions that

they were uncomfortable with.

During the interview, some participants were not comfortable sharing some sensitive
and painful experiences with the researcher while being recorded. In such instances,
the researcher stopped the recording to ensure participants vented enough, rather
than bottling up those painful experiences. The researcher paused the interview for
five to 15 minutes to allow such participants to grab a cup of coffee to help them calm
down. Another discomfort the researcher anticipated was using the snowball sampling
design. Although only a few participants were accessed through this sampling method,
it could have been uneasy for the referred participants as they knew they were known
by colleagues who referred them to this study. The researcher assured such
participants not to worry because their participation would not be exposed to anyone,

including those colleagues who encouraged them to participate in the study.

Even though the researcher promised the participants that the collected data would
be kept confidential by keeping it in an encrypted laptop, there was no guarantee that
the laptop could not be stolen, and the encryption could be removed. However, the
researcher assured the participants that any data information that showed any of their
identities would be deleted. After every interview, the researcher immediately edited
the transcript and put in pseudonyms. Further, all email correspondence with the
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participants was deleted after sharing a few transcripts to be verified by individual
participants.

Most organisations have their unique code of ethics designed to guide members about
the professional standards to comply with (Rossouw & van Vuuren, 2020). Such a
code also guides members of professional bodies about the
morals, principles, and expectations members should uphold. Rooted in the field of h
uman resource management, the researcher adhered to the fundamental ethical
principles of the SA Board for People Practice (SABPP), which is the professional
body for the human resource management profession. The researcher obeyed the
SABPP’s core value, “respect for human dignity”. This aligns with the values of respect
for human rights as stipulated in the Republic of South Africa’s Constitution (SABPP,
2015). Thus, the researcher treated the participants with respect and dignity
throughout the study as guided by the SABPP.

6.8 CHAPTER SUMMARY

This chapter provided more details regarding the way this study was conducted. A
case study qualitative design, under interpretivist paradigms, was adopted in this
study. The ontology (what beliefs are being made about reality), epistemology (how
knowledge is constructed, and what realities can be established), and axiology (how
values shape the perception and analysis of realities) were also clarified in this study.
The study adopted a case study research method in which semi-structured interviews
were employed to collect rich and in-depth data about the academic staff’s
experiences and perspectives on supervisors’ experiences regarding the PM system

in their institutions.

The data analysis procedures followed in this study were also discussed. Thematic
analysis was adopted, and all six steps were common when this data analysis method
was chosen. The six stages include data familiarisation, code construction, creation of
themes, theme revision, defining and naming themes, and report formation. The
concepts used to measure trustworthiness, namely, credibility, dependability,

transferability, and confirmability, were discussed, and how they were applied in this
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study was clearly outlined. The ethical considerations in this study were presented by
explaining the trustworthiness and rigour of this study. The ethical principles that were
taken into consideration include full disclosure, informed consent, voluntary
participation, protecting participants from harm, and respect for their privacy. The next

chapter (Chapter 5) presents the research findings.
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CHAPTER 7

PRESENTATION OF FINDINGS

7.1 INTRODUCTION

This chapter presents research findings on the exploration of PM systems in HE
institutions in South Africa. To explore the PM systems in public universities, the
researcher relied on the experiences and perceptions of the academic staff members
about how the PM system is implemented in their institutions, and its impact on
motivation, organisational commitment, and turnover intentions. Consequently, the
participants were sampled from all five academic positions, namely, Full Professor,
Associate Professor, Senior Lecturer, Lecturer, and Junior Lecturer. The researcher
anticipated that the five groups of academic’s experience and perceive the PM system
differently, and therefore, including all groups would make the research findings richer
and more credible. The research participants’ demographic profiles are also presented
for the sole reason of portraying the research participants in terms of age, work
experience, race, employment status, and post rank. Themes, sub-themes, and the
codes that emerged from the data are also presented in this chapter.

7.2  FINDINGS CONTEXT

This study aimed to explore PM systems adopted in public universities in South Africa
by examining the academic staff's experiences and views on these systems. The
central research question in this study aimed to answer: How does the current PM
system in public universities impact the academic staff's motivation, organisational
commitment, and turnover intentions as perceived by the academic staff? Following

the main question above, the study answered the following sub-questions:

1 What are the key elements and dimensions of an effective PM system as
perceived by the academic staff in the university context?
2 Which principles guide the development of an effective PM system framework,

according to the academic staff?
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3 How does the PM system influence employee motivation as perceived by the
academic staff in the university context?

4 How does the PM system influence the organisational commitment as
perceived by the academic staff in the university context?

5 How does the PM system influence turnover intention as perceived by the

academic staff in the university context?

To answer these questions, a semi-structured interview was conducted. The
researcher compiled an interview guide to ensure that all groups of academic staff
members answered the same questions. The interviews were conducted on a one-on-
one basis via MS. Teams, and they were all recorded. The interview recording and the
transcription took place simultaneously on MS. Teams to ensure the accuracy and

credibility of the data collected.

7.3 DATA ANALYSIS PROCESS

Data analysis is defined by Taherdoost (2020) as the process of translating the
gathered data into meaningful information. The following six steps of the thematic
analysis were followed as suggested by Braun and Clarke (2006):

Step 1: Data familiarisation

The researcher read the transcripts numerous times to understand the participants'
views regarding their current performance management (PM) system thoroughly. This
helped the researcher identify recurring ideas and concepts in the data and to highlight
quotes that relate to the study objectives.

Step 2: Construction of codes

Codes were systematically assigned to segments of the text that captured key

elements and ideas related to the study objectives.
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Step 3: Creation of themes

The researcher reviewed the created codes to spot patterns amongst them and
developed themes. To develop themes, the researcher combined several codes to

formulate individual themes.

Step 4: Theme revision

At this step, the researcher compared the developed themes with the data set to
ensure that the developed themes are accurate and are a true, truthful representation
of the data, and that they are aligned with the study objectives. Some themes were
split into more specific sub-themes, while others were combined to improve

coherence.

Step 5: Defining and naming themes

Each theme and sub-themes were clearly defined and named to reflect the essence
of the participant's views on the PM system. The created themes were reorganised to

prepare for the presentation.

Step 6: Report formation

This step is where the researcher summarises the collected data and ensures that it
makes sense. The researcher at this step provides adequate proof of the themes in
the data — i.e., enough data quotations to show the frequency of the theme. The
findings were compiled into a report, linking the themes and sub-themes with
supporting quotations from the participants. In the following sections, the researcher
presents the findings on exploring the performance management systems in higher

education institutions.
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7.4 DEMOGRAPHICS PROFILE OF RESEARCH PARTICIPANTS

This section presents the academic staff members' profiles in terms of gender, age,
race, job position, work experience, faculties, and departments. Seven universities
participated in this study, with CGELD University counting 17% (n=5) of the
participants, CFFG University (13%) (n=4), NTFF University (13%) (n=4), LTFFL
University (17%) (n=5), NMTFF University (17%) (n=5), MTFFM University (10%)
(n=3), and NTTD University (13%) (n=4). Tables 3 to 9 present the participants'
demographic profiles from each university.
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Table 3

Profile of research participants CGELD University

(N=5) (17%)

POSITION | GENDER | AGE WORK RACE FACULTY | DEPARTM
S EXPERIE ENT
NCE
Full Female 59 - 60| 11-15 Coloured | College of | Social
Professor years Human Work
Science
Associate | Male 41— 50| 1-5years | Black College of | Informatio
professor years Human n Science
Sciences
Senior Female 41 — 506 - 10| Black College of | Finance, R
Lecturer years years Economic | isk
and Managem
Managem | ent, and
ent Banking
Sciences
Lecturer Male 519 — 6016 - 20 | White Education | Mathemati
years years cs
Education
Junior Male 31 — 40| 1-5years | Black College of | Public
Lecturer years Economic | Administra
and tion
Managem
ent
Sciences

(Source: Own compilation)
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Table 4

Profile of research participants from CFFG University

(n =4) (13%)
POSITION | GENDER | AGE WORK RACE FACULTY | DEPARTM
S EXPERIE ENT
NCE
Full Male 51 — 85|6 - 10| Black Faculty of | Multimedia
Professor years years Art,
Design
and
Architectur
e
Associate | Female 59 — 6011 - 15| White White Public
Professor years years College of | Managem
Business |ent and
and Governan
Economic | ce
S
Senior Female 51 — 60|16 - 20 | White Faculty of | Multimedia
Lecturer years years Art,
Design an
d
Architectur
e
Lecturer Female 41 - 506 - 10| Black College of | Industrial
years years Business Psycholog
and y
Economic | and Peopl
S e
Managem
ent
Junior 0 0 0 0 0 0

(Source: Own compilation)
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Table 5

Profile of research participants from NTFF University

(n = 4) (13%)

POSITION | GENDER | AGE WORK RACE FACULTY | DEPARTM
S EXPERIE ENT
NCE
Full Female 51 — 60| 1-5years | White Faculty of | Biological
Professor years Natural and
and Agricultura
Applied | Sciences
Sciences
Associate | Male 519 - 60| 11-15 Black Faculty of | Human Sc
professor years years Education | iences
Teaching
Senior 0 0 0 0 0 0
Lecturer
Lecturer Female 31 — 406 - 10| White Faculty of | Human Sc
years years Education | iences
Teaching
Junior Female 31 — 40| 1-5years | Black Faculty of | Physical a
Lecturer years Natural nd Earth
and Sciences
Applied
Sciences

Source: (Own compilation)
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Table 6

Profile of research participants from LTFFL University

(n = 5) (17%)

POSITION | GENDER | AGE WORK RACE FACULTY | DEPARTM
S EXPERIE ENT
NCE
Full Female 51-55 6-10 Black Faculty of | Social
Professor years years Humanitie | Work
S
Associate | Male 51 -60 6-—-10 Black Faculty of | Departme
Professor years years Managem | nt of
ent and Mercantile
Law and
Labour
Law
Senior Male 31-40 11-15 Black Faculty of | Private
Lecturer years years Managem | law
ent and
Law
Lecturer Female 31-40 6-10 Black Faculty of | Private
years years Managem | law
ent and
Law
Junior Female 31-40 6-—-10 Black Faculty of | Departme
Lecturer years years Humanitie | nt of Socia
S | Science
Education
and
Economic
Managem
ent
Education

Source: (Own compilation)
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Table 7

Profile of research participants from NMTFF University

(n=5) (17%)
POSITION | GENDER | AGE WORK RACE FACULTY | DEPARTM
S EXPERIE ENT
NCE
Full Female 41 -50 1-15 Coloured | Faculty of | Social
Professor years years Human Worker
Sciences
Associate | Male 31-40 6-—-10 Black Faculty of | Undergrad
Professor years years Law uate
Studies
Senior Female 61 —-65 11-15 White Faculty of | School for
Lecturer years years Education | Psycho-
Social
Education
Lecturer Male 31-40 1-5 White Faculty of | South
years years Humanitie | African
S Centre for
Digital Lan
guage
Resources
Junior Male 31-40 1 -5years | Coloured Faculty of | Science,
Lecturer years Education | Maths,
and
Technolog
y

Source: (Own compilation)
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Table 8

Profile of research participants from MTFFM University

(n=3) (10%)

POSITION | GENDER | AGE WORK RACE FACULTY | DEPARTM
S EXPERIE ENT
NCE
Full 0 0 0 0 0 0
Professor
Associate | Female 61 — 656 - 10 |Black Economic | Public
Professor years years s, Develop | Administra
mentand tion and
Business Managem
Sciences | ent
Senior Male 41 - 50| 1-5years | Black Faculty of | School of
Lecturer years Education | Early
Childhood
Education
Lecturer Male 31 — 40| 1-5years | Black Faculty of | School of
years Education | Early
Childhood
Education
Junior 0 0 0 0 0 0
Lecturer

Source: (Own compilation)
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Table 9

Profile of research participants from NTTD University

(n=4) (13%)

POSITION | GENDER | AGE WORK RACE FACULTY | DEPARTM
S EXPERIE ENT
NCE
Full Female 31-40 6-10 Black Managem | Marketing
Professor years years ent and Retail
Sciences
Associate | Male 41 -50 11-15 Indian Engineerin | Industrial
Professor years years gand Engineerin
the Built g
Environme
nt
Senior Male 51 -60 16 -20 Indian Engineerin | Architectur
Lecturer years years g and | e
the Built
Environme
nt
Lecturer Female 41 -50 11-15 White Faculty of | Basic Med
years years Health ical
Sciences | Sciences
Junior 0 0 0 0 0 0
Lecturer

TOTAL PARTICIPANTS = 30

Source: (Own compilation)

7.4.1 Positions

The participants comprised the academic staff across all academic positions: Full

Professor, Associate Professor, Senior Lecturer, Lecturer, and Junior Lecturer.

Full

professors constituted 20% (n=6), Associate Professors constituted 23% (nh=7), Senior

Lecturers constituted 20% (nh=6), Lecturers constituted 23% (n=7), and Junior

Lecturers constituted 13% (n=4). Accordingly, the findings of this study are a true
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reflection of the academics’ perspectives and experiences regarding the PM system
from the academic staff members at all levels of the academic post ranks.

7.2.2 Gender

This study comprised both male and female academic staff members. Male
participants constituted 47% (n=14) of the participants, while females constituted 53%
(n=16). 16% (n=5) of the participants were sampled from CGELD University, 16%
(n=5) from LTFFL University, 16% (n=5) from NMTFF University, 13% (n=4) from
CFFG University, 13% (n=4) from NTTD University, 13% (N=4) from NTTF University,
and 10% (n=3) from MTFFM University. Therefore, the study adequately included both

males and females.

743 Age

The study comprised a mixture of young academic staff members (with an age range
from 31 to 40 years), middle-aged (with an age range from 41 to 50 years), middle to
older academics (with an age range from 51 to 60 years), and older academics (with
an age range from 61 to 65 years). The young academics constituted 37% (n=11),
middle-aged academics constituted 23% (n=7), middle to older academics constituted
33% (n=10), and older academics constituted 7% (n=2). Therefore, the different age
compositions of the participants imply that different academic age groups were well

represented in this study.

7.4.4 Work experience

One of the inclusion criteria was to sample academics with at least one year of
experience in their current institution. Most participants (37%) had work experience
between 6 — 10 years (n=11). Those with work experience between 11 — 16 years and
1 — 5 years constituted 53%, each group constituting 8% (n=38) respectively. The group

with work experience between 16 — 20 years constituted 10% (n=30). Therefore, the
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participation of the academic staff with various work experiences allowed the
researcher to get a rich and in-depth understanding of the academic staff's

perspectives and experiences regarding their PM system.

7.4.5 Race

The participants in this study comprised all four races in South Africa, namely, Blacks,
Whites, Coloureds, and Indians. Blacks were in the majority, constituting 57% (n=17),
followed by Whites, constituting 27% (n=8), Coloured, followed with 10% (n=3), and
Indians constituted 7% (n=2). This implies that all races in South Africa were included
in this study. However, in some of the universities, not all races were represented.
From CGELD University, the participants were (n=3) Blacks, (n=1) White, and (n=1)
Coloured, and (n=0) Indians. The participants from CFFG University comprised (n=2)
Blacks, (n=2) Whites, (n=0) Coloureds, and (n=0) Indians. From LTFFL University
(n=5), Blacks participated, (n=0) Whites, (n=0) Indians, and (n=0) Coloureds. The
participants from NMTFF University comprised (n=2) Coloured, (n=2) Whites, (n=1)
Blacks, and (n=0) Indians. From NTTF University, the participants were (n=2) Whites
and 2 Blacks, (n=0) Indian and Coloured participants. The participants from NTTD
were (n=2) Indians, (n=1) Whites, (n=1) Blacks, and (n=0). From MTFFM University
(n=3) Blacks participated, with (n=0) from Coloured, Whites, and Indians.

This study comprised both male and female academic staff members. Male
participants constituted 47% (n=14) of the participants, while females constituted 53%
(n=16). 16% (n=5) of the participants were sampled from CGELD University, 16%
(n=5) from LTFFL University, 16% (n=5) from NMTFF University, 13% (n=4) from
CFFG University, 13% (n=4) from NTTD University, 13% (N=4) from NTTF University,
and 10% (n=3) from MTFFM University. Therefore, the study adequately included both

males and females.

7.4.6 Faculties and Departments

Considering the uniqueness of faculties and departments, the participants in this study

were sampled from different faculties and departments at each university. From
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CGELD University the participants were sampled from three faculties, namely, the
College of Human Science (with participants from departments of Social Work and
Information Science), the College of Education (with participants from Mathematics
Education further sample), and the College of Economic and Management Sciences
(with participants from departments of Finance, Risk Management, and Banking and
Public Administration).

From CFFG University, the participants were sampled from two faculties, namely, the
Faculty of Art, Design, and Architecture (with participants from the Multimedia
department), and the College of Business and Economics (with participants from
Public Management and Governance and Industrial Psychology and People
Management departments). From NTFF University, the participants were sampled
from two faculties, namely, the Faculty of Natural and Applied Sciences (with
participants from Biological and Agricultural Sciences), and the Faculty of Education

(with participants from Human Sciences Teaching).

From NTFF University, the participants were sampled from two faculties, namely, the
Faculty of Education (with participants from the Human Sciences Teaching
department) and the Faculty of Natural and Applied Sciences (with participants from
Physical and Earth Sciences and Biological and Agricultural Sciences). From LTFFL
University, the participants were sampled from two faculties, namely, the Faculty of
Humanities (with participants from Social Work and Social Science Education and
Economic Management), and the Faculty of Management and Law (with participants

from Mercantile and Labour Law, and Private Law departments).

From NMTFF University the participants were sampled from three faculties, namely,
the Faculty of Human Sciences (with participants from the Social Work department),
the Faculty of Law (with participants from the Undergraduate Studies department), the
Faculty of Education (with participants from the School for Psyco-Social Education and
Science, Maths and Technology), and the from Faculty of Humanities (with participants
from South African Centre for Digital Language Resources)From MTFFM University
the participants were sampled from two faculties, namely, the Faculty of Economics,

Development, and Business Sciences (with participants from Public Administration
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and Management), and the Faculty of Education (with participants from the School of
Early Childhood Education).

From NTTD University, the participants were sampled from three faculties, namely,
Management Sciences (with participants from the Marketing and Retail department),
the Faculty of Engineering and the Built Environment (with participants from the
Industrial Engineering and Architecture departments), and the Faculty of Health
Sciences (with participants from the Basic Medical Sciences). The researcher sampled
the participants from different faculties and departments to be able to get a deeper
understanding of how the PM system impacts the academic staff in different faculties

and departments.

7.5 PRESENTATION OF RESEARCH OBJECTIVES FINDINGS

The following section presents the participants' responses to six questions in the
interview guide. The groups of codes, themes, and sub-themes that emerged, and
quotations confirming each theme, are also presented below. The findings are
suggested to be useful for the universities to understand the academic staff’'s
perspectives on an ideal PM system for the academic staff and be able to review the
current one. Further, the findings shed light on the impact on motivation, organisational

commitment, and turnover intention.

7.5.1 Interview Guide Question 1:

In your own view, what are the elements and dimensions that, if present in a
performance management system, will make it effective in the context of an

academic staff member in a university?
Several codes were created from the data in this question. From the codes, four

themes and eight sub-themes (two sub-themes per theme) were created, as depicted
in Table 10.
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Table 10

Question 1: themes and sub-themes

Theme

Sub-themes

1. Transparency and
clarity

Clear communication of expectations

Performance contracting and feedback

2. Fairness and equity

Consistency in evaluation

Avoiding bias and subjectivity

3. Customisation and

flexibility

Tailoring to different roles and disciplines

Flexibility in workload and expectations

4. Recognition And

Rewards

Balanced recognition of teaching and
research

Incentives and motivation

The findings in these themes suggest that an effective PM system should be

transparent, fair, adaptable to the diverse roles and contributions of academic staff,

and linked to meaningful rewards that motivate and recognize excellence in both

teaching and research. Communication and consistency in the PM system also

emerged as significant elements. The presentation of findings in relation to each

theme follows in the subsequent subheadings.

7.5.1.1 Theme 1: Transparency and clarity

This theme emphasises the importance of transparency and clarity in the PM system,

ensuring that academic staff understand what is expected of them and how their

performance will be evaluated. The sub-themes and related codes for this theme are

presented in Table 11.
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Table 11

Sub-themes and codes for Theme 1: Interview Guide Q1

SUB-THEMES

CODES

n (%) of
participants
expressed Sub-
theme 1.1 and 1.2

Clear Communication of

Expectations

"Clear expectations"

"Communication"

"Performance criteria."

Defined performance targets

Early communication of KPAs

Clarity on evaluation criteria

Clear performance contracts
Transparency in performance standards
Understanding of assessment metrics

Consistent communication from management

n=30 (100%)

Performance
Contracting and
Feedback

"Performance contracting"

Regular performance check-ins

Mid-year performance reviews

Frequent feedback sessions
Individualized performance contracts
Continuous monitoring of progress
Timely feedback on achievements
Performance goal adjustments as needed

Proactive identification of improvement areas

n=27 (90%)

o Sub-theme 1.1: Clear Communication of Expectations

In this sub-theme, the participants highlighted the need for clear communication of

performance expectations, goals, and the criteria used for evaluation.
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One participant (Participant 2) remarked:
"It should be a transparent process and an informed process because for a PM
system to be effective, employees should know what it is, why they are doing

it, and how they will benefit from it." (Full Professor, NMTFF University).

Another participant, Participant 13, said:
"Clear, valid, and accurate measures in each KPA should be discussed with the

academics and justified." (Associate Professor: CGELD University).

Another participant (Participant 23) reported:
"A good PM system must be clear on what constitutes a poor, average, and

outstanding performance.” (Lecturer: CGELD University).

e Sub-theme 1.2: Performance Contracting and Feedback

In this sub-theme, the participants emphasised the importance of performance

contracting and continuous feedback in the effectiveness of a PM system.

One participant (Participant 2) indicated:
"Performance contracts should be done at the beginning of the year to guide
employees on what they are expected to do.”" (FULL Professor: NMTFF

University).

Another participant (Participant 2) reported:
"Continuous feedback is also a must to monitor if employees are on the right
track or not." (FULL Professor: NTFF University).

Another participant (Participant 18 said:
“l think the question of performance contracting, where people are provided
with clear performance goals, is a great tool." (Senior Lecturer: MTFFM

University)
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7.5.1.2 Theme 2: Fairness and equity

This theme captures the participants' views on the need for fairness and equity in the
PM system, ensuring that all academic staff are treated justly and evaluated based on
relevant, unbiased criteria. The sub-themes and related codes for this theme are

presented in Table 12.
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Table 12

Sub-themes and codes for Theme 2 Interview Guide Q1

SUB-THEMES

CODES

n (%) of
participants
expressed Sub-
themes 2.1 and
2.2

Consistency  in

Evaluation

"Consistency,"

"Equity,"

"Fair evaluation”

Standardized evaluation methods across
departments

Uniform evaluation across all faculties
Consistency in applying performance criteria
Fair comparison among colleagues

Equitable distribution of performance bonuses
Objective performance benchmarks
Evaluation aligned with institutional goals

Peer review inclusion in evaluation

n=28 (93%)

Avoiding Bias and

Subjectivity

"Avoiding bias

"Objectivity,"

"Trust"

“Objective performance measures”
“Elimination of personal biases in ratings”
“Transparency in the evaluation process”
“Use of measurable performance indicators”
“Avoiding subjective assessment criteria”
“Impartial performance reviewers

“Clear separation between

personal and professional relationships”

“Training for managers on fair evaluations”

n=28 (93%)
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. Sub-theme 2.1: Consistency in Evaluation

In this sub-theme, elements such as consistency in applying evaluation criteria across
different faculties, departments, and academic positions, as well as equitable
evaluations, were frequently mentioned as essential for fairness. The participants also
indicated that equitable performance evaluations contribute to the effectiveness of the

PM system.

One participant (Participant 5) remarked:
"It should be fair and equitable to all. The system should apply to everyone, not

only to pay bonuses or promotions.” (Full Professor: LTFFL University).

Another participant (Participant 15) said:
"Our line managers should be objective and rate employees in a fair, consistent,

and equitable manner." (Senior Lecturer: NMTFF University).

Another participant (Participant 1) indicated:
"The KPAs and their measures should differ across faculties, departments, and

academic positions.” (Senior Lecturer: NTTD University of Technology).
) Sub-theme 2.2: Avoiding Bias and Subjectivity
In this sub-theme, the participants emphasised the importance of objectivity and
honesty in the performance evaluation process to maintain trust and integrity in the
PM system.
One participant (Participant 5) remarked:
"It should be free of prejudice and subjectivity because when people, line
managers come in, rater errors like the Halo and the horn effect come into play."

(Full Professor: LTFFL University).

Another participant (Participant 25) said:
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"A good and effective PM system is free of bias but subjective. And for that to
happen, it must be done manually with a paper and pen, not online."” (Lecturer:
CFFG University)

Another participant (Participant 4) said:

"I will introduce a commission of inquiry on the PM system to eradicate racism

in this system (Full Professor: CFFG University)

7.5.1.3 Theme 3: Customization and Flexibility
This theme reflects the need for a PM system to be adaptable to different academic

roles, faculties, and disciplines' unique needs. The sub-themes and related codes for

this theme are presented in Table 13.
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Table 13

Sub-themes and codes for Theme 3: Interview Guide Q1

SUB-THEMES

CODES

n (%) of
participants
expressed
Sub-themes
3.1 and 3.2

Tailoring to Differen
t Roles

and Disciplines

"Customization,"

"Role-specific evaluation,"

"Flexibility"

“Custom KPAs for different academic roles”
“Discipline-specific performance measures”
“Adaptable evaluation criteria based on roles”.
“Recognition of diverse academic outputs”
“Performance metrics aligned with subject-
specific challenges”

“Different weightings for research and teaching”
“Tailored workload considerations

“Flexibility in KPA weighting for various roles”

n=20 (67%)

Flexibility in
Workload

and Expectations

"Workload flexibility

"Performance expectations"

“Workload balance based on individual capacity”.
“Adjustable KPAs according to teaching load”
“Flexibility in research expectations”

“Options for customised performance plans”
“Personalised goal setting for academic staff”
“Recognition of non-academic contributions”
“Support for work-life balance”

“Accommodation for unexpected changes in

workload”

n=22 (73%)
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e Sub-theme 3.1: Tailoring to Different Roles and Disciplines

In this sub-theme, the participants expressed that the PM system should be flexible
enough to accommodate the differences in roles, disciplines, and workloads across
the university.
One participant (Participant 7) indicated:
"It must be considered that faculties and disciplines are different... The PM
system should consider that." (Associate Professor: NTTD University of

Technology).

Another participant (Participant 26) mentioned:
"I will decentralise the PM system to faculties as different faculties and

disciplines approach each KPA differently." (Lecturer: MTFFM University)

Another Participant (Participant 24) indicated:
"A one-size-fits-all approach when measuring research KPA is unfair. | think
there must be a distinction between research output in the form of editing a
book, writing a book, a journal article, and a conference paper.” (Lecturer:
NMTFF University)

e Sub-theme 3.2: Flexibility in Workload and Expectations

The participants emphasised that flexibility in workload allocation and performance
expectations was critical, particularly in recognising the diverse contributions of

academic staff.

One participant (Participant 12) reported:
"Hours allocated to us to perform our job must be realistic and accurate; if

possible, they should be flexible." (Associate Professor: MTFFM University)
Another participant (Participant 17) said:
"A good PM system should acknowledge both teachers and researchers in

the institution equally.” (Senior Lecturer: LTFFL University)
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Another participant (Participant 29) stated:

"I will ensure that the PM system recognizes each individual's strength and

assigns more performance weights accordingly.” (Junior Lecturer: LTFFL

University)

7.5.1.4 Theme 4: Recognition and rewards

This theme focuses on the importance of recognizing and rewarding academic staff
for their contributions, particularly in motivating and retaining high performers. The

sub-themes and related codes for this theme are presented in Table 14.
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Table 14

Sub-themes and codes for Theme 4: Interview Guide Q1

SUB-THEMES

CODES

n (%) of participants
expressed Sub-
theme 4.1 and 4.2

Balanced Recognitio
n of Teaching and

Research

"Balanced recognition,"

“‘Equal recognition for research and
teaching efforts”

“Recognition of innovative teaching
methods”

“Emphasis on both research outputs and
teaching impact”

“Fair evaluation of research and teaching
KPAs”

“Balanced performance reviews across
academic duties”

“Teaching contributions valued  equally

with research”

n=23 (77)

Incentives and

Motivation

"Incentives"

"Motivation"

“‘Monetary rewards for exceeding
research targets”

“Non-monetary incentives for innovation
in teaching”

“Career advancement opportunities linke
d to performance”

“Incentives for mentorship and student
supervision”

Research funding tied to performance”
“Professional development opportunities
for high performers”

“Recognition through awards and public

acknowledgment”

n=21 (70)
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. Sub-theme 4.1: Balanced Recognition of teaching and research

In this sub-theme, the participants emphasised the need for the PM system to value

both teaching and research equally, ensuring that all contributions are recognised.

One participant (Participant 4) stated:
"I will weigh research and teaching and learning equally to make sure that
people balance the weight in these two KPAs." (Full Professor: CFFG

University).

Another participant (Participant 13) said:
"Give teaching and learning the value it deserves, after all, it is a core business

of the institution.” (Associate Professor: CGELD University).

Another participant (Participant 16) stated
"Our PM system should put postgraduate supervision in the research KPA and

not in the teaching and learning one." (Senior Lecturer: CFFG University).

. Sub-theme 4.2: Incentives and Motivation

This sub-theme captures the presence of incentives, such as performance bonuses,

as a crucial element in motivating academic staff and driving performance.

One participant (Participant 22) stated:
"A good PM system must be linked to incentives to motivate outstanding

performers." (Full Professor: NTFF University)

Another participant (Participant 14) indicated:
"Our PM system does not recognise good performers in the teaching role; all
that matters is research outputs.” (Senior Lecturer: NTTD University of
Technology).)

Another participant (Participant 18) said:
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‘A good and effective system motivates employees with rewards and initiates
the development of poor performers”. (Senior Lecturer: MTFFM University)

7.5.2 Interview Guide Question 2

In which area can you confirm you are strong regarding research and teaching,
and learning KPAs? Do you think your strength is well recognised by the PM

system in your university? Elaborate.

Several codes were created from the data in this question. Three themes and six sub-
themes (two sub-themes per theme) were created from the data collected from this
question, as shown in Table 15.

Table 15

Question 2: themes and sub-themes

Theme Sub-themes

Recognition of strengths Strong in research and recognised.
Strong in teaching and learning, but under
recognised

Imbalance between research | Overemphasis on Research

and teaching e Teaching Excellence Underappreciated

5. Barriers to recognition | Teaching excellence is underappreciated.

Industry experience underappreciated

The emerging themes are critical in understanding how academic staff perceive their
strengths and how these are recognized by the performance management system in
their universities. The findings suggest that while strengths in research are generally
recognised, those in teaching and learning are often undervalued, leading to
frustration and a sense of inequity among academic staff. Rigid and inappropriate
measures used in the Teaching and Learning KPA were reported as the main barriers
to the recognition of their excellence in this KPA. Addressing these imbalances and

barriers could lead to a more effective and equitable PM system that better supports

178



diverse strengths. The discussion that follows presents the findings concerning each

of the themes.

7.5.2.1 Theme 1: Recognition of Strengths

This theme explores how academic staff perceive the PM system's recognition of their

strengths in either research or teaching and learning. The sub-themes and related

codes in this theme are presented in Table 16.

Table 16

Sub-themes and codes for Theme 1: Interview Guide Q2

SUB-THEME

CODES

n (%) of
participants
expressed Sub-
themes

Strong in Research

and Recognised

"Strength in research"

"Recognition through bonuses”

High research output

“Conference presentations”

“Journal article publications”
“International research collaborations”
“Supervision of postgraduate students”
“Citations and academic influence

External research funding”

“Recognised for research achievements”

n=15 (57%)

Strong in Teaching but

Under-recognised

"Strength in teaching"

“Student engagement

“Teaching large classes”.
“Providing student mentorship”.
“Creative curriculum development”
“Teaching awards not recognized”.
“Support for struggling students”

“Teaching evaluations overlooked”

n=23 (77%)
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. Sub-theme 2.1: Strong in Research and Recognised

In this sub-theme, the participants identified research as their strength and indicated
that they generally felt that their efforts were recognized by the PM system, often

through high ratings, and ultimately, performance bonuses.

One participant (Participant 1) reported:
“I'm strong in research in both publications and supervision of postgraduate
students. | can say | am recognized for the Research KPA because | am always
rated high during the performance appraisal, and | get a performance bonus

every year." (Full Professor: NTTD University of Technology).

Another participant (Participant 13) mentioned:
"l excel in teaching and learning. | think my institution does not recognize teaching and
learning. What is treated as valuable is research outputs like articles published in
Journals and postgraduate supervision.” (Associate Professor: CGELD University).
Another participant (Participant 19) stated:
"Yes, my strength is recognized. If | publish more than | agreed at the beginning
of the year, | receive a performance bonus." (Senior Lecturer: CGELD

University).

. Sub-theme 2.2: Strong in Teaching and Learning, but under recognised

In this sub-theme, the participants indicated that their strength lies in Teaching and
Learning KPA but often felt that this strength was not adequately recognised by the
PM system, which tends to prioritise research.

One participant (Participant 14) said:
"I am strong in teaching and learning, but our institution doesn’t seem to care
about the quality of teaching and learning as much as they care about pass
rates and research outputs."” (Senior Lecturer: NTTD University of Technology).
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Another participant (Participant 21) indicated:
"Il am good at teaching and learning. Recognition? A big NO. I'm not being

recognised because | am not good at research.” (Lecturer: CFFG University)

Another participant (Participant 9) said:
"I love teaching and learning. | think | am strong there. However, our PM system

is not linked to any incentive, like a performance bonus." (Associate Professor:

NTFF University)
7.5.2. 2 Theme 2: Imbalance between research and teaching
This theme highlights the perceived imbalance in how research and teaching are

valued and recognised by the PM system, with research often receiving more
attention. The sub-themes and related codes in this theme are presented in Table 17.
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Table 17

Sub-themes and Codes for Theme 2: Interview Guide Q2

SUB-THEMES CODES n (%) of
participants
expressed Sub-
themes
"Research overemphasized"
"Teaching undervalued" n =2 (87%)

Overemphasis on

Research

“‘Research grants prioritized”.

“Less focus on teaching quality”
“Limited reward for teaching activities
Research metrics over teaching
impact”.

“‘Research publication pressure”
“Minimal focus on teaching
excellence”

“Over-reliance on quantifiable outputs”

Teaching Excellence

Underappreciated

“Lack of incentives for teaching”
“Class size not considered”.

“‘No recognition for teaching large
groups”.

“Focus on publication over teaching
impact”.

“Teaching not linked to incentives”.
“Heavy teaching load with little reward”
“No clear metrics for teaching impact”
“Teaching creativity not
acknowledged”

n =21(70%)

Industry Experience

not Recognised

Vast industry experience
Strength in research
Differentiated PM system.

Different levels of expertise

n =16(53%)
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o Sub-theme 2.1: Overemphasis on Research

Most participants in this sub-theme felt that the PM system overemphasises research,

leading to a lack of recognition for those who excel in teaching and learning.

One participant (Participant 9) reported:
"Publications bring more money to the university, and authors also get awarded
something for each publication, but it is at the expense of our students as we are doing

less to empower them." (Associate Professor: NTTD University of Technology)

Another participant (Participant 5) said:
"Researchers scoop a lot on promotions. The thing is, | love research, but |
have to also teach. The teaching workload is unbearable; it takes all my

research time." (Full Professor: LTFFL University)

Another participant (Participant 24) stated:
"Our PM system should recognize the difference in the research KPA when it
comes to research in the form of a conference proceeding, journal article, or a

written book. | will give different ratings for each.” (Lecturer: NMTFF University)
o Sub-theme 2.2: Teaching Excellence Underappreciated
In this sub-theme, the participants indicated that despite their strengths in teaching,
they often felt that their contributions in this area were not sufficiently valued or
rewarded by the PM system.
One participant (Participant 16) reported:
"I don't really know whether they even look at your strengths. It is not easy to
teach a huge class, yet it is not considered when we are rated, as if it is our

fault. There is no recognition at all. (Senior Lecturer: CFFG University).

Another participant (Participant 9) stated:
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“To a greater extent, our PM system doesn't recognize our strength in teaching
and learning. It does not consider the human element | put into teaching, efforts,
values, and unique teaching models | apply.” (Associate Professor: NTTD

University of Technology).

Another participant (Participant 29) mentioned:
"We submit reports indicating what we are doing in terms of our teaching, but

nothing is done about them." (Junior Lecturer: LTFFL University)

o Sub-theme 2.3: Industry Experience Underappreciated

In this sub-theme, the participants expressed that they industry experience they share
with students in the subject they teach. They expressed that the PM system rates them

the same as those academic staff with no industry experience.

One participant (Participant 22) indicated:
“Also, the PM system does not recognise the vast industry experience we bring
to the institution. We are rated the same way as those with no industry
experience, and those, of course, outperform us in research and get more

recognition”. (Lecturer: NTTD University of Technology)

Another participant (Participant 14) reported:
“Also, because we are two groups of academics, namely, those with industry
experience, and those without, therefore, the PM system should recognise that
and measure our performance accordingly, considering the different levels of

expertise held by these groups”. (Senior Lecturer: LTFFL University)

Another participant (Participant 6) mentioned:
“I have worked long in the industry and have hands-on experience that | share
with my students. | know | do that better than many academics who do not have
industry experience. However, | still get low ratings. It is unfair”. (Full Professor:
CGELD University).
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7.5.2.3 Theme 3:  Barriers to Recognition

This theme addresses the various barriers that prevent academic staff from being
recognised for their strengths, particularly in teaching and learning. The sub-themes

and the related codes in this theme are presented in Table 18.

Sub-theme 3.1: Rigid and Inappropriate Evaluation Criteria

The participants in this sub-theme noted that the rigid and quantitative nature of the
PM system's evaluation criteria often fails to capture the quality and impact of their
teaching efforts. They also indicated that the rating metrics used in Teaching and
Learning KPA are inappropriate; therefore, their excellence in this KPA cannot be

acknowledged.

One participant (Participant 3) indicated:
"Quantitative measures are used to measure teaching and learning KPA, which
makes it hard for us to convince our line managers about the quality of our

teaching."” (Full Professor: NTFF University).
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Table 18

Sub-themes and Codes for Theme 3: Interview Guide Q2

SUB-THEMES

CODES

n (%) of
participants
expressed sub-

themes

Rigid and Inappropriate

Evaluation Criteria

"Rigid criteria"

"Quantitative measures"

“Fixed teaching hours not reflective of real
workload”

“Subjective criteria in  performance
reviews”

“Pass rate”

“Lack of individualized evaluation”
“Student evaluations”

“No allowance for personal teaching style”

“One-size-fits-all evaluation process”

n=21(70%)

Lack of Support for

Teaching Excellence

"Lack of support"

"Challenging teaching conditions"

“No support for innovative teaching
methods”

“Little  investment in  professional
development”

“Lack of resources for teaching
improvement”

“‘Minimal  recognition for emotional
support for students”

“Teaching load not supported by staff
development”.

“Lack of recognition for hands-on
teaching”

“No mentoring for teaching improvement”
“No support for developing creative

teaching tools”

n=25(83%)
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Another participant (Participant 27) mentioned:
"Student evaluations do no justice to us because not all students complete
those forms, and disgruntled ones could send an incorrect picture of your

teaching performance."” (Junior Lecturer: NMTFF University)

Another participant (Participant 30) reported:
“l excel in teaching and learning. | once worked in the corporate world, so it has
become much easier and fun to teach students with practical experience.
They do not recognise me. It looks like it is difficult to measure teaching and

learning”. (Junior Lecturer: CGELD University)

o Sub-theme 3.2: Lack of Support for Teaching Excellence

In this sub-theme, some participants felt that the PM system does not provide
adequate support or recognition for those who excel in teaching, particularly when

teaching large or challenging classes.

One participant (Participant 28) stated:
“No....Not at all. | teach a class of 400 people, and my colleague teaches 10
postgraduate students is different. It takes longer to articulate your teaching
and syllabus to a large group than to a small one." (Junior Lecturer: NTFF

University)

Another participant (Participant 8) reported:

“Well, I'm strong in research, both publications and postgraduate supervision.
But whether that's explicitly recognized in my institution, | would say, not quite.
I mean, | expect my institution to support me to do better in the area where | am
strong. For instance, if | am good at research and postgraduate supervision,
my institution should support me to maximise my strengths by giving me less
teaching work and more research tasks." (Associate Professor: NMTFF

University).

187



Another participant (Participant 25) said:
"It is not easy to teach a huge class, and that is not considered when we are
rated”. (Lecturer: CFFG University).

7.5.3 Interview Guide Question 3

As an academic staff member, do you think the PM system in your institution
takes into consideration your entire workload as an academic staff member?

Elaborate.

One theme and two sub-themes were created from the emerged codes in relation to
this question, and they are illustrated in Table 19.

Table 19

Question 3: themes and sub-themes

Theme Sub-themes

Inadequate recognition of the | Unrecognised extra responsibilities

full workload Overloaded with teaching duties

The themes that emerged in this question are critical in understanding the academic
staff's perceptions of how the PM system in their institution accounts for their workload.
The findings suggest that while the PM system may capture certain quantifiable
aspects of academic work, it often fails to recognise the full scope of responsibilities,
particularly the additional, qualitative, and extra-hour efforts necessary in the
academic profession. Addressing these gaps could lead to a more comprehensive and
fair evaluation system that better reflects the true workload of academic staff. The
theme and sub-themes, as well as the related codes that emerged from the data, are

discussed below.
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7.5.3.1 Theme 1:  Inadequate recognition of full workload

This theme captures the participants' perceptions that the PM system does not fully
account for the entirety of their workload, particularly the additional responsibilities that
go beyond standard academic duties. The sub-themes and related codes for this

theme are presented in Table 20.

. Sub-theme 1.1: Unrecognised Extra Responsibilities

In this sub-theme, the participants expressed frustration that the PM system does not
acknowledge the additional roles they take on, such as administrative duties, student

mentoring, or other non-teaching tasks.

One participant (Participant 3) reported:
“No, it doesn't. | must complete and update every week regarding what | do
weekly and how many hours | work. There is too much that | do that cannot be
put on paper, such as the emotional support | give to students, which happens
outside working hours and takes a lot of hours. (Full Professor: NTFF

University).

Another participant (Participant 16) said:
" It does not cover everything | do, unfortunately. | spend a lot of hours and
effort on my Masters and PhD supervision, but that does not count or be

recognized as research in our PM system.” (Senior Lecturer: CFFG University)
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Table 20

Sub-themes and Codes for Theme 1: Interview Guide Q3

SUB-THEMES

CODES

n (%) of
participants
expressed sub-

themes

Unrecognised Extra

Responsibilities

"Unrecognized responsibilities"
"Additional roles"

"Lack of acknowledgment"
*Administrative tasks ignored
“Mentorship roles overlooked”.

“Extra committee work unacknowledged”.
“No recognition for student support”
“Supervision of research students not
valued”.

“Outreach and community work ignored”.
“Engaged scholarship excluded”.

“Curriculum development unrecognized”

n= 28(93%)

Overloaded with
Teaching Duties

"Overloaded with teaching,"
"Large class sizes,"

"Teaching workload"

n= 29(97%)

Another participant (Participant 27) mentioned:

"l teach student teachers and travel across the country to observe my students
in their teaching practice at schools. Those hours spent outside the class are

not embraced in the 1728 hours allocated for me in a year.” (Junior Lecturer:

NMTFF University).

e Sub-theme 1.2: Overloaded with Teaching Duties

Most participants in this sub-theme noted that their teaching workload is excessively

high, and the PM system does not account for the time and effort required to manage

large classes or multiple subjects.
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One participant (Participant 16) said:
"Teaching 400 students cannot be the same as teaching 90 students. Our

marking workloads are also different.” (Senior Lecturer: CFFG University)

Another participant (Participant 25) mentioned:
"I teach four modules instead of the three my colleagues teach. | schedule
classes outside working hours, even in the evening, but that is not considered

during the performance review." (Lecturer: CFFG University)

Another participant (Participant 20) indicated:
“There is the human element that goes with student-centredness that our PM
system does not take into consideration. For instance, organising an evening
class to empower my students is not embraced in the PM system. We do a lot
of work outside working hours, and we also do a lot outside each KPA, but we
cannot report them as they are intangible and, therefore, cannot be measured."

(Lecturer: NTTD University of Technology).

7.5.4 Interview Guide Question 4

From the opinion you provided in the previous question, how does the current
PM system affect you in the following three aspects: Motivation to perform,

Organisational commitment, and Turnover intentions? Elaborate

Several codes were created from the data in this question. Three themes and six sub-

themes (two sub-themes per theme) were created as shown in Table 21.
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Table 21

Question 4: themes and sub-themes

Theme Sub-themes

Motivation to perform Demotivation due to a lack of recognition

Positive motivation through incentives

Organisational Commitment | Emotional detachment due to the unfairness
Organisational commitment despite pm system

issues

Turnover Intentions Considering leaving due to the PM system

staying despite the flaws

The themes in this question reflect how academic staff perceive the impact of the PM
system on their professional lives. While some staff remain motivated and committed
due to incentives or personal relationships, many experience demotivation, emotional
detachment, and thoughts of leaving due to perceived unfairness and lack of
recognition. Addressing these issues could improve staff retention, performance, and

commitment.

7.5.4.1 Theme 1:  Motivation to perform
This theme explores how the current PM system affects academic staff’'s motivation,

particularly regarding recognition, fairness, and workload distribution. The sub-themes
and related codes in this theme are presented in Table 22.
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Table 22

Sub-themes and codes for Theme 1: Interview Guide Q 4

Recognition

"Lack of recognition"

“Teaching efforts not valued”.

“Lack of praise for student mentoring”
“Overlooking innovative teaching”.
“Minimal recognition for
administrative work”

“‘No acknowledgment of community
engagement”

“Limited rewards for long-term
contributions”

‘No  recognition  of individual
strengths”

‘Demotivated by lack of career

progression”

SUB-THEMES CODES n (%) of
participants
expressed sub-
themes
Demotivation Due to Lack of | "Demotivation,"

n = 21(70%)

Positive Motivation Through

Incentives

"Positive motivation"

“Performance bonuses as
motivation”

“Research incentives driving
excellence”.

“‘Reward system linked to
performance.

“Incentives for achieving targets”.
“Financial rewards for publications”
“Promotions tied to performance”.
“Conference funding as a motivator”

“Awards for exceptional teaching”

n = 16(53%)
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. Sub-theme 1.1: Demotivation Due to Lack of Recognition

In this sub-theme, most participants felt demotivated by the lack of recognition for their
efforts, especially in teaching, leading to reduced enthusiasm for going beyond basic

job requirements.

One participant (Participant 22) said:
"It does not motivate me at all. | work 24/7, but my extra work is not

acknowledged.” (Senior Lecturer: NTTD University)

Another participant (Participant 13) indicated:
“It is demotivating. | cannot go the extra mile in carrying out my duties if | already
know that | will not be recognized no matter how much effort | put into my

duties”. (Associate Professor: CGELD University

Another participant (Participant 27) indicated:
"I am not motivated because my efforts in teaching are undermined. The PM
system recognises researchers more than teaching”. (Junior Lecturer: NMTFF
University)

o Sub-theme 1.2: Positive Motivation Through Incentives

Some participants in this sub-theme noted that performance incentives, particularly for

research, motivate them to excel, despite challenges in other areas of their work.

One participant (Participant 3) said:

"The incentive for research publication motivates me, although | have to work
24/7 to achieve it". (Full Professor: NTFF University)

Another participant (Participant 4) indicated:
"Our PM system does motivate me to perform well, especially with the bonus |

receive for my research.” (Full Professor: CFFG University)
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Another participant (Participant 26) indicated:
"It positively affects my motivation because the more | perform, the more
recognition | get”. (Lecturer: MTFFM University)

7.5.4.2 Theme 2: Organisational Commitment
This theme captures the participants' views on how the PM system influences their

attachment and commitment to their institution, focusing on fairness, workload, and

emotional connection. This is presented in Table 23.
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Table 23

Sub-themes and Codes for Theme 2: Interview Guide Q4

SUB-THEMES

CODES

n (%) of
participants
expressed sub-

themes

Emotional Detachment

Due to the Unfairness

"Emotional detachment,"

"Perceived unfairness"

“Perceived inequality in ratings”

“Bias in promotion opportunities”
“Favouritism in performance reviews
“Unjust treatment leading to detachment”.
“Feeling undervalued by the institution”.
“Disconnect from leadership decisions”.
“No personal development support”

“Feeling overlooked for advancement”

n=18(60%)

Organisational
Commitment Despite

PM System Issues

"Organisational commitment,"

"Positive relationships".

“Commitment driven by student
relationships”.

“Attachment to colleagues and
community”.

“Dedication to academic mission”.
“Loyalty to department despite system
flaws”.

“Personal fulfilment from teaching”.
“Motivated by research success”
“Institutional reputation influencing
commitment”.

“Sense of duty despite system challenges”.

n=12(40%)
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° Sub-theme 2.1 Emotional Detachment Due to the Unfairness

In this sub-theme, several participants expressed emotional detachment from their
institution, often citing unfairness and biases in the PM system as major reasons for

their lack of commitment.

One participant (Participant 16) indicated:
"I feel disconnected from my institution. | don’t think top management knows

what | do or how the PM system affects us". (Senior Lecturer: CFFG University)

Another participant (Participant 15) stated:
“I am not committed to my institution. | feel like | always give without receiving.”
(Senior Lecturer’: NMTFF University)

Another participant (Participant 27) said:
"I stay for the sake of my students. Other than that, | am not attached to this

institution because | do not feel valued." (Junior Lecturer: NMTFF University)
. Sub-theme 2.2: Organisational Commitment Despite PM System Issues
Some participants in this sub-theme indicated that they remain committed to their
institution despite the flaws in the PM system, often because of other positive aspects,
such as relationships with students or colleagues.
One participant (Participant 7) remarked:

"I am still committed to my institution because of the strong relationship | have

with my students and colleagues."” (Associate Professor: NTTD University)
Another participant (Participant 29) stated:

"I love my institution even though | don't like how they implement the PM
system.” (Junior Lecturer: LTFFL University)

Another participant (Participant 4) stated:
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"I feel connected to my institution because of the motivation the performance

bonus brings." (Full Professor: CFFG University)

7.5.4.3 Theme 3: Turnover Intentions
This theme explores how the PM system impacts participants’ decisions about whether

to stay or leave their institution, particularly in terms of job dissatisfaction and job

security. The sub-themes and related codes in this theme are presented in Table 24.

. Sub-theme 3.1: Considering Leaving Due to PM System

Most participants expressed their intention to leave the institution due to frustrations

with the PM system, particularly in how it fails to acknowledge their full efforts.
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Table 24

Sub-themes and Codes for Theme 3: Interview Guide Q4

SUB-THEMES CODES n (%) of
participants
expressed sub-
themes
Considering Turnover intention,"
Leaving Due to | "Frustration with the PM system n=18(60%)
PM System “Unfairness in the system”
“Racial discrimination”
“Imbalanced workload”
“Teaching excellence not recognised”
“Individual strength not considered”
Staying  Despite | “Old age constraints"
the Flaws "Job security” n=12(40%)

“Financial constraints”

PM systems are faulty across universities
“Job security as a reason to stay”.

“Financial stability influencing  decision to
stay”.

“Strong connections with colleagues”

“Sense of responsibility to students”

“Hope for future improvements in the system”.
“Contentment with other aspects of the job”
“Waiting for upcoming career opportunities”.
“Supportive team environment as a reason to

remain”

One participant (Participant 22) remarked:
"I think of quitting many times. | feel like | am constantly measured in a

degrading way." (Lecturer: NTTD University)

Another participant (Participant 27) stated:
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"I can leave anytime if there are opportunities out there. | feel like the institution
is losing good academics to other institutions.” (Junior Lecturer: NMTFF
University).

Another participant (Participant 5) remarked:
"I want to leave every day, but financially | can’t afford to. The PM system is so
discouraging."” (Full Professor: LTFFL University)

. Sub-theme 3.2: Staying Despite the Flaws

In this sub-theme, some participants choose to stay in their institution despite their
dissatisfaction with the PM system, often due to job security, relationships, or hope for

improvement.

One participant (Participant 6) stated:
"No, I will not resign. | am near retirement, and | do not think that the PM system
will get better if we all leave." (Full Professor: CGELD University)

Another participant (Participant 29) stated:
"I will not leave. There are many positive things | enjoy here, and | still hope the
PM system will improve.” (Junior Lecturer: LTFFL University).

Another participant (Participant 8) said:
"I will stay for my students. | care too much about them to quit over the PM
system." (Associate Professor: NMTFF University)

7.5.5 Interview Guide Question 5

What is your overall opinion regarding the current PM system in your

institution?

Several codes were created from the data in this question. Three themes and six sub-

themes (two sub-themes per theme) were created from the emerged codes as
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depicted in Table 25. These themes reflect the academic staff's overall opinions on the
current PM system. While some participants appreciate the structure and transparency
of the system, many raised concerns about bias, lack of flexibility, and failure to
recognise the full scope of their responsibilities. Addressing these issues could lead to

an effective PM system for the academic staff that is perceived as fair and equitable.

Table 25

Question 5: themes and sub-themes

Theme Sub-themes
Perceived unfairness and e Bias and Favouritism in Ratings
bias One-Size-Fits-All Approach
Positive elements of the PM e Good Structure and Transparency
system e Motivation Through Incentives
Need for systemic changes ¢ Rigidity and Lack of Flexibility
e Failure to Acknowledge Full Workload

7.5.5.1 Theme 1:  Perceived unfairness and bias
This theme highlights the participants' concerns about unfairness and bias in the PM

system, particularly in how performance is evaluated, and rewards are distributed. The

sub-themes and related codes in this theme are presented in Table 26.
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Table 26

Sub-themes and Codes for Theme 1: Interview Guide Q5

Favouritism in

Ratings

“Inappropriate rating criteria”

“Inconsistent rating criteria”

“Favouring certain individuals”

“Subjective performance evaluations”
“Lack of role-specific performance metrics”
“Political influence in ratings”

“Preferential treatment for senior staff”
“Bias against junior staff”

“Personal relationships affecting ratings”.
“Lack of transparency in the evaluation

process”

SUB-THEMES CODES n (%) of
participants
expressed sub-
themes
"Bias," "Favouritism"
Bias and "Unfair ratings” n=21(70%)

One-Size-Fits-

All Approach

"One-size-fits-all,"

"Lack of differentiation”

“Uniform standards across disciplines”
“Inflexible performance measures”

“No consideration for unique challenges in
teaching”

“Rigid KPA requirements”

“No differentiation between research and

teaching priorities”

“All staff evaluated under the same criteria”.

“Not accounting for varying workloads”

n=25(83%)
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e Sub-theme 1.1: Bias and Favouritism in Ratings

Most participants expressed frustration with perceived favouritism and bias in how line
managers assign performance ratings, with some feeling that personal relationships

influence outcomes.

One participant (Participant 25) stated:
"I feel our managers are biased and full of favouritism. If you are not in their

good books, you are always rated low." (Lecturer: CFFG University)

Another participant (Participant 16) remarked:
"Our PM system is good, but there is an element of racial discrimination from

line managers." (Full Professor: CFFG University).

Another participant (Participant 13) said:
"l also sense a lot of favouritism and bias on the part of the line manager. Other
people get performance bonuses without clear evidence of their outstanding

performance.” (Associate Professor: CGELD University)

e Sub-theme 1.2: One-Size-Fits-All Approach

Several participants criticised the PM system for using a one-size-fits-all approach,
which fails to account for differences in disciplines, workloads, and personal

circumstances.

One participant (Participant 3) remarked:
"It follows a one-size-fits-all approach. Some academic staff in certain
disciplines are more advantaged than others.” (Full Professor: NTTD

University).
Another participant (Participant 29) said:
"It disregards that different experiences, disciplines, and workloads can result

in different performances.” (Junior Lecturer: LTFFL University).
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Another participant (Participant 9) indicated:

“It treats all faculties and departments as homogeneous, which is not true.

Different fields have different challenges.”" (Associate Professor:

University)

7.5.5.2 Theme 2: Positive elements of the PM system

NTFF

This theme captures the positive aspects of the PM system that participants identified,

such as its structure, transparency, and certain motivating elements like performance

bonuses. Table 27 presents sub-themes and related codes in this theme.

Table 27

Sub-themes and Codes for Theme 2: Study Guide Q5

SUB-THEMES

CODES

n (%) of participants
expressed sub-

themes

Good Structure a

nd Transparency

"Good structure"

"Transparency"

“Clear performance metrics

“Easy to understand evaluation process”
“Structured timeline for performance reviews”
“Transparency in goal setting”

“Defined performance targets”

“Accessible performance guidelines”

“Clear linkage between performance and
rewards”

“Structured feedback process”

n=17(57%)

Motivation Throug

h Incentives

"Incentives"

"Motivation"

“Clear performance metrics”

“Easy to understand evaluation process”.
“Structured timeline for performance reviews”
“Transparency in goal setting”

“Defined performance targets”

n=23(77%)
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“Accessible performance guidelines”
“Clear linkage between performance and
rewards”

“Structured feedback process”

e Sub-theme 2.1: Good Structure and Transparency

Some participants praised the overall structure of the PM system, noting that it
provides a clear framework for measuring performance, even if its implementation
could be improved.
One participant (Participant 4) reported:

"The system is a good one. | get rewarded for all publications | produce, and it

provides transparency.” (Full Professor: CFFG University).
Another participant (Participant 22) indicated:

"Our PM system is well balanced as it covers all four KPAs and measures our

performance well." (Lecturer: NTFF University)

Another participant (Participant 27) stated:

"It is a great tool and necessary. However, it must balance our KPA instead of
putting more emphasis on only one." (Junior Lecturer: NMTFF University)

e Sub-theme 2.2: Motivation Through Incentives

Performance bonuses were identified to be at the center of their PM system by the

participants, especially those who excel in research.
One participant (Participant 3) remarked:
"The incentive for research publication motivates me. The more | perform, the

more recognition | get." (Full Professor: NTFF University)

Another participant (Participant 8) indicated:
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"It is a good system because it allows me to measure myself against clear KPAs
and get a performance bonus for outstanding work." (Associate Professor:
MTFFM University).

Another participant (Participant 11) said:
"For outstanding performance, there is a performance bonus paid. Promotion
also depends on your performance in each KPA." (Associate Professor: LTFFL

University)

7.5.6 Interview Guide Question 6

Given an opportunity to change the current PM system in your university, what

changes can you make? State why.

Several codes emerged from the data in this question. Two themes and two sub-
themes (one sub-theme per theme) were created from the emerged codes as
illustrated in Table 28. These themes reflect the changes academic staff would make
to the current PM system in their universities. The findings suggest that staff desire a
more flexible, fair, and development-oriented PM system that recognizes individual
strengths, balances workload considerations, and provides clear, unbiased evaluation
criteria. Addressing these concerns could lead to a more effective and motivating

university performance management framework.

Table 28

Question 6: themes and sub-themes

Theme Sub-themes

Flexibility and specialisation Flexibility in KPA Weighting

Recognition and development e Developmental Opportunities and Training
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7.5.6.1 Theme 1:  Flexibility and Specialisation

This theme refers to the participants' desire for a more flexible PM system that

accommodates individual strengths and the diverse nature of academic work.

Gilbertson et al. (2018) suggest that the academic staff be divided into two groups of

specialisations: researchers and teachers. These authors argue that permitting people

to specialise can improve the general performance of the academic staff as they will

be focusing on areas that they are good at, interested in, or passionate about. Table

29 below presents the sub-theme and related codes in this theme.

Table 29
Sub-theme and codes for Theme 1: Interview Guide Q6
SUB-THEME CODES n (%) of
participants
expressed the sub-
theme
"Flexible weighting"

Flexibility in KPA
Weighting

"Customization"
"KPA allocation"
"Strength recognition"
“Freedom of choice"
"Specialization"
"Personal preference"
"Differentiated KPAs,"

"Tailored metrics,"

“Personalized evaluation"

n=28(93%)

J Sub-theme 1.1: Flexibility in KPA Weighting

Many participants suggested allowing academic staff to allocate more weight to the

KPAs in which they excel. This would enable a focus on strengths and prevent a one-

size-fits-all approach.
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One participant (Participant 27) remarked:
"First, | would design a PM system that gives academics the liberty to choose

areas they are comfortable and strong in for them to focus only on those areas.’
(Junior Lecturer: NMTFF University).

Another participant (Participant 18) stated:
"I will allow the academic staff to assign more weight to their KPA of choice, not
imposing the weight like in the current KPA." (Senior Lecturer: MTFFM

University).

Another participant (Participant 29) said:
"l will also make sure that the PM system recognizes each individual's strength
and assigns more performance weights accordingly.” (Junior Lecturer: LTFFL

University)

7.5.6.2 Theme 2: Recognition and development

This theme refers to the participants' emphasis on the need for better recognition of
academic staff's contributions and the inclusion of developmental opportunities for
staff improvement. The sub-theme and related codes in this theme are presented in
Table 30.

Table 30
Sub-theme and codes in Theme 3: Interview Guide Q6
SUB-THEMES CODES n (%) of
participants
expressed the
sub-theme
Developmental Opportunities and | "Training opportunities"
Training "Developmental plans" n=20(67%)

"Personal development"

"Staff training"

"Performance improvement"
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"Development initiatives"
"Underperformer support”
"Skill development"

"Growth opportunities"

o Sub-theme 2.1: Developmental Opportunities and Training

Several participants emphasised the need for personal development plans and

training opportunities as part of the PM system, particularly for underperforming staff.

One participant (Participant 2) said
"I will introduce training and developmental opportunities through personal
development plans, which would flow from the job descriptions.” (Full
Professor: NMTFF University).

Another participant (Participant 6) said:
"Currently, poor performers have a slot to indicate their developmental needs,
but nothing is done to develop them. It is just a box-ticking exercise." (Full
Professor: CGELD University)

Another participant (Participant 17) said:
"I will introduce developmental interventions for poor performers to help them
improve instead of only punishing them."” (Senior Lecturer: LTFFL University)

7.6  KEY FINDINGS OF THIS STUDY

In this section, the key findings of this study are presented in terms of how they

align with the achievement of the empirical research aims:
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Objective 1: To explore the key elements and dimensions of an effective
performance management system as perceived by the academic staff in a

university context.

Most participants (n=27/93%) in this study reported elements and dimensions such as
transparency and clarity of expectation, particularly in the performance contracting
phase that takes place at the beginning of the year. Further, fairness, consistency, and
equity during the performance evaluations were also cited by most participants
(n=28/93%). They indicated that for a PM system to be effective, it should avoid bias
and subijectivity and focus only on evidence presented during the performance
evaluation as objectively as possible. The findings also revealed the need for
customisation and adaptive performance management systems to accommodate the
differences and uniqueness of individual academic staff and faculty. The participants
emphasised that the PM system should balance recognition of the Research and
Teaching, and Learning KPAs, and allocate workload equally in each KPA. The
rewards in any form were cited as pivotal to the efficiency of a PM system, especially
if awarded consistently and equitably across employees.

Therefore, based on the findings discussed above, it can be confirmed that Objective

1 was achieved.

Objective 2: To investigate the principles guiding the development of an

effective PM system framework in a university context.

The participants acknowledged the key role played by their heads of departments (line
managers) in ensuring the effectiveness of the PM system. They, therefore,
emphasised that their managers should be trained on the basic principles of a PM
system: fairness and obijectivity in the performance evaluation process, transparency,
equity, consistency, and clear communication of the KPAs. The participants further
indicated that a PM system should be designed in a way that recognises individual
strengths in each KPA. They emphasised that excellence in Research and Teaching,
and Learning KPA should be equally acknowledged and rewarded. The rating metrics
used during the performance evaluation were also cited to be crucial when developing
an effective PM system framework. Most participants (n=25/83%) in this study
stressed that appropriate metrics to measure Teaching and Learning KPA should be
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designed and embedded in the PM system and communicated during the performance
evaluation. They further stated that the PM system should maintain fairness and equity
by introducing rewards for excellence in teaching and learning, the same as it rewards
research excellence. The participants further stressed that for a PM system to be
effective, it should assess the entire work done by the academic staff and acknowledge
overtime worked.

Therefore, based on the findings discussed above, it can be confirmed that Objective

2 was achieved.

Objective 3: To examine the influence of the PM system on employee motivation

as perceived by the academic staff in the context of a university. overwhelming

The findings revealed that the academic staff are generally demotivated by how their
PM system is structured and implemented. Most participants (n-21/70%) reported that
their strength in teaching and learning goes unnoticed and is not recognised. They
indicated that their PM systems fail to acknowledge the extra effort they put into their
teaching roles, as well as the innovative teaching they apply in their teaching work.
They stressed that their PM system put too much emphasis on research outputs while
neglecting qualitative aspects of the academic work. The participants stated that the
workload is allocated unevenly, with some academic staff being allocated big groups
of students in the class, and many modules/courses to teach. This frustrates the
academic staff and demotivates them if such an imbalance is not considered during
the performance evaluation. Another demotivating factor revealed in the findings is
that administrative tasks and extra committee work do not have a place in the PM

system.

On a positive note, the study revealed that the participants are motivated by the
rewards they receive from their excellence in research. They indicated that the
incentives they receive from exceeding their contracted performance in research
encourage them to publish more. However, these participants also stated that their
teaching role is not recognised in their PM system, particularly for promotion purposes,
making them see teaching and learning as less important when compared to research

roles.
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Therefore, based on the findings discussed above, it can be confirmed that Objective
3 was achieved.

Objective 4: To determine the influence of the PM system on organisational

commitment as perceived by key informants in the context of a university.

The findings revealed that most participants felt detached from their organisation due
to the perceived unfairness in the PM system. Issues of perceived inequality in ratings,
favouritism in performance reviews, and their excellence in teaching roles being
undervalued were cited as the primary factors that lower their organisational
commitment. On a positive note, several participants cited a high organisational
commitment despite the PM System issues they reported in this study. The participants
cited factors such as relationships with students, colleagues, and community,
dedication to the academic mission, and loyalty to the department and institution to
keep their organisational commitment high, despite flaws in the PM system. Further,
personal fulfilment from teaching and success in research as academics keeps the
academic staff attached to their jobs and institutions, regardless of how faulty they
view their PM system.

Therefore, based on the findings discussed above, it can be confirmed that Objective

4 was achieved.

Objective 5: To determine the influence of the PM system on the turnover

intention as perceived by the academic staff in the context of a university.

The findings revealed that the participants do think of quitting their institutions
sometimes. Some of the participants (n=18/60%) indicated that sometimes they get
frustrated by the unfairness and racial discrimination they experience during
performance evaluations. They further emphasised that the imbalanced workload and
a lack of recognition of teaching excellence in the PM system contributed to their

intentions to quit.

The findings, however, revealed that the participants chose to stay in their organisation
despite the flaws in the PM system. Issues of old age, financial instability, and job

security were cited as reasons they did not quit their institutions despite their faulty PM
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system. Some (n=12/40%) indicated that the PM system for the academic staff is a
challenge and faulty in the entire HE sector; therefore, quitting to join another HE
institution would be a waste of time. Further, some participants (n=12/40) stated that
they do not leave their institution because they still hope for future improvements in
the system, and that they are content with other aspects of the job.

Therefore, based on the findings discussed above, it can be confirmed that Objective

5 was achieved.

Objective 6: To develop a comprehensive performance management
framework that enhances employee motivation, organisational commitment,
and reduces turnover intentions among academic staff in South African public

universities.

The participants outlined several aspects they wish could be changed in their PM to
make it effective. They also highlighted the factors that, if added to or removed from
their PM system, can enhance their motivation and organisational commitment while
minimising their turnover intentions. Drawing from the findings of this study, a revised
PM framework that can be effective in a university context could be developed. The
revised PM framework is presented in Chapter 9.

Therefore, it can be confirmed that Objective 6 was achieved.

Tables 31 to 36 summarise findings about the achievement and non-achievement

status of the objectives as discussed in the above discussion.
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Table 31

Objective 1 achievement summary

OBJECTIVES

FINDINGS

ACHIEVED/NO
T ACHIEVED

Objective 1

To explore the key elements
and dimensions of an effective
performance management system
as perceived by the academic staff

in the university context.

The participants cited several
elements and dimensions that the
y perceive to contribute to the
effectiveness of the PM system.
Such elements and dimensions
include:

e Transparency and

o Expectation clarity,

e Fairness,

e Consistency

o Equity.

This objective

was achieved.
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Table 32

Objective 2 Achievement Summary

Objective 2

To analyse the principles
guiding the development
of an effective PM
system framework in a

university context.

The participants highlighted what
they found to be guiding principles.
That can help in the
development of a PM
A system framework for a
university. They suggested the
following to be the guiding principles:
e Training department heads
o Allow specialisations in either
research or teaching
e Reward teaching, research,
and teaching equally
e Appropriate rating metrics for
teaching and learning KPA
e Assess the entire work done
by the academic staff.

e Acknowledge overtime worked

This objective

was achieved.
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Table 33

Objective 3 achievement summary

Objective 3

To examine the influence of the
PM system on employee
motivation as perceived by the
academic staff in the context of

a university.

The participants indicated what

motivates and demotivates them

in their PM system,

Motivators

Incentives for research
excellence

Demotivators

Excellence in teaching is
not recognised

High teaching workload
Uneven distribution of the
workload, especially in
teaching roles

PM system not covering
the entire workload (work
outside working hours,
administration work,

committee work)

This objective

was achieved.
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Table 34

Objective 4 Achievement Summary

Objective 4
To determine the influence
of the PM system on the

organisational commitment
as perceived by key informants

in the context of a university.

The participants indicated that

the PM system can influence their
organisational commitment either p
ositively or negatively. They
highlighted

drops their organisational commitm

what raises or

ent. institutions

e Positive influence on OC

- relationships with students,
colleagues, and the
community

- Research Incentives

e Negative influence on OC:

- No rewards for teaching

roles

This objective

was achieved.

Table 35

Objective 5 achievement summary

OBJECTIVE 5:

To investigate the influence of
the PM system on the turnover
intention as perceived by the
academic staff in the context of a

university.

The findings revealed that due to
their faulty PM system, the
participants sometimes considered
quitting. However, they do not quit
due to many factors they cited:

e Financial instability,

e Job security

e Oldage

e They still hope for future

improvements in the PM

system

This objective

was achieved.
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Table 36

Objective 6 achievement summary

OBJECTIVE 6

Develop a comprehensive
performance management
framework that enhances
employee motivation,
organisational commitment,
and reduces turnover intentions
among academic staff in South

African public universities.

A revised PM system
framework has been  developed
from the findings (presented in

Chapter 9)

This objective

was achieved.

7.6  ADDITIONAL FINDINGS

During the analysis, some important information emerged from the participants across
universities, which, even though they could not form part of the key findings, can help
in understanding the effect of the PM system on the academic staff's motivation,
organisational commitment, and turnover intentions. From the researchers’ view, if

included in the revised PM system framework developed in this study, it will enhance

good management of the academic staff’'s performance. These include:

o Appeal process in the PM system.

. PM to consider the geography of universities.

J Consideration of different NQF levels.

o A stable and organised PM system.

. Consultation at the PM system design phase.

o An additional key performance area

o Postgraduate supervision to count as research.

. Assess face-to-face and online teaching differently.

. Overtime payment

o Differentiated assessment between the main and co-supervisor.
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7.6.1 Appeal process in the PM system

The participants indicated that the appeal process should be included in the PM system.
According to these participants, the appeal process would help resolve disagreements that

arise between the line manager and the employee regarding the ratings allocated”.

7.6.2 PM to consider the geography of universities

The participants indicated that the PM system for rural and urban universities should not
be the same. These participants expressed that students in urban and rural-based
universities differ in many ways, e.g., home backgrounds, resources in universities, ability
of students to use technology, readiness for university, student numbers, etc. As a result,
the academic staff in these two geographic universities have different workloads in terms
of student numbers and preparing students to learn higher education; therefore, they
proposed that the PM system in the universities in these two geographic areas should not

be the same.

7.7.3 Consideration of different NQF levels

The participants indicated that the academic staff involved in undergraduate and
postgraduate modules should be assessed differently. They emphasised that setting the
same performance goals and targets when the modules/courses are pitched at different

NQF levels is unfair, as the work involved in teaching at each level varies.

7.6.4 A stable and organised PM system

The participants stressed that their PM system is not done consistently. They indicated
that their PM system is done haphazardly, that their performance gets reviewed in a
specific year, and not in the next year or two, with no explanation. They further indicated
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that in some years, they get rated at the end of the year without performance contracting
done at the beginning of the year.

7.6.5 Consultation at the PM system design phase

The participants emphasised the need to involve the academic staff in the design of their
PM system, the deliverable/performance goals of each KPA, and how each activity will be
measured, and how outstanding performance will be rewarded in each KPA. They
indicated that giving some inputs in the PM system design would enhance their
understanding of how the system works and improve its effectiveness.

7.6.6 An additional key performance area

The participants indicated that there are plenty of tasks that they have not yet
accommodated in their PM system. They therefore suggested that an extra KPA should
be added to the current PM system. According to these participants, the extra KPA would
help them report the activities that they do outside the current traditional KPA, but have no
slot to report. They expressed that this would enable the junior staff members to sell their
competencies and build their profiles for promotion purposes in the future.

7.6.7 Postgraduate supervision to count as research

The participants indicated that they spend a lot of hours and effort on Masters and
Doctorate supervision, but that does not count or is not recognised as research in their PM
system. Therefore, since teaching is not recognised, they wish postgraduate supervision
could count as research so that they can receive recognition received by those who excel

in research.

7.6.8 Assess face-to-face and online teaching differently.

The participants' teaching online and face-to-face teaching should be two different tasks,
each with its unique complexity. They therefore suggested a different PM system to

measure performance in each teaching mode.
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7.6.9 Overtime payment

The academic staff indicated that due to the huge workload, they work 24/7 because it is
not possible to complete their tasks within the specified working hours. They suggested
that they should be recognised and be paid an overtime payment. They stated that they
perform most of their work outside working hours, but they do not get any recognition or

overtime payment.

7.6.10 Differentiated assessment between the main and co-supervisor

The participants suggested that the co-supervision and main supervision should be
assessed using different metrics due to the different responsibilities each has in the

supervision work.

7.7 CHAPTER SUMMARY

The chapter presented the demographic profiles of all the academic staff who participated
in this study. The participants comprised the academic staff across all academic post
ranks: Full Professor, Associate Professor, Senior Lecturer, Lecturer, and Junior Lecturer.
Considering the subjectivity of the PM system, the participants were sampled from various
universities, faculties, and departments. Males and females representing all races in South
Africa participated. The work experience of the participants ranged from 1 to 20 years, and
both young and older academics were included in the study.

The findings were presented following each question from the interview guide. The
participants cited elements such as transparency and clarity, clear communication of
expectations, performance contracting and regular feedback, fairness and equity,
consistency in evaluation, customization and flexibility, recognition and Rewards,
and balanced recognition of teaching and research, as vital elements and dimensions that
contribute to the effectiveness of the PM system. The findings regarding the motivating
and demotivating factors in the PM system were discussed. Further, the participants' views
regarding the role of the PM system on their organisational commitment and turnover

intentions were also presented.
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The chapter further presented the academic staff's perceptions of their current PM system.
Issues of racial discrimination, favouritism, rigidity, no consideration of uneven workload,
no acknowledgment of extra efforts, failure to acknowledge individual and faculty
differences and uniqueness, and too much emphasis on research at the expense of
teaching roles were cited as the status quo in their PM systems. The chapter also
summarised the key findings of this study and aligned them to each research objective to
confirm the achievement of each objective. The following chapter (Chapter 8) discusses

and interprets the findings of this study in line with the literature.
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CHAPTER 8

DISCUSSION OF FINDINGS

8.1 INTRODUCTION

This chapter discusses the findings presented in the preceding chapter. Under
neoliberalism, the academic staff is under serious scrutiny, exposed to relentless
inspection while simultaneously being expected to teach, develop courses, conduct
research, and perform administrative duties (Desierto & de Maio, 2020). However, the
precise framework for estimating academic staff teaching and learning performance in
HEIls is barely found in the literature (Muda et al., 2017). As a result, faculty management
in universities across the globe is increasingly using management instruments used in the
private sector, such as PM systems, which, unfortunately, is viewed as the erosion of
academic autonomy and weakening of the academic profession (Yin & Mu, 2022). With
inadequate support received, and to “publish or perish” approach adopted by university
academics in their early careers, they face a catastrophic challenge (Zhang & Gong,
2024). Accordingly, this study aimed to explore PM systems adopted in public universities
in South Africa by examining the academic staff’'s experiences and perceptions of these
systems to develop an all-encompassing PM system framework that enhances employee

motivation and organisational commitment while minimising turnover intentions.

The findings of this study corroborated what the literature documented regarding the effect
of the PM system in universities in terms of reception by the academic staff. The
participants in this study indicated areas they find the PM system meaningful, as well as
areas they find problematic. They further suggested the key elements and dimensions
that, if included in or removed from the university PM system, will make it effective. The
findings revealed how the PM system affects the academic staff's motivation,
organisational commitment, and turnover intentions. The findings enabled the
development of an integrated PM system framework that public universities can use. The
following section discusses the key findings of this study and links them to the previous
related studies. Several themes and sub-themes that emerged from the data in response

to each interview guide question will be discussed. The chapter ends with a summary.
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8.2 DISCUSSION OF FINDINGS

The findings presented in the following subsections are linked to Interview Guide

Questions.

8.2.1 Interview Guide Question 1

In your own view, what are the elements and dimensions that, if present in a
performance management system, will make it effective in the context of an academic

staff member in a university?

Several codes emerged from the data in this question. From the codes, four themes
and eight sub-themes (two sub-themes per theme) were created, namely: Theme 1:
Transparency and clarity, with clear communication of expectations and performance
contracting, and feedback as sub-themes. Theme 2:fairness and equity, with
consistency in evaluation and avoiding bias and subjectivity as two sub-themes.
Theme 3: customization and flexibility, from which two themes were created, namely,
tailoring to different roles and disciplines, flexibility in workload, and expectations.
Theme: 4: Recognition and rewards, from which two themes were created, which are
balanced recognition of teaching and research, and incentives and motivation. The
findings in these themes suggest that an effective PM system should be transparent,
fair, adaptable to the diverse roles and contributions of academic staff and linked to
meaningful rewards that motivate and recognize excellence in both teaching and
research. Communication and consistency in the PM system also emerged as

significant elements.
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8.2.1.1 Theme 1:  Transparency and clarity

In this theme, the participants expressed that the PM system is effective when it is
transparent and clear. Aguinis (2019) and Darden (2023) emphasise the importance
of clear and open communication in the performance management process. According
to these scholars, open communication helps with clarity, particularly during the
performance contracting stage, where performance targets and standards are set, and
at the feedback stage, where employee performance is monitored and assessed. Two
sub-themes emerged from this theme, namely, clear communication of expectations
and

performance contracting and feedback.

6.2.1.1.1 Sub-theme 1.1: Clear communication of expectations

The participants highlighted the importance of consultation and awareness of the PM
system. They stated that imposing the system on them results in cynicism and
rebellion from them. This finding supports the findings of Govender and Bussin (2020),
who also stress that to ensure that the PM system is effective, employees must be

engaged for their inputs and feedback regarding the system.

The participants further emphasised the importance of clear communication regarding
the performance expectations of each KPA and how their performance will be
measured. This finding suggests that the participants find the first stage of the PM
process crucial and beneficial, as recommended by Aguinis (2019). This finding is also
in line with Darden (2023), who stated that frequent and open communication
regarding employee performance enhances trust between managers and employees,
which is vital for the effectiveness of a PM system. This finding further corroborates
Singh et al. (2023), who also stressed the importance of the teaching staff's sound

understanding of the performance evaluation standards, processes, and expectations.

e Sub-theme 1.2: Performance Contracting and Feedback

In this sub-theme, the participants emphasised the importance of performance

contracting and continuous feedback in the effectiveness of a PM system. They
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emphasised a preference for the performance agreement that should take place at the
beginning of the year where performance goals and targets are outlined. According to
the participants in this study, performance contracting gives a sense of accountability
when executing their duties. This finding concurs with the findings of Nyongesa and
Westhuizen (2023), who state that performance contracting promotes employee
accountability by linking performance evaluations to predetermined goals. This finding
also supports the premise of the Goal-setting theory, which emphasises three basic
arguments: First, individuals have different goals; second, people only act to achieve
their goals if there is a chance of success; and third, the value of the goal affects the

level of motivation.

Further, in line with the Goal-setting theory, Chahar & Hatwal (2018) stress that setting
and constantly checking goals assist in seeing whether the institution has adequate
resources, such as lecture rooms, technology, research funding, library resources,
etc., to attain these goals. This finding suggests that for the academic staff to achieve
the organisational goals, they should first get clarity on those goals and be provided

with the necessary resources to achieve them.

Another finding in this sub-theme was the emphasis on continuous and regular
feedback. The participants indicated that relying only on mid-year or end-of-the-year
reviews does not serve the purpose of the performance management process. They
emphasised that continuous and regular feedback is a good monitor to determine if
they are on the right track. This finding corroborates the recommendations by Aguinis
(2019), who states that performance feedback is the best way to track employee
performance and suggests improvements where necessary. However, Warnich et al.
(2018) warn that giving employees negative feedback can be detrimental to

performance improvement if not given constructively.
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8.2.1.2 Theme 2: Fairness and equity

In this theme, the participants reported that an effective PM system values fairness
and equity. This is consistent with the findings by Gouldsberry (2023) and Hancock et
al. (2018), who revealed that a PM system is effective if done equitably and regardless
of personal characteristics. According to Gouldsberry (2023), equity and fairness in
the PM system can be achieved if standardised metrics are used consistently. Two
sub-themes emerged from this theme, which are consistency in the evaluation and
avoiding bias and subjectivity. Moreover, Aguinis (2019), Gordon (2022), and
StudyCorgi (2022) stress that employees will only regard the PM system to be fair if
they perceive that it complies with distributive, procedural, interactional, and

informational justice.

e Sub-theme 2.1: Consistency in Evaluation

This sub-theme emphasised that consistency in applying evaluation criteria in the
same faculty, department, and academic position, as well as equitable evaluations to
ensure fairness and reliability, is key in the PM system. This finding aligns with Aguinis
(2019), who recommends reliability as one of the characteristics of a good and
effective PM system. This means the performance appraisal outcome should be the
same even if the assessment was conducted by different people. The participants also
indicated that equitable and fair performance evaluations contribute to the
effectiveness of the PM system. This finding supports the findings of Gouldsberry
(2023), who revealed that evaluating employees equally regardless of personal
characteristics while using standardised rating metrics indicates a fair PM system.

e Sub-theme 2.2: Avoiding Bias and Subjectivity

The participants emphasised the importance of objectivity and honesty in the
performance evaluation process to maintain trust and integrity in the PM system. They
stressed that eliminating personal biases in the ratings, as well as the ability of
reviewers to distinguish between personal and professional relationships, ensures

objectivity in the PM system. This finding supports many studies that stress fairness
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and subjectivity as important pillars of the PM system (Aguinis, 2019; Gordon, 2022;
Hancock et al., 2018; StudyCorgi, 2021). However, removing bias and subjectivity in
the PM system seems almost impossible, as the two are viewed as the ‘DNA’ of a PM
system. Moosa (2021) and Scribbr (2023) hold that the primary challenge of the PM
system is its subjective nature. According to these authors, the raters’ memories are
not perfect; they rate employees according to their own sets of favourites,
expectations, connections with employees, and personal objectives. However, using

standardised rating metrics can minimise the subjectivity of the PM system.

8.2.1.3 Theme 3: Customisation and Flexibility

This theme reflects the need for a PM system to be adaptable to different academic
roles, faculties, and disciplines' unique needs. Gouldsberry (2023) revealed that
evaluating employees equally regardless of personal characteristics while using
standardised rating metrics indicates a fair PM system. According to Aguinis (2019)
and Rice (2024 ), each organisation has unique needs concerning its values, structure,
and sector; therefore, adjusting the PM system should be adjusted to fit these specific
characteristics is relevant to ensure its effectiveness. On the other hand, Moosa and
Meyer (2021) argue that for a PM system to be effective on knowledge workers,
managers should be flexible and move from the traditional practice that focuses more
on performance reviews and ratings, and adapt to one that emphasises the skills,
values, and behaviour of these workers. Additionally, Chahar and Hatwal (2018) hold
that the PM system is significant and is applicable in HEIls, but it must first be adjusted
and implemented according to the requirements and standards of HEls. Two sub-
themes that emerged from this theme are tailoring to different roles and disciplines,

and flexibility in workload and expectations.

e Sub-theme 3.1: Tailoring to different roles and disciplines
In this sub-theme, the participants expressed that the PM system should be flexible
enough to accommodate the differences in roles, disciplines, and workloads across
the university. Interestingly, although the findings in Chapter 7, Sub-theme 2.1

(Consistency in Evaluation) suggested that the participants prefer a standardised PM
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system that contains consistent measures in each faculty and department, in this
finding, they expressed that faculties, departments, and individual academic staff are
different and unique; therefore, this should be considered in the PM system. The
participants indicated that a one-size-fits-all approach in the PM system is
inappropriate in the university context. They emphasised that the rating metrics used
to rate performance in each KPA should be specific and tailored for each faculty,

department, and academic post level.

At the faculty level, the participants stressed that when setting performance targets for
each KPA, for example, for the Research KPA, there should be a consideration that
some disciplines take longer to publish than others. For instance, the academic staff
in the Social Sciences discipline cited that the red tape protocol to follow when
researching human beings prolongs their attempt to achieve contracted research
outputs. They indicated that the process of obtaining ethical clearance and permission
delays their publications, unlike those academics in hard sciences who do not have
such red tape. This finding, therefore, suggests that the university PM system should
approach performance evaluations with such differences and uniqueness in mind. This
finding is a new contribution as no previous study reported differentiated PM systems

across university faculties.

At the individual level, the participants indicated that for the PM to be effective, it should
consider individual differences regarding expertise, experience, and abilities. This
finding suggests that when discussing the performance expectations and setting the
performance targets, different levels of expertise and skills are held by each academic
staff member. This finding supports the findings of Molefe (2012), who, in his academic
staff performance measurement model, suggested aspects of subject mastery,
lecturer-student relationship, communication skills, organisational skills, and
assessment skills as basic requirements for the effectiveness of a PM system in a
university. According to Molefe’s (2012) model, a standardised PM system that does
not consider the differences in these aspects is questionable and unfair to the

academic staff.
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e Sub-theme 3.2: Flexibility in Workload and Expectations

The participants emphasised that flexibility in workload allocation and performance
expectations is critical, particularly in recognising the diverse workload distribution
contributions of the academic staff. They expressed a need for an adjustable workload
in each KPA and flexibility in performance expectations. Although the findings in this
current study (Section 7.2.1.1) indicated the importance of performance contracting
where expectations are discussed, this finding suggests that such performance
expectations should not be rigid. They stated that the expectations should be flexible

to accommodate individual capacity and strength.

The participants also emphasised that their performance expectations should
accommodate the unexpected changes in workload due to unforeseen circumstances
and issues that concern the work-life balance. The finding corroborates the findings of
Aguinis (2023) that revealed that, although the process of setting performance goals
and expectations is standardised and viewed as fair to everyone, it becomes unfair if
it fails to adapt to unforeseen circumstances. The participants cited many challenges
they experienced during the recent COVID-19 pandemic that negatively affected their
performance, but their PM system was not adjusted to accommodate such a
hindrance. This finding supports Aguinis' (2023) argument, which stresses that
performance expectations set before unforeseen circumstances should be seen as

obsolete, and new performance goals and expectations should replace them.

8.2.1.4 Theme 4:  Recognition and rewards

This theme focuses on the importance of recognising and rewarding academic staff
for their contributions, particularly in motivating and retaining high performers. While
some individuals are motivated by intrinsic factors (inner aspects) such as recognition,
social status, self-esteem, and self-actualization needs, others are motivated by
extrinsic factors (outside factors) such as physiological and social needs, such as food,
shelter, health, education, salary, and benefits, etc (Assignment Point, 2023;

Hertzberg, 2017). Therefore, for rewards to be effective in motivating employees for
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improved performance, managers should align recognition and rewards with individual

needs.

e Sub-theme 4.1: Balanced Recognition of Teaching and Research

In this sub-theme, the participants emphasised the need for the PM system to value
both teaching and research equally, ensuring that all contributions are recognised. The
participants in this finding indicated that they acknowledge that the KPAs of Research
and Teaching and Learning carry more weight when compared to the KPAs of
Community Engagement and Academic Citizenship. This study found that the
participants understand that teaching and research are core to the university; hence,
they deserve the attention they currently get. However, the participants stressed that
for the PM system to be effective, the teaching and research roles should receive equal
recognition. This finding suggests that, as much as research outputs count towards a
promotion, teaching excellence should also be recognised. This view supports the
study of Mushemeza (2016), who found that the academic staff, especially those at
the lower positions, would like teaching and grading students to be considered when
promotion decisions are made, while those at senior levels were comfortable in doing

research and getting incentives.

However, the findings in this study found the academic staff in both junior and senior
post ranks to share the same view, expressing the need for balanced recognition in
the Research and Teaching and Learning KPAs. Kenny and Fluck (2022) also found
that when the academic staff perceive that the PM system leans too much towards the
research outputs during the performance evaluation and promotion decisions, they
may view it as unfair and end up engaging less in teaching undergraduates and

focusing more on research, thereby compromising teaching quality.

e Sub-theme 4.2: Incentives and Motivation
This sub-theme captures the presence of incentives, such as performance bonuses,
as a crucial element in motivating academic staff and driving performance. This finding

suggests that most academic staff draw motivation from external factors. They
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indicated that a performance bonus linked to their PM system goes a long way in
motivating them. The finding validates the findings of Abbas et al. (2021), who found
the financial rewards to be rated high as a motivator. On the other hand, Ji et al. (2023)
caution that monetary rewards do not automatically motivate. The scholar argues that
for monetary rewards to motivate, there must be an incentive structure that ensures
equity across employees in specific positions, or else employees will view it as unfair
and adopt a negative attitude towards their work. However, this finding is in contrast
with the Herzberg Two-Factor Theory, which argues that monetary rewards cannot
motivate employees, but instead, they are regarded as “hygiene factors” that only
serve to prevent an unnecessary feeling of dissatisfaction among employees.

Some participants in this study indicated that they were motivated internally; therefore,
whether they received rewards or not, it did not make any difference. Such participants
indicated that they will be motivated if their PM system can acknowledge their
outstanding performance through career advancement and grant them opportunities
for professional development. This finding is consistent with the Herzberg Two-Factor
Theory, which argues that employees obtain motivation internally, and not externally.
According to this theory, motivating factors include the content of their jobs, a sense
of responsibility, advancement, and personal growth (Alshmemri et al., 2017).
Similarly, the study by Abbas et al. (2021) also found that employee appreciation
through gestures such as monthly employee of the year awards and monthly
performance reviews to appreciate high achievers are great motivators.

8.2.2 Interview Guide Question 2

In which area can you confirm you are strong regarding research and teaching, and
learning KPAs? Do you think your strength is well recognised by the PM system in

your university? Elaborate.

Several codes emerged from the data in this question. Three themes and six sub-
themes (two sub-themes per theme) were created from the data collected from this
question, namely: recognition of Strengths, and strengths in Teaching and Learning,
but underrecognised.
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8.2.2.1 Theme 1: Recognition of Strengths

This theme explores how academic staff perceive the PM system's recognition of their
strengths in either research or teaching and learning. According to Equity theory,
employees get motivated and inclined to work harder when they perceive that they are
recognised in areas or tasks they perform with excellence (Bateman & Snell, 2015;
Indeed, 2023).

e Sub-theme 1.1:Strong in Research and Recognised

In this sub-theme, the participants identified research as their strength and indicated
that they generally felt that their efforts were recognized by the PM system, often
through high ratings, and ultimately, performance bonuses and incentives for their
research outputs. Another finding suggested that some participants have 50% strength
in teaching and learning and 50% in research. Interestingly, this group also confirmed
that they were happy with the recognition they received in the research area. Most
participants expressed that the recognition they receive for their excellence in their
area of strength encourages them to work harder to get more recognition. This finding
is in line with Adams's Equity theory principle, which posits that employees keep a
mental record that files every effort they put into their jobs versus what their
organisation offers them in return (Herzberg, 1966). This finding also aligns with the
Expectancy theory, which suggests that employees work harder if they believe and
know that their hard work will be recognised/rewarded, and if they find the recognition

or reward to be satisfactory (Vroom, 1964).

On the other side, this finding differs from the findings study by Kallio et al. (2014),
who found that most of the academic staff wish that their PM system would consider
and recognise their excellence in the design of quality and meaningful study material
rather than only their research excellence. Moreover, Molefe (2012) also revealed that
the academic staff want their PM systems to embrace aspects of knowledge and
subject mastery, student-lecture relations, and assessment procedures, and

recognise their excellence in those areas.
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e Sub-theme 1.2: Strong in Teaching and Learning, but Underrecognised

In this sub-theme, the participants indicated that their strength lies in teaching and
Learning KPA but often felt that this strength was not adequately recognised by the
PM system, which prioritises research. According to the participants, their teaching
roles, such as innovative teaching methods, student engagement, and providing
student mentorship, go unnoticed. This finding supports the findings of Fgrland and
Roxa (2024), who emphasise that HE institutions are struggling to elevate the value
and status of academic teaching. Further, this finding supports Chalmers's (2018)
argument that for many decades it has been acknowledged that there is a lack of
appropriate ways to reward and recognise excellent teaching, yet there is nothing has

been done to change that.

Chalmers's (2018) study was done in the USA, the UK, Europe, and Australia, and it
revealed that excellence in teaching and learning remains underestimated and poorly
recognised and rewarded. In this finding, the participants further cited the lack of
appropriate measures for teaching and learning to be the reason why measuring
teaching roles and rewarding their excellence is not taken seriously. They further
criticised the use of students' evaluations of teaching, stating that it is biased. This
claim supports the finding of Kreitzer and Sweet-Cushman (2021), who revealed that,
in addition to the bias in the student evaluation of teaching, this rating metric is merely
assessing the perceptions of the students on the course, rather than on the teacher.
The participants generally criticised using numbers to measure their performance in
teaching and learning, for example, the number of students in the class, the pass rate,
the number of modules taught, etc. They suggested that most of these measures are

beyond their control and, therefore, find using them in the PM system to be unfair.
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8.2.2.2. Theme 2: Imbalance between Research and Teaching

This theme highlights the perceived imbalance in how research and teaching are
valued and recognised by the PM system, with research often receiving more
attention. The study by Kenny and Fluck (2022) revealed that, although some HEIs
have institutional workload models, teaching, leadership, administrative, or
coordination roles were not considered in the PM system, negatively impacting the
academics’ overall performance. Two sub-themes emerged from this theme, namely,

overemphasis on research, and teaching excellence is underappreciated.

e Sub-theme 2.1: Overemphasis on Research

Most participants expressed that their PM system put too much emphasis on research.
While in the previous findings, the participants reported satisfaction with the
recognition/reward they get for their research outputs, in this finding, they emphasised
that they feel pressure to publish more. They indicated that the pressure resulted from
their PM system having attached more weight to the Research KPA, resulting in more
pressure on them to publish. However, the participants reported satisfaction with the
quantifiable measures used to measure research, as they know the exact reward for
publication upfront. Therefore, despite the pressure exerted on them, they can push
harder to publish more, chasing the reward. This finding supports the Expectancy
theory, which believes that employees work harder when guaranteed that they can
achieve the required outcome, and that the outcome will be recognised with an
attractive reward (Vroom, 1964). However, previous studies warn against putting too
much pressure on publications. Heterodox Academy (2023) and Vital and Ferreira
(2020) attribute the pressure on publication to the international university rankings,
which they viewed as “harassment” of universities. Johann et al. (2024) further state
that the pressure to publish can push the academic staff to find other means of getting
quick publications by focusing on journals known for “speed publication”,

compromising the quality of the university’s research outputs.

Another finding in this sub-theme is that some participants felt that uniformly rating
and rewarding all research outputs is unfair. They indicated that research output in the

form of a full book, a journal article, and a conference proceeding are all treated as
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equal research outputs in their PM system, while the participants view them as
different in terms of the workload involved, as well as the time it takes to complete
each. Some participants suggested quality metrics be added to their PM system to
differentiate among the three groups of research outputs. This finding substantiates
what The Conversation (2024) suggested to be included when measuring research
outputs: times cited, h-index, journal impact factor, and Scimago Journal Rank.

e Sub-theme 2.2: Teaching Excellence Underappreciated.

In this sub-theme, the participants indicated that despite their strengths in teaching,
they often felt that their contributions in this area were not sufficiently valued or
rewarded by the PM system. They cited issues of teaching large classes without
recognition, lack of feedback on teaching excellence, and inappropriate rating metrics
as major concerns. The participants further reported that they are often tempted to

shift their focus from teaching roles toward research, where recognition/reward is.

8.2.3 Interview Guide Question 3

As an academic staff member, do you think the PM system in your institution takes

into consideration your entire workload as an academic staff member? Elaborate.

Several codes emerged from the data in this question. One theme and two sub-themes
were created from the emerged codes, namely, inadequate recognition of full
workload. From this theme, unrecognized extra responsibilities and being overloaded

with teaching duties emerged as sub-themes were created.

8.2.3.1 Theme 1: Inadequate Recognition of Full Workload

This theme captures the participants' perceptions that the PM system does not fully
account for the entirety of their workload, in particular. The findings of Maimela and
Samuel (2016) revealed that the PM system for the academic staff lacked validity as
it failed to consider the entire workload. Moreover, due to the massification of HE,

academics are forced to teach increasingly more students from a shrinking resource
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base (Kiplangat et al., 2016), while the pay and other compensations for the academic
staff are not adjusted to respond to this massification (Victor & Babatunte, 2014).

e Sub-theme 1.1: Unrecognised Extra responsibilities

In this sub-theme, the participants expressed frustration that the PM system does not
acknowledge the additional roles they play outside their normal academic roles, such
as administrative duties, student counselling, or other non-teaching tasks. They cited
issues such as extra committee work being unacknowledged, outreach and
community work beingignored, and administrative tasks beingignored. The
participants further reported that they worked overtime due to the extra work that was
not contracted at the beginning of the year. They reported that there are a lot of
administrative tasks in each KPA in their PM system that are not counted. Some
participants complained about the community engagement roles that take many hours
to execute but are not considered in the PM system until there is a research output
from that project. They are concerned about the hours they spend traveling to attend
community engagement projects, but those hours are not recognised. This finding is in
line with the findings of Maimela and Samuel (2016), which revealed that the PM
system for the academic staff lacked validity as it failed to consider the entire workload.
This finding further supports the findings by Guarini, Magli, and Francesconi (2020),
who posit that the PM system for the academic staff is not designed in a way that
strikes a balance in measuring research, teaching, community engagement, and

academic citizenship.

e Sub-theme 1.2: Overloaded with Teaching Duties.

Most participants in this sub-theme noted that their teaching workload is excessively
high. They reported that their PM system does not account for the time and effort
required to manage large classes or multiple subjects. The teaching work overload
and uneven distribution of teaching workload were cited by many participants. The
participants further indicated that teaching many students in the class results in
managing too diverse student needs, which necessitates scheduling extra classes in

the evenings and weekends. Big classes further mean an excessive marking
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workload. The participants indicated that they do not have any problem with the
expanded workload, but they felt that it is an injustice and demotivating if these extra
efforts leave them with so much stress and a lack of work-life balance, yet they are not
recognised in the PM system. This finding concurs with Ross et al. (2023) and Yildirim
and Senel (2023). who found major demotivators to be factors such as heavy
workload, anxiety, and a deficiency of work-life balance. This finding also supports the
assumption made by Adam (1963) in the Equity theory. This theory suggests that
employees' motivation drops when they realise that the inputs they contribute to their
duties are more than the outputs they receive. The academic staff’s inputs include the
time, knowledge, credentials, interpersonal skills, and experience they bring to their
jobs, and the participants in this study indicated that all these should be embraced
when their performance is evaluated (ChaaCha, 2024; Molefe, 2012).

The participants in this study also reported that their workload is distributed unevenly,
which they find to be unfair. They stated that some teach bigger classes while
others teach smaller ones. This, according to the participant, affects their performance
in other KPAs, particularly in research, which is the only KPA that receives attention in
terms of measuring and rewarding. This finding suggests that the academic staff
with a high teaching workload have no time to do research, as it is consumed primarily
by the teaching, which is not recognised during the performance appraisal, while their
peers with smaller classes have adequate time to do research, publish, and get
rewarded. As a result, this translates into unfairness in the eyes of the participants.
This finding corroborates Adams (1963).

According to the Equity theory, to determine if they are treated equitably, employees
world start comparing themselves with the “other-inside”, that is, to compare their
outputs with colleagues in their institutions, or compare their current experience with
their previous experiences in other institutions (self-outside referral group), or make a
comparison between their input-out-put with employees outside their organisations
(self-outside referral group), or compare their input-input with those inside their
organisation (other-inside referral group). The findings in this study suggest that the
participants felt a sense of inequity after doing other-inside comparisons, hence
expressing a feeling of demotivation. Al-Suraihiet al. (2021) and BrightHR (2024 ) also

warn that if inequity is not addressed, it can trigger turnover, resulting in lost trust in
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the organisation’s leadership, leading to anincrease in absenteeism, poor

performance, or hostility towards colleagues, and ultimately, leaving the organisation.

To address the issue of inequality cited by the participants in this study, this finding
proposes a well-structured workload model for the academic staff to ensure fairness
in the distribution of workload. This concurs with Crisp (2022), who stated that
workload allocation models are encouraged as they can accurately quantify
everyone’s workload to enforce accountability. According to Crisp (2022), a workload
model can address inequality issues and ensure resource allocation efficiency.
Another proponent of a workload model is Nnadozie (2015), who argues that the
purpose of a workload model for the academic staff is to ensure that academic
workloads are distributed equitably and transparently. Moreover, Muramalla (2019)
cautions that favouritism or managerial prejudices in the workload distribution would
result in fallacies among the academic staff that will impact the effect of the work

culture in academic institutions.

8.2.4 Interview Guide Question 4

From the opinion you provided in the previous question, how does the current PM
system affect you in the following three aspects: Motivation to perform, Organisational

commitment, and Turnover intentions? Elaborate

Several codes emerged from this data in this question. Three themes and six sub-
themes (two sub-themes per theme) were created emerged, namely: Theme 1:
Motivation to perform, and two sub-themes were created, which are demotivation due
to lack of recognition, and positive motivation through Incentives. Theme 2: Theme 2:
Organizational commitment and the two sub-themes created from this theme are
emotional detachment due to unfairness, and organisational commitment despite PM
System Issues. Finally, Theme 3: Turnover Intentions, from which sub-themes:
considering leaving due to the PM System and staying despite the flaws were created.
The themes in this question reflect how academic staff perceive the impact of the PM

system on their professional lives.
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8.2.4.1 Theme 1: Motivation to Perform

This theme explores how the current PM system affects academic staff’'s motivation,
particularly regarding recognition, fairness, and workload distribution. According to
Akiki (2024), motivated academic staff are more satisfied and committed to their work.
Similarly, Mokgathi (2024) cited factors such as the lack of promotional opportunities

and inadequate compensation as the main demotivators for the academic staff.

e Sub-theme 1.1: Demotivation due to lack of recognition

In this sub-theme, most participants felt demotivated by the lack of recognition for their
efforts, especially in teaching, resulting in reduced enthusiasm for going beyond basic
job requirements. The participants stated that they work 24/7 without being recognised
during the performance appraisal. Some participants expressed that they are expected
to produce evidence of what they did during the performance appraisal if they claim to
qualify for a higher rating. Therefore, they find it impossible to prove their evening or
weekend teaching work. Some stated that even if they produced evidence in the form
of recordings and videos, they were dismissed by their line managers and told they
should stick to working within working hours. This finding confirms the complexity of
the academic work, as argued by Thompson (2024, p. 1647): “Understanding
teachers’ work, however, is a complex undertaking, and prior attempts have largely
been focused on the quantity rather than the intensity or quality of work required and

undertaken’.

This finding is also consistent with the findings of Nnadozie and Chinomona (2024),
who suggested that the dramatic increase in students’ headcounts with no adjustment
in the teaching staff numbers resulted in high workloads for the academic staff. Another
study by Kenny and Fluck (2022) revealed that most academic staff are overloaded
with work and cannot complete their tasks within the prescribed hours, indicating that
they do not find any relationship between their workload and their actual work.
Moreover, the findings in the study by Victor and Babatunde (2014) revealed that 60%
of the academic staff felt that they received inadequate recognition and incentives to
fuel motivation (2014). Additionally, Dlamini and Dlamini (2024) also emphasise that

the academic staff regularly experience emotions of being overburdened due to the
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extreme demands placed on them, which include heavy workloads, harsh deadlines,
and high expectations, which affect their well-being. To respond to this challenge,
Thompson et al. (2024) in their pilot study developed an app that can be used to
embrace the subjective nature of teaching work, as well as the impact of teaching

intensification on the academic staff.

The participants also expressed that because their extra effort cannot be captured
during the performance appraisal, it cannot be recognised, which is demotivating. This
finding concurs with the Expectancy theory, which suggests that when people know
that their effort will not be recognised and rewarded, their motivation drops, which
results in a drop in performance. Mansaray (2019) and Ryandini and Nurhadi (2020)
suggested that a conducive work environment that encourages and supports
employees should be created to enhance employees' levels of motivation. Similarly,
Dlamini and Dlamini (2024) and Herrity (2023) attributed a drop in employee
motivation to burnout, whereby an employee may feel both physically and mentally
exhausted because of good work that is not adequately recognised, stressful work

without regular intervals, and unrealistic workloads or deadlines.

Rahman et al. (2024) posit that high workloads and unbearable working conditions
were exacerbated during the Covid—19 era; This finding, therefore, proposes a positive
motivation to the academic staff, which refers to the process of inspiring employees
towards a higher level of performance, in this case with any form of recognition or
reward as suggested by Kumari and Kumar (2023). Enhancing motivation in the
academic staff is also stressed by Alfagira et al. (2017), who warn that demotivated
academic staff will drop their performance, which may subsequently influence the
quality of the university's graduates' performance and the university's status. However,
the Herzberg-Two-Factor theory warns that because different employees can be
motivated by different incentives/rewards, employees should be involved in discussing

which type of rewards they prefer (Herzberg, 1959).

e Sub-theme 1.2: Positive motivation through incentives

Most participants in this sub-theme noted that performance incentives, particularly for

research outputs, motivate them to excel, despite dissatisfaction in other areas of their
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work. They further indicated their satisfaction with how their research excellence is
measured. A reward in the form of conference funding was also cited as motivating.
This finding corroborates the findings of Millacci (2023), who indicated that when
people feel appreciated, other positive emotions such as motivation and loyalty are
triggered. Similarly, Zegullaj et al. (2024) emphasise that benefits, salary, and
relationships with peers are crucial for the motivation of the academic staff.

Hylenski et al. (2024) and Zhao et al. (2022) further emphasise that when employees
feel valued and their contributions are somehow recognised through tangible rewards
or verbal gratitude, they will be motivated to work hard. Another study by Zegullaj
(2024) also revealed that salaries and benefits, coupled with the relationship with
peers, prove to be great motivators for the academic staff. However, Pink (2011)
contends that the tricky aspect of external rewards is that they are like drugs, which
means the more employees get them, the more they will need them more frequently.
Souders (2020) also cautions that employees who value external rewards too much
could be signalling that an activity is undesirable. Therefore, it becomes crucial to
strike a balance between extrinsic and intrinsic rewards as the Herzberg-Two-Factor
theory suggests (Herzberg, 1959).

8.2.4.2. Theme 2: Organisational Commitment

This theme captures the participants' views on how the PM system influences their
attachment and commitment to their institution, focusing on fairness, workload, and
emotional connection. According to Allen and Meyer (1997), employees with high
affective commitment (AC) have a mindset of desire to remain in the organisation,
those with high normative commitment (OC) have a mindset of obligation to remain in
the organisation, and those with high continuance commitment (CC) have the mindset
of cost avoidance because of leaving the organisation. According to Inegbedion
(2022), the more employees are not happy with the external motivators, the more they

will be less satisfied, and have a low organisational commitment.
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e Sub-theme 2.1: Emotional detachment due to unfairness

Most participants reported emotional detachment due to perceived inequality in ratings
and bias in promotion opportunities. They indicated that only those who excel in
research get recognised, while those who excel in teaching are not recognised and
are overlooked by their institution for promotion opportunities. Most participants in this
finding expressed that their PM system is demotivating in the previous theme.
Therefore, the lack of motivation resulted in low organisational commitment. This
supports the findings of Bytyqi (2020), who revealed that low motivation among
employees results in low organisational commitment. Similarly, in the model of factors
that influence organisational commitment by Inegbedion (2022), extrinsic motivators
influence the employees’ organisational commitment. According to Inegbedion (2022),
the more employees are unhappy with external motivators, the less satisfied they will
be less satisfied, and their organisational commitment will also drop.

This finding supports the findings of the study of Jawaad et al. (2019), who examined
the role of HR practices such as recruitment and selection, reward and recognition,
work environment, and performance appraisal satisfaction, and they revealed a strong
effect of these HR practices on organisational commitment. This finding therefore
proposes fairness in the PM system that will further ensure a fair and equitable
distribution of rewards. This is also in line with Gordon (2022) and StudyCorgi (2022),
who emphasise the importance of procedural fairness among the staff. They suggest
that the procedures to arrive at specific HR decisions, e.g., rewards allocation and

promotions, should be done as consistently and fairness as possible.

e Sub-theme 2.2: High Organisational commitment despite PM system issues

Some participants in this sub-theme indicated that they remain committed to their
institution despite the flaws in the PM system, often because of other positive aspects,
such as relationships with students or colleagues. They expressed that their
organisational commitment is driven by the relationships with students and the strong
bond with their colleagues and the communities they serve. All they do is just a

minimum of work to avoid disappointing the students. This finding aligns with the
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findings of Jawaad et al. (2019), who found that the reward, recognition, and work
environment make employees feel more inspired and satisfied.
This finding suggests that the participants in this study are high in either continuance

or normative commitment, but low in affective commitment.

According to Meyer and Allen (1984), employees with high continuance commitment
can remain attached to the organisation because they enjoy positive relationships with
colleagues and clients, salary and benefits, and seniority. Similarly, employees with
high normative commitment stay in the organisation because of the good treatment
and rewards they enjoyed previously; therefore, they feel indebted to be in that
organisation. In other words, the participants in this study lack affective commitment,
which is the emotional and internal feeling of remaining in the organisation and chasing
the organisational goals through thick and thin. However, Ayari and Al-Hamagqi (2022)
and van der Werf (2023) caution that although continuance and normative committed
employees are unlikely to leave their organisation, that does not mean they will put

more effort into their work like they would do when high in affective commitment.

8.2.4.3. Theme 3: Turnover Intentions

This theme explores how the PM system impacts participants’ intentions to stay or
leave their institution, particularly in relation to job dissatisfaction and job security.
Previous studies revealed that the PM system can determine if employees stay or
leave their organisations (Belete, 2018; Musa et al., 2024; Sheikh et al., 2022).
According to Allen and Meyer (1997), employees’ turnover intentions depend on their
level of AC, NC, or CC.

e Sub-theme 3.1: Considering Leaving Due to PM System

Many participants expressed their intention to leave the institution due to frustrations
with the PM system, particularly how it fails to acknowledge their full efforts. They
reiterated unfairness in terms of favouritism, racial discrimination, and inconsideration
of the imbalance of the workload in their PM system, which raises their intentions to

leave their institutions. They indicated that they find no point in working for an
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organisation that does not care about their emotions and well-being, mentally,
physically, and financially. This finding concurs with the findings of Belete (2018), who
also revealed that rewards, job stress, and organisational commitment influence
employee turnover intentions. Similarly, the study by Sheikh et al. (2022) and Musa et
al. (2024) done among the academic staff in the one UK university and at Open
Distance Universities revealed that the participants were not satisfied with the way the
performance appraisal was carried out in their university, which led to a drop in
performance and ultimately engaging in turnover intention behaviours. Another study
done among the academic staff supporting study is the one by Saufi et al. (2021),
which revealed that work-life balance practices significantly reduce turnover intention.

e Staying Despite the Flaws

In this sub-theme, some participants choose to stay in their institution despite
dissatisfaction with the PM system, often due to job security, relationships, or hope for
improvement. The participants indicated that leaving their organisation does not cross
their minds because there are no employment opportunities out there. Some,
especially the older ones, indicated that even if they think of quitting their institution,
they cannot because of their old age. Some indicated that they stay with their
institutions because the PM system for the academic staff is faulty across universities.
This finding is in line with the studies of van der Werf (2023), who stated that
employees with high continuance commitment stay in the organisation only if there are
few employment opportunities out there. Kunze et al. (2021) and Soomro (2020)
further revealed that younger employees have high turnover intentions as compared

to older ones.

Another finding suggested by the participants in this study is that they do not intend to
leave their jobs despite their dissatisfaction with their PM system, due to the life
purpose their jobs give them. They indicated that they find a strong fit between them
and their institutions, students, and the community they serve. This is in line with the
job embeddedness theory, which believes that employees will develop less intention
to quit if employees feel that their jobs link well with their organisation, community, and
personal purpose in life (Futchs, 2022; Kraimer et al., 2012; Lee et al., 2004). This

finding, however, is in contrast with the findings of Bibi et al (2021) done among the
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academic staff in the UK, which revealed that the participants were not satisfied with
the way their performance appraisal was carried out in their university, which led to a
drop in performance, and ultimately engaged in turnover intention behaviours. This
implies that, although the participants in this study indicated dissatisfaction with their
PM system, they were still more connected to their institutions due to high
organisational commitments and strong job embeddedness.

8.2.5 Interview Guide Question 5

What is your overall opinion regarding the current PM system in your institution?

Several codes emerged from the data in this question. Two themes and four sub-
themes (two sub-themes per theme) were created from the emerging codes. Theme
1: Perceived unfairness and bias, as well as two sub-themes, namely, bias and
favouritism in ratings, and a one-size-fits-all approach, were created from this theme.
Theme 2: Positive elements of the PM system, from which two sub-themes were
created: good structure and transparency, and motivation through Incentives.

8.2.5.1 Theme 1: Perceived Unfairness and Bias

This theme highlights the participants' concerns about unfairness and bias in the PM
system, particularly in how performance is evaluated and rewards are distributed. The
common challenge of the PM process is the rating errors committed unintentionally
during the performance appraisal due to their subjective nature. (Aguinis, 2019;
Warnich et al., 2018). According to Gordon (2022) and StudyCorgi (2022), employees
will only regard the PM system as fair if they perceive the presence of distributive,

procedural, interactional, and informational justice.

e Sub-theme 1.1: Bias and Favouritism in Ratings

Most participants expressed frustration with perceived favouritism and bias in how line
managers assign performance ratings. Some participants cited that personal

relationships influence the performance appraisal outcomes greatly, while some felt

246



that the performance appraisal outcomes were tainted with racial discrimination. While
some felt that those in closer circles of the line manager received higher ratings during
the performance appraisal, some felt that those of the same race as the manager
received favourable outcomes. This finding is in line with the findings of Gouldsberry
(2023), who revealed that inconsistencies and prejudices in the evaluation process
can leave employees discontented and demoralised, especially if unworthy employees
are rewarded and acknowledged while more justified employees are left overlooked.
Mackenzie et al. (2019) attribute the prejudices and inconsistencies in the PM system
to its design. These authors argue that too ambiguous measures that use open
questions are more likely to rely on gender, race, and other stereotypes when deciding
on the ratings, instead of using thoughtfully agreed upon criteria that are consistent

across all employees.

Another finding in this sub-theme was a feeling of dissatisfaction with rating criteria in
the PM system. Some participants cited the use of inconsistent rating criteria. They
felt that some employees are rated high, while others are rated low for the same level
of performance, with no justification for the different ratings, which they find unfair. This
finding aligns with Aguinis (2019), who states that a PM system that follows unclear
rating standards and inconsistent measures is faulty and is perceived as unfair by
employees. In another study by Nyembwe (2014), half of the respondents expressed
dissatisfaction with how the final ratings were determined during the performance
appraisal process. Most of the respondents in Nyembwe's (2014) study further
reported that their performance appraisal process was subjective and that allocating

bonuses was not done transparently.

On the other finding in this theme, most participants indicated that the criteria used to
measure their performance are only quantitative, ignoring the qualitative nature of
some activities they perform. They expressed that measuring their research
excellence in the Research KPA by counting the research outputs in a particular period
is inadequate. They stated that relying only on numbers as assessment criteria to
measure the Research KPA encourages publication in dodgy journals. The
participants emphasised that relying on only numbers implies that all research outputs
are equal, regardless of whether they were published in a dodgy journal or a high-
impact journal. They expressed such a practice as unfair, as the PM system was failing
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to distinguish between good and poor performers. most participants proposed that the
PM system should use both quantitative and qualitative measures during the
performance appraisal. This finding concurs with Margherita (2022), who also
emphasised the inclusion of measures of quality when assessing excellence in

research.

According to Margherita (2022), the quality of research outputs can be measured by
checking the research impact in terms of, among other things, social significance,
scholarly exchange, trendsetting, community impact, scientific significance, etc.
Similarly, Murdoch University (2024) also emphasises that other quality measures
used to measure the quality of research are the h-index, cited reference search, author

identifiers, and many others.

In another finding of this study, the participants criticise the measuring of journal
articles, conference presentations, conference proceedings publications, and book
chapters of a complete book as equals. They indicated that the time taken to execute
each of these tasks varies; therefore, assessing them with the same rating metrics is
unfair. They suggested that a new rubric be used to measure each category of
research differently and allocate rewards/incentives in each category accordingly. This
is a new finding as no previous studies suggested these differentiations. Therefore,
this is another new contribution to the body of knowledge in assessing and
acknowledging research excellence on the academic staff.

The above findings in this sub-theme suggest that the perception of fairness plays a
central role in determining the effectiveness of the PM system in the university context.
This is in line with Aguinis (2019) who emphasises that the PM system for the
academic staff should measure and ensure fairness in the system by testing if the
existence of distributive justice (input-output equity), procedural fairness (the
procedure followed to arrive at performance appraisal’s outcomes), Interactional
justice (the respect of employees during the performance appraisal), and informational

justice (perceptions of clarity of performance expectation and feedback given).

e Sub-theme 1.2: One-Size-Fits-All Approach

248



Several participants criticised the PM system for using a one-size-fits-all approach,
which fails to account for differences in disciplines, workloads, and personal
circumstances. Most participants indicated that a PM system that follows a one-size-
fits-all approach is not suitable for evaluating employees' performance in different
disciplines. They indicated that research and teaching are approached differently
across disciplines, and therefore, they should be evaluated differently during the
performance appraisal. This finding, therefore, suggests that each faculty should have
its own rubric/template to measure research and teaching performance. There is no
previous study that reported a similar finding, which makes this finding a new
contribution to the body of knowledge in the PM system in a university context.

In the second finding of this sub-theme, the participants indicated that the one-size-
fits-all kind of PM system is inappropriate due to the high workload that is distributed

unevenly.

The participants reported working 24/7, executing their workload, and chasing
deadlines. This finding is in line with the findings of Kenny and Fluck (2022), which
revealed that many academic staff claimed they could not meet the requirements of
their academic roles within the stated working week. Barrett and Barrett (2008) also
claimed that, considering how the academic staff is central to the university's success,
it is crucial, “given the centrality of staff to the success of universities”, that the way
their workload is determined and evaluated should be given serious attention, which,
if not done, can cripple the organisation. However, Academ (2023) argues that with
different schools and departments often using their own workload models, it becomes

difficult to keep track of uniformity and objective workload allocations.

Most participants further reported uneven distribution of workload; they indicated that
there are those academics who teach several modules and those who teach a few
due to differences in the size of the faculties. They further stated that bigger faculties
have large numbers of students to teach; therefore, to manage them, extra classes
are scheduled for weekends and evenings. Accordingly, the participants indicated that
using the same performance evaluation rubric across employees regardless of
differences in the workload is unfair, as it will lead to equal rewards for unequal
work. They suggested that the PM system follow a differentiated performance
evaluation and standards to adapt to different workloads. This finding is in
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corroborates Adam’s (1963) Equity theory, which emphasises equity when assessing
employees’ work (inputs) and allocating resources (outputs). This theory emphasises
that the issue of uneven workload results in the unfair distribution of rewards.
According to this theory, an employee compares their input-output against those of
colleagues in their organisation to check if they are treated with equity, and if they
perceive an inequity, it can lead to a drop in motivation, unhappiness, and a reduced
work effort (Adams, 1963).

8.2.5.2 Theme 2: Positive Elements of the PM System

This theme captures the positive aspects of the PM system that participants identified,
such as its structure, transparency, and certain motivating elements like performance
bonuses. Hancock et al. (2018) argue that a PM system is regarded as good if: 1. It
links individual employees’ goals to those of the organisation, and places flexibility as
a priority, 2. It recognises the need to invest in managers’ development in coaching
skills to instill fairness traditions in their daily operations, and 3. It compensates for
outstanding performance while addressing average and poor performance. Moreover,
Cespedes (2022) suggests that a good PM system provides constructive feedback,
allows employee to give their inputs, and makes follow-ups after every performance

review.

e Sub-theme 2.1: Good Structure and Transparency

Some participants praised the overall structure of the PM system, noting that it
provides a clear framework for measuring performance, even if its implementation
could be improved. The participants reported that they were satisfied with the way their
PM is structured. They stated that their PM system is transparent in how their
performance goals are contracted during a two-way communication meeting. They
also stated they found a clear link between their performance goals, performance
measuring metrics, and job descriptions. This finding corroborates that of Govender
and Bussin (2020), who revealed that clear communication and employee
engagement regarding performance expectations/targets lead to a good reception of

the PM system by employees. According to these authors, communicating the
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organisational and departmental goals clearly to employees enhances their
understanding of the link between what they do and what departments and

organisations need to achieve for success.

This sub-theme further emphasises the importance of regular feedback to employees.
The participants expressed their satisfaction with the way the timeline for performance
reviews is structured in their PM systems. They indicated that they are told upfront
when their performance will be reviewed and how each KPA will be assessed. The
participants further reported that during the performance feedback session, they
received useful guidelines and development initiatives to help them improve their
performance. This finding is in line with CIPD (2022), which argues that if feedback is
regular, perceived as unbiased, and two-way, and the negative feedback is given most
constructively, it can lead to improved performance. Hirsch (2020) shares the same
view, arguing that successful feedback helps employees understand their strengths

and encourages and guides them to build on those strengths.

e Sub-theme 2.2: Motivation Through Incentives

Performance bonuses were identified to be at the center of their PM system by the
participants, especially those who excel in research. Most participants, especially
those strong in the Research KPA, expressed that their PM system is transparent
regarding rewardable performance in the research area. They further indicated that
due to this transparency, they can easily see a clear linkage between performance and
rewards. They expressed that, because the potential rewards are discussed at the
beginning of the year, therefore, they can align their performance accordingly to get
rewards. This finding is in line with HR Zone (2024) and Vroom’s Expectancy theory
(1960), which argues that incentives will motivate employees if they find
them attractive and add value to their lives. However, it is important to note that not
only can monetary rewards enhance motivation, but non-monetary rewards should
also be considered to accommodate every employee’s preference and lifestyle (HR
Zone, 2024; VVroom, 1960).
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8.2.6 Interview Guide Question 6

Given an opportunity to change the current PM system in your university, what
changes can you make? State why.

Several codes emerged from the data in this question. Two themes and four sub-
themes (two sub-themes per theme) were created from the emerging codes. Theme
1: Flexibility and specialisation, from which flexibility in KPA weighting was created as
a sub-theme. Theme 2: Recognition and development, with developmental

opportunities and training as a sub-theme,

8.2.6.1. Theme 1: Flexibility and Specialisation

This theme emphasises the participants' desire for a more flexible PM system that
accommodates individual strengths and the diverse nature of academic work.
Gilbertson et al. (2018) suggest that the academic staff be divided into two groups of
specialisations: researchers and teachers. These authors argue that permitting people
to specialise can improve the general performance of the academic staff as they will
be focusing on areas that they are good at, interested in, or passionate about. Work
specialisation is also supported by Madiedo et al. (2020), who posit that the more
workers specialise in doing specific tasks, they develop expertise in carrying out those

tasks.

e Sub-theme 1.1: Flexibility in KPA Weighting

The participants suggested allowing academic staff to allocate more weight to the
KPAs in which they excel. This would enable a focus on individual strengths and
preferences. This finding suggests that because the PM system originates from the
private sector, the HE institutions should benchmark with the private sector and
implement it similarly. The participants argued that, because among them some are
teachers at heart, while some are researchers, their work should be divided and
allocated to embrace their diverse strengths and preferences. Most of those in senior

positions (Full Professors, Associate Professors, and Senior Lecturers) indicated that,
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because of the vast experience they have in research, they wish they could be allowed
to focus only on research roles such as publications, conference attendance,

postgraduate supervision, etc.

They therefore suggested that the teaching workload be taken away from them and
be given to their juniors, i.e., Lecturers and Junior Lecturers. They argue that focusing
on what one is good at and loves will improve their performance. This finding supports
the findings of Chen (2023), who revealed that Full Professors were more satisfied
with the research work than with teaching work and therefore, suggested a reduction

in their workload.

The participants in the junior positions, i.e., Lecturers and Junior Lecturers, also
supported the idea of making them the teaching specialists by putting all teaching roles
on their shoulders. However, they placed three conditions forward: 1. They suggested
that the appropriate rating metrics to measure teaching and learning should be added
to the current PM system; and 2. They indicated that Teaching and Learning should
be acknowledged, attached with equal value as research, and recognised when
promotion decisions are made, and 3. They indicated that excellence in teaching roles
should be rewarded. This finding supports Equity theory, which suggests that
employees will always compare themselves with others, both internally and externally,
seeking to determine if they were treated equitably Adam’s, 1963). The significance of
fairness in the workplace is also emphasised by Kropp et al. (2022), who argue that
employees perform better and have a better work experience if they perceive that their

organisations treat them and their colleagues equally.

8.2.6.2 Theme 2: Recognition and development

This theme refers to the participants' emphasis on the need for better recognition of
academic staff's contributions and the focus on developmental opportunities for staff
improvement. One of the purposes of the PM system is developmental, which aims to
collect and analyse performance data to be able to recognise good performance while

improving poor performance (Aguinis, 2019; Giamos et al., 2025). The study by
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Giamos et al. (2025) found feedback to be an effective performance management
instrument to promote employees’ development and growth.

e Sub-theme 2.1: Developmental Opportunities and Training

Several participants emphasized the need for personal development plans and
training opportunities as part of the PM system, particularly for underperforming staff.
They indicated that even though they complete and submit personal developmental
plans each year, nothing is done regarding the improvement initiative for poor
performers. In other words, the participants see their PM system as punitive rather
than developmental, which blocks their career advancement. This finding suggests
that developmental training initiatives will result in performance improvement. This
supports the view of Moosa (2021), who argues that those employees who
underperformed during the performance appraisal should go through development
initiatives for improved future performance. ChaaCha (2024) emphasises that the
academic staff's competencies that need to be enhanced through training and
development initiatives include assessment skills, course design, corrective expertise,
epistemological cognition, knowledge, and pedagogy. According to ChaaCha (2024),
training and development of the staff should also focus on improving the personal
efficiency of employees in their core duties, which involve teaching, learning, research,
and academic citizenship.

8.3 CHAPTER SUMMARY

This chapter first presented the context of this study by reiterating the main aim of this
study. Secondly, the chapter discussed the findings of this study as presented in
the preceding chapter. Each theme and sub-theme that emerged from the data were
discussed in more detail. Each finding was discussed and compared with the findings
of the previous studies as per the previous literature. The new findings that emerged
from this study were also highlighted and will be discussed in more detail in the next
chapter. The following chapter (Chapter 9) presents the conclusions, limitations,

recommendations, and a revised PM system framework developed from this study.
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CHAPTER 9

SUMMARY, RECOMMENDATIONS, AND CONCLUSION

9.1 INTRODUCTION

This chapter presents a summary and conclusion of this study, specifically focusing
on the research design and method adopted, research findings with indications of how
they correspond with the research questions and objectives, the revised conceptual
model, and other significant findings. The chapter furthermore provides
recommendations focused on university management and government, as well as
recommendations for future studies. Finally, the contributions of the study as well as

its limitations are discussed. The concluding remarks are also made at the end.

9.2 RESEARCH DESIGN AND METHOD

This study followed the epistemological belief of the interpretivists, which states that
knowledge, hence reality, is diverse and situation-bound; and that there is no single
objective reality (Makmun, 2020). Further, an ontological stance of interpretivist
was also adopted, which views reality as subjective and different across individuals,
which emphases. Therefore, a qualitative research approach was considered
appropriate. This study was cross-sectional research, as it collected and analysed
qualitative data at a single point in time, to examine the attributes or differences of a

group at a particular point in time.

The nature of this study is exploratory and descriptive as it gathered the participants’
viewpoints regarding their PM system through recorded interviews and provided
detailed descriptions of the phenomena being studied based on the direct participants’
responses. A multiple-case, embedded design (collective case study) was adopted,
and the researcher sampled seven public universities. Thirty (30) academic staff
members were purposively sampled and participated in this study. A Snowball
sampling technique was used when a challenge of getting more participants arose,

whereby the researcher requested each participant to share the recruitment email with
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their peers and encourage them to participate. A semi-structured interview via
Microsoft Teams was used to collect data. Data was recorded and transcribed

simultaneously via Microsoft Teams. Data was analysed through a thematic analysis.

9.3 SUMMARY OF THE RESEARCH FINDINGS

The discussion below provides a summary of research findings with specific reference
to the research questions (RQ), which were guided by the objectives of the current
study and the integrated PM system framework based on the findings. Other pertinent
findings are also presented.

9.3.1 The research questions

The main question of this study was: How do the current PM systems adopted by
public universities affect employees’ motivation, organisational commitment, and
turnover intentions as perceived by the academic staff? To address this main question,
six research questions were addressed, and the discussion below focuses on these

research questions.

RQ 1. What are the key elements and dimensions of an effective PM system

as perceived by the academic staff in the university context?
In this question, the participants expressed that the PM system is effective when
transparent and clear. They emphasised the following elements as key to the

effectiveness of the PM system:

o Clear communication of expectations. The participants highlighted the

importance of consultation and awareness of the PM system. They stated that
imposing the system on them results in cynicism and rebellion from them. This finding
supports the findings of Govender and Bussin (2020), who also stress that to ensure
that the PM system is effective, employees must be engaged for their inputs and
feedback regarding the system. This finding further corroborates Singh et al. (2023),
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who also stress the importance of the teaching staff's sound understanding of the

performance evaluation standards, processes, and expectations.

o Performance Contracting and Feedback. In this finding, the participants

emphasised the importance of performance contracting and continuous feedback in
the effectiveness of a PM system. They indicated that performance contracting gives
a sense of accountability when executing their duties. This finding concurs with the
findings of Nyongesa and Westhuizen (2023), who state that performance contracting
promotes employee accountability by linking performance evaluations to
predetermined goals. This finding also supports the argument of Moosa (2021), who
stated that for performance contracting and feedback to be effective, they must be

done jointly with employees and allow employee input in the process.

. Fairness and equity. The participants emphasised that consistency in applying

evaluation criteria in the same faculty, department, and academic position, and
equitable evaluations to ensure fairness and reliability, is key in the PM system. This
finding aligns with Aguinis (2019), who recommends consistency and reliability as
characteristics of a good and effective PM system. The participants also indicated that
equitable and fair performance evaluations contribute to the effectiveness of the PM
system, which is consistent with the findings of Gouldsberry (2023), who revealed that
evaluating employees equally regardless of personal characteristics while using

standardised rating metrics ensures fairness in the PM system.

o Avoiding Bias and Subjectivity. The participants emphasised the importance of

objectivity and honesty in the performance evaluation process to maintain trust and
integrity in the PM system. They stressed that eliminating personal biases in the
ratings, as well as the ability of reviewers to distinguish between personal and
professional relationships, ensures objectivity in the PM system. This finding supports
many studies that stress fairness and subjectivity as important pillars of the PM system
(Aguinis, 2019; Gordon, 2022; Hancock et al., 2018; & StudyCorgi, 2021). However,
Moosa (2021) and Scribbr (2023) hold that the primary challenge of the PM system is

its subjective nature.
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Therefore, based on the findings summarised above, it can be confirmed that Question

1 has been answered.

RQ:2. Which principles guide the development of an effective PM system

framework according to the academic staff?

o Customisation and Flexibility of the PM System. The participants expressed

that the PM system should be flexible enough to accommodate the differences in roles,
disciplines, and workloads across the university. They indicated that a one-size-fits-
all kind of PM system is inappropriate in the university context. They emphasised that
the rating metrics used to rate performance in each KPA should be specific and tailored
for each faculty, department, and academic post level. This finding supports the
findings of ChaaCha (2024) and Molefe (2012) in who found aspects of lecturers’
inputs, subject mastery, lecturers’ lecturer-student relationship, communication skills,
organisational skills, and assessment skills as basic requirements for the effectiveness
of a PM system in a university. According to Molefe’s (2012) model, a standardised
PM system that does not consider the differences in these aspects is questionable and

unfair to the academic staff.

o Flexibility in Workload and Expectations. The participants emphasised that

flexibility in workload allocation and performance expectations is critical, particularly in
recognising the diverse workload distribution contributions of the academic staff. They
expressed a need for an adjustable workload in each KPA and flexibility in performance
expectations. They stated that the expectations should be flexible to accommodate
individual capacity and strength. The participants also emphasised that their
performance expectations should accommodate the unexpected changes in workload
due to unforeseen circumstances and issues that concern the work-life balance. The
finding corroborates the findings of Aguinis (2023) that revealed that, although the
process of setting performance goals and expectations is standardised and viewed as
fair to everyone, it becomes unfair if it fails to adapt to unforeseen circumstances.
According to Aguinis (2023), the performance expectations set before unforeseen
circumstances should be seen as obsolete, and new performance goals and

expectations should be considered.
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o Unrecognised Extra responsibilities. The participants expressed frustration that

the PM system does not acknowledge the additional roles they play outside their
normal academic roles, such as administrative duties, student counselling, or other
non-teaching tasks. This finding is in line with the findings of Maimela and Samuel
(2016), which revealed that the PM system for the academic staff lacked validity as it
failed to consider the entire workload. This finding further supports the findings by
Guarini, Magli, and Francesconi (2020), who posit that the PM system for the
academic staff is not designed in a way that strikes a balance in measuring research,

teaching, community engagement, and academic citizenship.

o Overloaded with Teaching Duties. The participants reported that their PM

system does not account for the time and effort required to manage large classes or
multiple subjects. To address the inequality cited by the participants in this study, this
finding proposes a well-structured workload model for the academic staff to ensure
fairness in the distribution of workload. This concurs with Crisp (2022), who stated that
workload allocation models are encouraged as they can accurately quantify
everyone’s workload to enforce accountability. According to Crisp (2022), a workload
model can address inequality issues and ensure resource allocation efficiency.

o Recognition _and rewards. The participants expressed the importance of

recognizing and rewarding academic staff for their contributions, particularly in
motivating and retaining high performers. They emphasised the need for the PM
system to value both teaching and research equally, ensuring that all contributions are
recognised. This study found that the participants understand that teaching and
research are core to the university; hence, they deserve the attention they currently
get. However, the participants stressed that for the PM system to be effective, the
teaching and research roles should receive equal recognition. This finding suggests
that, as much as research outputs count towards a promotion, teaching excellence
should also be recognised. This view supports the study of Mushemeza (2016) and
Kenny and Fluck (2022), who found that the academic staff, especially those at lower
positions, would like teaching and grading students to be considered when promotion

decisions are made to strike a balance between research and teaching.
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o Incentives and Motivation. Most participants indicated that their PM system is

aligned with incentives, such as performance bonuses, which serve as a crucial
motivator. This finding suggests that most academic staff draw motivation from
external factors such as money. The finding validates the findings of Abbas et al.
(2021), who found the financial rewards to be rated high as a motivator. However, Ji
et al. (2023) caution that monetary rewards do not automatically motivate. The scholar
argues that for monetary rewards to motivate, there must be an incentive structure
that ensures equity across employees in specific positions, or else employees will view

it as unfair and adopt a negative attitude towards their work.

o Internal motivation. The participants indicated that they will be motivated if their

PM system can acknowledge their outstanding performance through career
advancement and grant them opportunities for professional development. This finding
is in line with the Herzberg Two-Factor Theory, which argues that employees obtain
motivation internally, and not externally. According to this theory, motivating factors
include factors such as the content of their jobs, a sense of responsibility,
advancement, and personal growth in their jobs (Alshmemri et al., 2017). Similarly, the
study by Abbas et al. (2021) also found that employee appreciation through gestures
such as monthly employee of the year awards and monthly performance reviews to

appreciate high achievers are great motivators.

Therefore, based on the findings summarised above, it can be confirmed that Question

2 has been answered.

RQ:3. How does the PM system influence employee motivation as perceived by

the academic staff in the context of a university?

In this question, the participants indicated some level of motivation and lack of

motivation in their PM system.

o Demotivation due to a lack of recognition. Most participants felt demotivated by

the lack of recognition for their efforts, especially in teaching roles, leading to reduced
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enthusiasm for going beyond basic job requirements. They stated that they find it
impossible to prove the teaching they do outside the prescribed working hours. As a
result, they have nothing as evidence for their teaching work to produce during their
performance appraisal, ending up with low or average ratings, leading to low
motivation. This finding confirms the complexity of the academic work, as argued by
Thompson (2024, p. 1647): “Understanding teachers’ work, however, is a complex
undertaking, and prior attempts have largely been focused on the quantity rather than

the intensity or quality of work required and undertaken”.

Moreover, the study by Kenny and Fluck (2022) also revealed that most academic staff
are overloaded with work and cannot complete their tasks within the prescribed hours,
indicating that they do not find any relationship between their workload and their actual
work. This finding further concurs with the Expectancy theory, which suggests that
when people know that their effort will not be recognised and rewarded, their
motivation drops, which leads to a drop in their performance. Mansaray (2019) and
Ryandini and Nurhadi (2020) suggested that a conducive work environment that
encourages and supports employees should be created to enhance employees' levels
of motivation. Similarly, Dlamini and Dlamini (2024) and Herrity (2023) attributed a
drop in employee motivation to burnout, whereby an employee may feel both
physically and mentally exhausted because of good work that is not adequately
recognised, stressful work without regular intervals, and unrealistic workloads or

deadlines.

Enhancing motivation in the academic staff is also stressed by Alfagira et. al (2017)
who warn that demotivated academic staff will harm their performance, which may
subsequently influence the quality of the university's graduates' performance, and the
university's status. However, the Herzberg-Two-Factor theory warns that because
different employees can be motivated by different incentives/rewards, employees

should be involved in discussing which type of rewards they prefer (Hertzberg, 1959).

o Positive motivation through incentives. Most participants in this sub-theme

noted that performance incentives, particularly for research outputs, motivate them to
excel, despite dissatisfaction in other areas of their work. They further indicated their

satisfaction with how their research excellence is measured. A reward in the form of
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conference funding was also cited as motivating. This finding corroborates the findings
of Millacci (2023), who indicated that when people feel appreciated, other positive
emotions such as motivation and loyalty are triggered. Similarly, Zegullaj et al. (2024)
emphasise that benefits, salary, and relationships with peers are crucial for the

motivation of the academic staff.

Hylenski et al. (2024) and Zhao et al. (2022) further emphasise that when employees
feel that they are valued and their contributions are somehow recognised, either
through tangible rewards or verbal gratitude, they will be motivated to work hard.
Another study by Zegullaj (2024) also revealed that salaries and benefits, coupled with

the relationship with peers, prove to be great motivators for the academic staff.

However, Pink (2011) contends that the tricky aspect of external rewards is that they
are like drugs, which means the more employees get them, the more they will need
them more frequently. Souders (2020) also cautions that employees who value
external rewards too much could be signaling that an activity is undesirable. Therefore,
it becomes crucial to strike a balance between extrinsic and intrinsic rewards as

the Herzberg-Two-Factor theory suggests (Herzberg, 1959).

Therefore, based on the findings summarised above, it can be confirmed that Question

3 has been answered.

RQ:4. How does the PM system influence the organisational commitment as

perceived by the academic staff in the context of a university?
In this question, the participants expressed how the PM system influences their
attachment and commitment to their institution, focusing on fair evaluation, workload

distribution, and emotional connection.

o Emotional detachment due to unfairness. Most participants reported emotional

detachment due to perceived inequality in ratings and bias in promotion opportunities.
They indicated that only those who excel in research get recognised, while those who
excel in teaching are not recognised and are overlooked by their institution for

promotion opportunities. The participants in this finding expressed that their PM
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system is demotivating in the previous theme. Therefore, the lack of motivation
resulted in low organisational commitment. This supports the findings of Bytyqi (2020),
who revealed that low motivation among employees results in low organisational
commitment. Similarly, in the model of factors that influence organisational
commitment by Inegbedion (2022), extrinsic motivators are considered influential on
the employees’ organisational commitment. According to Inegbedion (2022), the more
employees are unhappy with the external motivators, the less satisfied they will be

less satisfied, and their organisational commitment will also drop.

o High Organisational commitment despite PM system issues. Some participants

in this finding indicated that they remain committed to their institution despite the flaws
in the PM system, often because of other positive aspects, such as relationships with
students or colleagues. They expressed that their organisational commitment is driven
by the relationships with students and the strong bond with their colleagues and
the communities they serve. All they do is just a minimum of work to avoid
disappointing the students. This finding corroborates the findings of Jawaad et al.
(2019), who found that the reward, recognition, and work environment make
employees feel more inspired and satisfied. This finding suggests that the participants
in this study are high in either continuance or normative commitment, but low in
affective commitment. According to Meyer and Allen (1984), employees with high
continuance commitment can remain attached to the organisation because they enjoy
positive relationships with colleagues and clients, salary and benefits, and seniority.
Similarly, employees with high normative commitment stay with the organisation
because of the good treatment and rewards they enjoyed previously; therefore, they
feel indebted to be in that organisation. In other words, the participants in this study
lack affective commitment, which is the emotional and internal feeling of remaining in

the organisation and chasing the organisational goals through thick and thin.

Therefore, based on the findings summarised above, it can be confirmed that Question

4 has been answered.
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RQ:5. How does the PM system influence turnover intention as perceived by

the academic staff in the context of a university?

In this question, the participants expressed how their PM system triggers their turnover
intentions behaviours. They indicated that the PM system affects them in two ways:

o Considering Leaving Due to PM System. Many participants expressed their

intention to leave the institution due to frustrations with the PM system, particularly in
how it fails to acknowledge their full efforts. They indicated that they find no point in
working for an organisation that does not care about their emotions and well-being,
mentally, physically, and financially. This finding concurs with the findings of Belete
(2018), who also revealed that rewards, job stress, and organisational commitment
influence employee turnover intentions. Similarly, the study by Sheikh et al (2022) and
Musa et al. (2024) done among the academic staff in one UK university and at Open
Distance Universities revealed that the participants were not satisfied with the way the
performance appraisal was carried out in their university, which led to a drop in
performance and ultimately engaging in turnover intention behaviours. Another study
among the academic staff supporting this study is Saufi et al. (2021), which revealed

that work-life balance practices significantly reduce turnover intention.

o Staying Despite the Flaws. This finding revealed that some participants choose

to stay in their institution despite their dissatisfaction with the PM system, often due to
job security, relationships, or hope for improvement. The participants indicated that
leaving their organisation does not cross their minds because there are no
employment opportunities out there. Some, especially the older ones, indicated that
even if they think of quitting their institution, they cannot because of their old age.
Some indicated that they stay with their institutions because the PM system for the
academic staff is faulty across universities. This finding is in line with the studies of
van der Werf (2023), who stated that employees with high continuance commitment
stay in the organisation only if there are few employment opportunities out there.
Kunze et al. (2021) and Soomro (2020) further revealed that younger employees have

high turnover intentions as compared to older ones.
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. Strong employee-job fit. Another finding suggested by the participants in this

study is that they do not intend to leave their jobs despite their dissatisfaction with their
PM system, due to the life purpose their jobs give them. They indicated that they find
a strong fit between them and their institutions, their students, and the community they
serve. This is in line with the job embeddedness theory, which believes that employees
will develop less intention to quit if employees feel that their jobs link well with their
organisation, community, and personal purpose in life (Futchs, 2022; Kraimer et al.,
2012; Lee et al., 2004).

Therefore, based on the findings summarised above, it can be confirmed that Question
5 has been answered.

9.3.2 Other relevant findings

During the analysis, some important information emerged from the participants across
universities, which, even though they could not form part of the key findings, can help
in understanding the effect of the PM system on the academic staff's motivation,
organisational commitment, and turnover intentions. From the researchers’ view, if
included in the revised PM system framework developed in this study, it will enhance

good management of the academic staff’'s performance.

9.3.2.1. Appeal process in the PM system

Some participants indicated that the appeal process should be included in the PM
system. According to these participants, the appeal process would help resolve
disagreements between the line manager and the employee
regarding the ratings allocated. This finding is consistent with Aguinis (2019), who
stressed the importance of the appeal process to resolve any conflict resulting from
disagreements between the manager and employee regarding the performance

appraisal outcomes.

9.3.2.2. PM to consider the geography of universities
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Some participants indicated that the PM system for rural and urban universities should
not be the same. These participants expressed that students in urban and rural-based
universities differ in many ways, e.g., home backgrounds, resources in universities,
ability of students to use technology, readiness for university, student numbers, etc.
As a result, the academic staff in these two geographic universities have different
workloads in terms of student numbers and preparing students to learn higher
education; therefore, they proposed that the PM system in the universities in these two
geographic areas should not be the same. This finding concurs with Du Plessis and
Mestry (2019), who found that students based at rural universities are marginalised
academically, socially, and historically, deprived of access to valuable education
compared to their urban counterparts, which poses a risk to their educational
development. Similarly, the academic staff who participated in the study of Alqahtani
et al. (2023) cited factors such as poor internet connectivity and the inability to trace
students’ participation as barriers to online teaching. Therefore, this finding suggests
that a different PM system should be used for the academic staff in urban and rural

universities.

9.3.2.3 Consideration of involvement in different NQF levels

The participants indicated that the academic staff involved in undergraduate and
postgraduate modules should be assessed differently. They emphasised that setting
the same performance goals and targets when the modules/courses are pitched at
different NQF levels is not fair, as the work involved in teaching at each level is
different. Therefore, this finding suggests that a different PM system be used to assess
the performance of the academic staff teaching modules at different NQF levels in
urban and rural universities. There are no previous studies that support this finding;

therefore, this finding contributes to the body of knowledge.

9.3.2.4. A stable and organised PM system

Some participants stressed that their PM system is not done consistently. They
indicated that their PM system is done haphazardly, that their performance gets

reviewed in a specific year, and not done in the next year or two, with no explanation.
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They further indicated that in some years, they get rated at the end of the year without
performance contracting done at the beginning of the year. The participants reported
confusion with this practice, citing that they do not know if they are on the right track.
This finding corroborates the findings of Sharma (2021), who stresses that through
the PM system, a performance gap can be identified, and training and development
interventions can be brought in to address it, which can enhance the achievement of

individual and organisational goals.

9.3.2.5. Consuiltation at the PM system design phase

The participants emphasised the need to involve the academic staff in the design of
their PM system, the deliverable/performance goals of each KPA, how each activity
will be measured, and how outstanding performance will be rewarded in each KPA.
They indicated that giving some inputs in the PM system design would enhance their

understanding of how the system works and improve its effectiveness.

9.3.2.6. An additional key performance area

Some participants indicated that there are plenty of tasks that they do, yet are not
accommodated in their PM system. They therefore suggested that an extra KPA
should be added to the current PM system. According to these participants, the extra
KPA would help them report activities outside the current traditional KPA, but they
have no slot to report. They expressed that this would enable the junior staff members
to sell their competencies and build their profiles for promotion purposes in the future.
There is no previous study to support this finding; therefore, this finding is a new

contribution to the body of knowledge.

9.3.2.7. Postgraduate Supervision to count as Research Output

Some participants indicated they spend a lot of hours and effort on Masters and
Doctorate supervision, but that does not count or is not recognised as research in our
PM system. It counts as teaching, with no recognition at all. Therefore, since teaching

is not recognised, they wish postgraduate supervision could count as research so that
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they can receive recognition received by those who excel in research. There is no
previous study to support this finding; therefore, this finding is a new contribution to

the body of knowledge.

9.3.2.8. Assess face-to-face and online teaching differently

Some participants teaching indicated that online and face-to-face teaching are two
different tasks, each with a unique complexity. They therefore suggested a different
PM system to measure performance in each teaching mode. This finding is consistent
with the findings of Algahtani et al. (2023) and Molokomme (2024), which revealed
that the academic staff teaching online courses, particularly in rural-based universities,
face challenges such as poor internet connectivity, the inability to trace students’
participation, and ensuring the authenticity of assessments, affecting their work
negatively. Therefore, this finding suggests that a different PM system should be used

for the academic staff in urban and rural universities.

9.3.2.9. Overtime Payment

The academic staff indicated that due to the huge workload, they work 24/7 because
they cannot complete their tasks within the specified working hours. They suggested
that they should be recognised and paid overtime. They stated that they perform most
of their work outside working hours, but do not get any recognition or overtime
payment. This finding supports the findings of Palgan (2024), who revealed that the
large number of students entering HE, more workload, and unpaid overtime push

university academics to the breaking point.

9.3.2.10. Differentiated assessment between main and co-supervisor

The participants suggested that the co-supervision and main supervision should be
assessed using different metrics due to the different responsibilities each has in the
supervision work. There is no previous study to support this finding; therefore, this
finding is anew contribution to the body of knowledge of human resource

management.
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9.4 THE PM FRAMEWORK

Based on the findings of this study, a new framework for reviewing the university
academic staff to ensure enhanced motivation, high organisational commitment, and
minimised turnover intentions was developed. The new framework is illustrated in

Figure 20.

Figure 20

An integrated PM system for a public university
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9.4 LIMITATIONS OF THE STUDY

Firstly, a qualitative research design is known to be subjective (Bertram &
Christiansen, 2018), therefore, there was a risk of bias on the part of the researcher in
this study. As a qualitative researcher and an academic staff member, the researcher
found it difficult to detach herself from the inquiry. This means the subjectivity of human
nature could have overshadowed and influenced the conclusion reached in this study.
Such a bias risk is emphasised by McCall (2024 ), who states that since the researcher
plays a pivotal role during the collection and interpretation of data, the conclusions are

contaminated by their thoughts and viewpoints.

Secondly, this study cannot be generalised. There are 26 public universities in South
Africa, scattered across the nine provinces. Because the main purpose of conducting
qualitative research is to gain a deeper understanding of human behaviour,
experiences, and perspectives, a small sample was suitable for obtaining in-depth and
rich data (Creswell, 2003; McCall, 2024). Consequently, studying only seven
universities in six provinces in South Africa is insufficient to declare this study

transferable to other public universities. South African

Thirdly, the method used to collect data could have affected the research findings.

research findings. Although using a semi-structured questionnaire permits qualitative
researchers to probe responses for more clarity from the participants, it has some
drawbacks (McCall, 2024). One of the drawbacks that affected this study is that the
interview context itself essentially influenced the data collected, therefore, the analysis
and interpretation disregarded the nitty-gritty about the phenomenon known by the

participants but not shared, as it is not part of the questions.

Fourthly, the researcher was a beginner in conducting qualitative research, including
interviews, data analysis, and presentation of qualitative findings. To curtail this
limitation, the researcher enrolled in relevant training and seminars to enhance her
qualitative research skills before starting with the actual interviews and data analysis.

Moreover, an external co-coder was roped into this study to assist the researcher
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in qualitative data analysis. However, the role of the co-coder was solely that of quality
assurance, where the researcher would start the analysis process and hand it over to
the co-coder for confirmation. This study was also supervised by an experienced
professor who had previously supervised qualitative doctoral students to completion.
Additionally, the researcher consulted other qualitative researchers throughout the

study where necessary.

Fifthly, the participants and the participating universities were treated as
homogeneous groups. This means data was not analysed for each university or a
specific academic job rank. The reason was that the PM systems used in public
universities in South Africa are more or less the same for the academic staff across
the academic post ranks. Further, the researcher aimed to obtain an in-depth
understanding of the PM system at public universities through the academic staff's
perspectives and experiences, and not to contrast these systems. The researcher
thinks the findings could be different if the universities were categorised and data from
each university were analysed separately and compared. The findings could be
different if the data analysis were done on each post rank from each university and

contrasted with the same rank across universities.

9.5 CONTRIBUTION OF THE STUDY

This study made invaluable contributions which can be that this study has made in this
study can be categorised into three, namely, theoretical contributions, empirical
contributions, and practical contributions. The three contributions are discussed in

more detail below.

9.5.1 Theoretical contribution

The findings of this study contribute to the body of human resource management in
the context of public universities. The findings of this study confirm the findings of
many other studies that reported the complexity of measuring teaching and learning,
and that, accordingly, this role is under recognised and overlooked when it comes to
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incentives and rewards. This study concluded that the current PM system adopted by
universities is faulty and affects the academic staff's motivation and organisational
commitment negatively. Therefore, this study contributes theoretically by proposing a
PM framework that could assist in minimising the challenges of the existing PM

system.

This study leads to the conclusion that the PM system for the academic staff at the
university should embrace teaching and research equally and ensure that suitable and
accurate rating metrics are used when evaluating these roles, as they are both core
business of the university. Further, universities must adopt a PM system that treats
both research and teaching academics equally in terms of rewards to ensure fairness
and equity in the institutions of higher learning. Finally, the study proposes a framework
to explain key elements that need to be incorporated into the PM system for the

academic staff in public universities.

9.5.2 Empirical contribution

The qualitative research approach adopted in this study made it possible to uncover,
in-depth, the perceived challenges of the existing PMS. The findings of this study
indicated that there are two types of academics in universities: research specialists
who excel in research and teaching specialists who excel in teaching. The findings of
this study, therefore, suggested a differentiated PM system to recognise excellence in
both academic roles, since they are both the core business of the university. The study
also suggested a differentiated PM system across faculties and departments to
accommodate their differences and uniqueness in terms of size and how teaching and

research are approached.

The findings further suggested the inclusion of qualitative rating metrics to measure
teaching and move away from the current numeric metrics used. As much as research
excellence is measured and recognised with rewards in the PM system (incentives
paid for each research output), the findings of this study suggested that teaching
excellence should also be measured and rewarded if the PM system is to be regarded

as fair and equitable. The study revealed that when assessing the academic staff
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performance, the PM system should be guided by the workload model. The workload
model will help to ensure fairness and equity in the PM system, as it will measure
employees based on the exact workload they carry out. Finally, the study confirmed
the motivational theories that guided this study and further added to the turnover

theory, namely, the job embeddedness theory.

9.5.3 Practical contribution

To ensure that the PM system in the public university is effective, continuous
communication with the academic staff is crucial. When designing a PM system, the
human resource department should first consult the academic staff to determine in
which KPA they would want to specialise, then allocate more weight to where their
passion and excellence lie. Both research and teaching roles should be seen as
invaluable to the universities and rewarded equally. Although the findings of this study
are inconclusive regarding rating metrics to measure the Teaching KPA, the use of
numbers to measure this KPA is regarded to be inappropriate, and more qualitative
measures should be designed and added to the current PM system. To ensure fairness
and equity in the PM system, faculties and departments should design a workload
model to ensure that the workload is allocated evenly. Finally, the new PM framework
for public universities developed in this study can be implemented to strike a balance
between research and teaching excellence for more enhanced motivation and

organisational commitment, while turnover intentions are minimised.

9.6 RECOMMENDATIONS

The findings of this study led the researcher to make three recommendations:
recommendations for future research, recommendations for university management,
and recommendations to the government. These recommendations are discussed

below.
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9.6.1 Recommendations for future research

First, a qualitative interpretive case study design was adopted in this study. Qualitative
researchers are inherently interpretive; as a result, data interpretation can differ from
researcher to researcher. Accordingly, this study can investigate PMS relying on a
positivist research philosophy to confirm the current findings. Thus, for research
findings to be generalizable, a quantitative positivist design can be adopted using
bigger samples and enhanced probability sampling, where everyone in the population
has a high chance of participating in the study. Furthermore, because quantitative
design collects data using questionnaires, a self-administered questionnaire is
recommended in future studies to collect data from a large sample by allowing the
participants to complete it at their own time, space, and pace.

Future research can adopt a pragmatist research philosophy, which can allow
researchers to explore PMS using different research methods. Future studies could
also approach data analysis differently. Universities participating and the participants
could be categorised as heterogeneous groups and analyse data separately. Data
could also be analysed as per academic post ranks separately, rather than collectively
as done in this study. The findings from different academic post levels could further be

contrasted across the universities under study.

Although a revised PM system framework for the academic is developed from the
findings of this study, a quantitative study is required to develop the measurement
scale and test it empirically. A confirmatory factor analysis would thus validate the key

elements of the framework.

9.6.2 Recommendations for public university management

From the summary of the findings discussed earlier, the following recommendations
have been articulated for possible implementation by management in South African

public universities:
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e The findings exposed the importance of transparency and communication in the
design and implementation of a PM system. The academic staff needs to be
consulted when the PM system is designed, and during the implementation, there
should be continuous communication, particularly during the performance goals
and targets setting, and when communicating feedback. Fairness and objectivity
are crucial building blocks in the PM system, and if perceived by the academic staff,

there will be a sense of equity and improved performance.

o A differentiated PM system is recommended for the academic staff rather than the
one-size-fits-all approach currently adopted. A customised PM system adaptable to
different disciplines and faculties to accommodate their uniqueness will improve the
reception of the PM system by the academic staff. Further, a consideration of
individual differences in the PM system will enhance employee performance, as
each employee would focus on duties and tasks that they have a passion for. The
academic staff who are passionate about and good at research should be given
more research work and less in other key performance areas, and those with a
passion for teaching and who are good at it should also be allocated more teaching

work and less in other key performance areas.

e Workload distribution should form part of the performance appraisal. A workload
model should be used to ensure that the academic staff workload is balanced and
that the work-life balance is maintained. Although the academic job is seen as a
calling, any form of incentives or rewards goes a long way in motivating the
academic staff. Therefore, the PM system should be linked to rewards for
outstanding performers. When rewarding outstanding performance, excellence in
both the core business of the university, namely, teaching and research, should be
equally recognised. This will instil a feeling of equity and ultimately enhance

motivation and performance.

e The current PM system in public universities affects motivation and organisational
commitment negatively. Low motivation and organisational commitment presented
in the findings mean the academic staff’'s morale is low, which affects the quality of
their performance. Although the findings indicated that the academics do not quit
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because of a dissatisfactory PM system, that does not mean that they perform. They
are staying mainly because they are older, and the country is suffering a high
unemployment rate; therefore, there is nowhere they can go. The staff morale
should be raised to ensure the quality of the knowledge produced at the public

universities, as well as the graduates produced.

9.6.3 Recommendations to the Government

The findings exposed that the academic staff have low motivation and low
organisational commitment due to a high workload, which compromises work-life
balance. Further, many studies revealed that South African Higher education faces a
challenge of an ageing academic staff. Therefore, an increased subsidy for this sector
is crucial. An increased subsidy will enable public universities to employ more
academics to relieve the current staff from the reported unbearable workloads caused
by the government's call for open access to university entry. The academics will be
retained if the lecturer ratio is minimised. Also, an increased budget for the HE sector
will assist management to be able to pay out incentives to the academics excelling in
other key performance areas, and not only in research, as it is practiced currently. In
a nutshell, the findings of this study recommend that the government take major steps
to invest in the core business of the university by ensuring that the academic staff's
well-being and livelihoods are taken care of to ensure quality knowledge production

and distribution for quality graduates.

9.7 REFLECTION ON MY RESEARCH JOURNEY AS A DOCTORAL STUDENT

In this section, the researcher reflects on her personal journey as a doctoral student. |

encountered several personal and research process challenges along the way.

This study was registered on the 5" of February 2020. | started immediately after
registration to work on the research proposal. | was making progress with the research
proposal until the COVID-19 pandemic hit, hardly six weeks after registration. The
pandemic had a great impact on the HE sectors, for both students and the academic
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staff. Because | was wearing both caps, that is, | was a lecturer at another university
and a student at UL, | was hit hard. All my beautiful plans had to change abruptly. My
main wish in my first year (2020) was to complete a research proposal and present it
to departmental research committees at my university. Because | had to adjust in
both my roles, as a lecturer (I had to rework my study material, e.g., assignments,
examination papers, assessments) to suit online learning. All that was needed was
some training on 100% online teaching, which impacted my studies. In a nutshell, my
research proposal was not ready for the presentations at the colloquiums in 2020, |

carried it over to 2021.

| carried on with the research proposal in 2021 and prepared it for the departmental
colloquium. After the presentation and addressing the panel's comments, it was
assessed by the school and faculty. After it had been accepted, | applied for ethical
clearance from the Turfloop Research Ethics Committee (TREC). The ethical
clearance was granted at the end of 2021, which allowed the researcher to approach

sampled universities to request permission to collect data.

The process of obtaining and requesting permission to do research commenced in
March 2022. Letters to request permission were sent to 9 public universities. This
process was not easy. Information on how to request permission was not easily
accessible, and in some institutions, | faced serious resistance. It was a long struggle,
considering that | was dealing with nine institutions. | kept calling and sending several
follow-up emails for the whole of 2022. At the end of 2022, the ethical clearance |
obtained from my study university, the University of Limpopo, expired. | applied for a
renewal in February 2023, and it was obtained in April 2023. | kept pushing for
permission, and finally, | received permission letters one by one from the sampled
universities. The permission letters were finally received from six public universities.
2024 was a “do or die” year for both my registration and funding. Since my registration
started in 2020, 2024 was the fifth year of this study, which is the final year according
to my university. Also, my bursary was linked to the number of years of my registration;
therefore, 2024 was the most stressful year, it was like the finishing line of the 100km

comrade marathon!
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A recruitment email with consent forms was sent to potential participants. It was not
easy to get enough participants on time. Most of those who indicated that they were
interested in participating would accept meeting requests with an interview time slot
but were not available when the time arrived. | applied the snowball sampling
technique to get more participants. | requested that each person interviewed
encourage their peers to participate. 30 interviews finally took place, and that took

three months to conclude.

Because the researcher is a novice in qualitative research, the data were spent two
weeks on the laptop, not knowing where to start with the analysis. | attended several
training programs regarding qualitative data analysis and read books and articles
searching for some light. | finally found some light and started with the coding process.
| was advised by a colleague that, because | am a novice, | should consider roping in
the service of a co-coder to guide and authorise each step in the data analysis process.
The first co-coder allocated by the employer took me halfway and left due to no
capacity. | had appointed the second one and he relied too much on Artificial
Intelligence, forcing me to learn Atlas.ti within a short space of time. | realised that
would take me too long. The codes and themes generated by the software were too
far from my data and required me to run Atlas. ti several times, a | had to do a lot of

editing.

| fired the second co-coder and looked for the co-coder (the third one!) who could take
me through data analysis manually. | attended training to learn the basics. Although
the data was too big, making the analysis task overwhelming, the coding and theme
development went faster as | was now more familiar with the data. Also, that made the
presentation and discussion of findings easy as | was already familiar with the data.

My employer granted me an opportunity to go on Research and Development leave
between 1 March 2024 and January 2025. This leave helped a great deal in speeding
up processes of collecting data, presenting, and discussing the findings, and
developing the new PM framework. | do not think that without this time off work, | would
be writing this reflection on my journey. | would have struggled to juggle between the
demands of work, family, and studies, as it happened in the previous three years when

| was even tempted to give up on this study. However, | was lucky to have supportive
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supervisors and close senior colleagues who always motivated me to continue with

my studies.

Reaching this point in this study is like a dream come true. To me is winning against
all odds, considering that after completing my matric (32 years ago!), | spent six years
doing odd jobs (selling second-hand clothes, washing dishes at the restaurants, being
a nanny and domestic worker), while residing in an informal settlement, with no sign
that | would ever put my foot in the university. Today, | cannot believe | am reflecting
on my Doctoral journey at 50 years of age (with tears in my eyes!) | hope and wish this
piece of work will motivate many who have lost hope regarding embarking on the
university journey.

“With God, everything is possible”! — Author: Not known

9.8 CONCLUDING REMARKS

The central question of this study was: How do the current PM systems adopted by
public universities affect employees’ motivation, organisational commitment, and
turnover intentions as perceived by the academic staff? Based on the findings of this
qualitative case study, it can be concluded that the current PM system adopted in
public universities is perceived as faulty by the academic staff. Accordingly, it affects
their academic staff motivation and organisational commitment negatively. However,
the findings revealed that turnover intentions are not influenced by the PM system as
suggested by job embeddedness theory, which argues that employees are unlikely to
quit their jobs if the person-job fit is strong. The findings added to this theory, revealing
that sometimes it is not only person-job fit that keeps turnover intentions low, but the
old age and unemployment rate can make employees see quitting as risky. This study
revealed that the academic staff wish their PM system could treat them as unique
individuals with different capabilities and competencies; therefore, it should allow them
to specialise in areas they have a passion for. The study further revealed that the
academic staff value the incentives they receive for their research outputs. However,
those with passion and competence in teaching felt under-recognised because their
excellence in teaching is not rewarded. The study suggests qualitative measures to

measure teaching and learning and to refrain from using the current numeric rating
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metrics. Further, bigger faculties should consider using a workload model to balance
the workload allocation. Finally, a new PM framework to help assess the academic
staff in a public university has been developed from the findings, and public universities

can adopt it.

9.9 OUTLINE OF THE THESIS

This chapter concludes the thesis.

Chapter 1 introduced the study and discussed its background, the problem statement,
the research questions, the aims, and the study. Additionally, the delimitations of the
study, the clarification of the key concepts, and the significance of the study were also

discussed in this chapter.

Chapter 2 discussed the literature relating to the conceptualisation of performance
management, the performance management process, the legal issues in the
implementation of the PM system, and the characteristics of a good and effective pm
system. The chapter further discussed the role of fairness in the implementation of
the PM system, the performance management in the public university context, and the

summary of the PM system at the seven universities participating in this study term.

Chapter 3 presented the theoretical literature of this study. The chapter presented and
discussed the theories that guide each of the variables of this study, namely, Goal
setting, Expectancy, Herzberg's two-factor, Equity, and Job embeddedness theories.
Each theory was discussed concerning how it affects motivation, organisational

commitment, turnover intentions, and ultimately performance.

Chapter 4 discussed dependent variables in this study, namely, motivation,
organisational commitment, and turnover intentions. A relationship between the three

variables and the PM system was also explored.

Chapter 5 explored empirical studies that have been done in relation to each variable

in the context of a university. Each study objective was discussed in relation to what
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other studies reported previously. The empirical framework was finally depicted,
showing factors that influence motivation, organisational commitment, and turnover

intentions in the context of the university academic staff.

Chapter 6 provided more details regarding the way this study was conducted. A case
study qualitative design, under interpretivist paradigms, was adopted in this study
and was discussed in more detail. The ontology, epistemology, and axiology were also
clarified in this chapter. The data collection process was also discussed in this chapter.

The data analysis process followed in this study was also discussed.

The data and findings of the study are presented in Chapter 7. The profile of
the participants was described, followed by a summary of the data analysis process.
Subsequently, the research findings were presented, and the research aims
were evaluated considering the key findings of the study to determine whether they

had been achieved.

Chapter 8 discussed the findings concerning the literature. Each finding was discussed
in more detail, and it was determined if it concurred with or contrasted with the findings

of previous studies.

The final chapter of the thesis, Chapter 9, presented the summary of study findings
relating to the research questions posed in Chapter 1. Additional findings that the
researcher found worth reporting were also discussed. Furthermore, the chapter
discussed the limitations of the study, the theoretical contribution, the empirical
contribution, and the practical contribution. Subsequently, recommendations for future
research, university management, government, and practice were presented. The
chapter finally provided a conclusion based on the key findings of this study. The
chapter concluded with a personal reflection on the researcher's journey as a doctoral

student.
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APPENDIX B: RECRUITMENT EMAIL SENT TO THE PARTICIPANTS

Dear prospective participant.

My name is Esther Chigo, and | am currently enrolled for a Doctor of Commerce in
Human Resource Management in the Faculty of Management and Law (Student
number: 202065747), at the University of Limpopo. Email address:
maimeem@unisa.ac.za (Tel: 012 429 3713. Cell: 060 898 2208). My study title is:

“Exploring Performance Management Systems in Higher Education

Institutions: A Case of Selected Universities in South Africa”.

The purpose of the study is to analyse the current performance management systems
adopted in public universities to develop an all-encompassing performance
management system that enhances employee motivation, encourages employees to
commit to their institutions, and minimise turnover intentions among academic staff.

The information that is provided will be used for Doctoral research purposes only and
will be kept entirely confidential. Neither you nor your institution will be identifiable in

the final report.

You are requested to complete the form in the link below to participate in the study.
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Turfloop Research Ethics Committee (TREC) (University of Limpopo), and registered
with the National Health Research Ethics Council, Registration Number: REC-
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following study, titled:

‘Exploring Performance Management Systems in Higher Education Institutions:

A case of selected universities in South Africa.

This research aims to analyse the current PM system adopted in public universities to
develop an all-encompassing PM system that enhances employee motivation,
encourages employees to commit to their institutions, and minimise turnover intentions
among academic staff.

Please note that your participation in this study is voluntary and that there is no penalty
or loss of benefit for non-participation.

Any information you provide during this interview will be treated as confidential and
anonymous without any negative consequences for you. This interview will take you

approximately 40 minutes.

If you do decide to take part, please click on the button below that reads: “I have read
and understand the information above and consent to participate in this study

voluntarily”.

X | have read and understand the information above and

consent to participate in this study on a voluntary basis.

Thank you for taking the time to read this information sheet and for participating in this
study. Please click the link below to indicate your interest and consent to participate in

this study so that and interview can be scheduled.

https://forms.office.com/r/'SN5Fps8mJ8

Ms. Esther Chigo

Signature
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APPENDIX D: INTERVIEW GUIDE

INTERVIEW QUESTIONS

1. In your own view, what are the elements and dimensions that if present in a
PM system will make it effective in a context of an academic staff memberin a

university?

2. In which area can you confirm you are strong as far as research and teaching
and learning KPAs? Do you think your strength is well recognised by the PM

system in your university? Elaborate.

3. As an academic staff member, do you think the PM system in your institution
takes into consideration your entire workload as an academic staff member?

Elaborate.

4. From the opinion you provided in the previous question, how does the current
PM system affect you in the following three aspects:
« Motivation to perform
« Organisational commitment to your institution
+ Turnover intentions

Elaborate on your opinion in each aspect.

5. What is your overall opinion regarding the current PM system in your institution?

6. Given an opportunity to change the current PM system in your university, what

changes can you effect? State why.
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1 Go ya ka wena, ke dikarolo le di tekanyo dife, teo o bonago gore ge dika ba gona go
bolaodi bja mosomo (PM system) unibesiting ya gago di ka e dira gore e atlege?

2 Makgatheng ga KPA ya go ruta le go dira diphatiSi$o o ka netefatsa gore ke ye efeng
yeo o nago le matla go yona? A o nagana gore matla a o a gago a tSeelwa hlogong ke
sistimi ya bolaodi bja mosomo (PM system) yunibesiting ya gago? Fahlela.

3 Bjale ka mofahlo$i yunibesiting, na o nagana gore bolaodi bja mosomo (PM system) bjo
bo latelwago ga bjale unibesiting ya gago bo akaret$a tekolo ya mo$somo woo o wo
dirago ka moka ga wona? Fahlela.

4 Go ya ka maikutlo a o a filego potsiSong ye e fetilego, na sistimi ya bolaodi bja mo$somo
(PM system) yeo e latelwago ga bjalo yunibesiting ya gao e go ama bjang dintlheng tse
tharo t3e di latelago:

+ Tlhotleletso moSomong
+ Boitlamo lefelong la mosomo
+ Tobo ya bhasomi

Hlalo$a maikutlo a gago ntlheng ye nngwe le ye nngwe.

5 Maikutlo a gago ke afe mabapi le sistimi ya bolaodi bja mosomo (PM system) yeo e
latelwago yunibesiting ya gao?

6 Ge o ka fiwa monyetla wa go felola sistimi ya bolaodi bja mosomo (PM system) yeo e
latelwago ga bjale yunibesiting ta gago, o ka dira diphetogo dife? Ka lebaka la eng?
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APPENDIX E: EXTERNAL CO-CODER DECLARATION OF CONFIDENTIALITY

Declaration of Confidentiality of Data Transcripts

I, Dr Tonny Nelson Matjila, hereby declare that | have kept the interview transcripts for the study:

“Exploring performance manaiement systems in Higher Education institutions: A case of
selected universities in South Africa”

| understand and agree that my failure to honour the spirit of this declaration may result in
disciplinary and/or criminal prosecution measures being brought against me.

ﬂi@”!ﬂ 2
Signature: |
Date: 19 July 2024
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