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ABSTRACT

This study was undertaken within the Financial Services industry in South Africa
and respondents were drawn from three banks and one insurance company. The
focus of this study was to gain insight into the challenges of managing IT
knowledge workers, and suggests ways to overcome them.

To unpack these challenges, five key areas pertinent to management were
explored as part of a framework that underpinned this study. These focus areas
were employee expectations, employee motivation, employee training and

development, collaboration with peers and employee mobility or tenure.

The researcher used the qualitative methodology to inform his approach to data
collection. The technique of semi-structured interviews was chosen as an
appropriate data collection tool. These interviews held with the respondents were
recorded and later transcribed. The Cognitive Mapping technique was then

employed to code, interpret and analyse the data.

A key finding of this study was that money cannot be used as a motivator when
managing IT knowledge workers. Another key finding was that knowledge
workers currently tend to stay much longer in their roles than the literature on this

topic suggests.

This research conveys the message that knowledge workers need managers that
demonstrate trust in them, are willing to give them an opportunity to make their
own decisions and be held accountable for them. They need careers that offer
them personal growth, and are motivated by challenging environments. They
regard training and development as key to the progress of the entire team, and
acknowledge that collaboration with their colleagues leads to a better

understanding of where business is headed.
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CHAPTER 1. INTRODUCTION

1.1 Purpose of the study

The purpose of this study was to investigate the challenges around managing IT

knowledge workers within the Financial Services industry in South Africa.

1.2 Context of the study

In the early centuries, prior to the 17" century, mankind lived off the land. This
was a period during which societies were rural and agrarian. During the 17t
century, the Industrial Revolution took place; starting in Great Britain first, and
then in the USA later — during the 18" and the 19" century — and subsequently
spread to the entire world, including South Africa. Industrialisation did not only
change people’s lives; it also introduced the concept of wage labour for people to

sustain themselves.

The latter part of the 20™ century saw another shift in the world economy to a new
era, called the “Information Age” or the “Information-Centric Economy”. Unlike the
“Industrial Age” or “Economy” — this era was and is still characterised and driven
by the advances in “Technology”. It is during this era that the “knowledge worker”
emerged. This worker has undergone a tremendous transformation from the
early wage labourer — both in terms of what he offers the organisation and what

he expects from the organisation.

Table 1 below (Grulke, 2008a:58) provides a distinction between the “wage
labourers” — who dominated the “Industrial Era” and the “knowledge workers” —
who dominate the “Information Era” or “Knowledge Era”:

Table 1: Changing profiles of workers

Wage Labourers (Industrial Era) Knowledge workers (Knowledge Era)

Repetitive skills Knowledge to deal with the unexpected




Wage Labourers (Industrial Era) Knowledge workers (Knowledge Era)

Risk avoidance Risk taking

Focusing on politics and procedures Collaborating with people

During the Industrial Age, a number of management theories whose main
objectives were to predict and control employee behaviour in organisations
emerged. However, Nkomo (2009:13) states that “the old command and control
model of leadership has little place in information and knowledge based
organizations”, and argues that “due to intangibility of knowledge, knowledge

workers cannot be managed in the traditional way”.

This study then was informed by the desire to explore and investigate whether
managers in the information age understand what is required to manage these
knowledge workers. And if they are, have they adjusted their management
practices and/or styles to optimise the productivity of these workers? Mladkova
(2011:826) argues that “as the work of knowledge workers cannot be observed
and directly controlled, managers have problems to manage them. Traditional

tools based on control fail”.

1.3 Problem statement

1.3.1 Main problem

The main problem of this research was to analyse and evaluate the challenges
faced by management in dealing with IT knowledge workers within a Financial

Services industry.

1.4 Significance of the study

Management is a phenomenon that has been researched and well documented
from the Industrial Age to the Information Age. This is evidenced by the existence

of various schools of thought and theories on management. However, little has



been done in terms of how managers are dealing with the Information Age
generation. There is paucity of literature and/or research on the challenges faced
by management in this era. As a result, little guidance has been developed and
provided to managers on how the Information Age generation should be

managed.

The researcher hopes that this study will help to provide insights in terms of what
these challenges are. And that the findings might provide guidance that could
help organisations to improve their management training and/or development
programmes — the latter being an important aspect of a manager development
programme. Rees (1996:07) argues that “the acquisition of management skills is
probably best done by a combination of on-the-job coaching supplemented by

formal training”.

Effective management development programmes could contribute positively in
the improvement of the relationships between managers and their employees —
which, in turn, could assist in the reduction of staff turn-over. It is a widely held
belief that employees do not leave their jobs, but they leave their managers. This
is a threat to the skills and knowledge drain, as confirmed by Hvide and
Kristiansen (2012:817): “a range of evidence supports the idea that departing
knowledge workers pose a threat to firms”. With improved relationships between
the two, there could be fewer employees who find it necessary to leave their

managers to pursue better opportunities elsewhere.

1.5 Delimitations of the study

Knowledge workers span a number of disciplines within the knowledge economy.
This study was not an attempt to investigate the management of knowledge
workers in all disciplines of the economy, because this would not have been
feasible. However, its focus was within the IT environment in the Financial

Services industry.

While it was acknowledged that organisational culture could be responsible for
the dynamics where the relationships between the workers and their managers

unfold, this concept was not explored in this study. Furthermore, globalisation,



which has acted as a catalyst in the transition of workers from wage labourers to

knowledge workers, was also not explored in this study.

The concept of knowledge management, as a discipline, was also not part of this
study, although it was acknowledged that it is part of the knowledge workers’

environment.

1.6 Definition of terms

The researcher found it necessary to define “knowledge” as a concept first, before
defining “knowledge workers”. This was done purely to create proper context for

the concept “knowledge workers”.

1.6.1 What is Knowledge?

Huber (1991) as cited by Nayir and Uzuncarsili (2008:142) states that “knowledge
can be seen as a justified belief that increases an entity’s capacity for effective
action”. In this context, the entity whose capacity to perform an effective action or
actions is the worker. Gravilova and Andreeva (2012:523) also argue that
“contemporary management theory views knowledge as one of the key sources
for the creation and maintenance of a sustainable competitive advantage in a

post-industrial economy”.

Widen-Wulff and Suomi (2007:47) have the following to say about knowledge:
“(it) lies in human minds and exists only if there is a human mind to do the
knowing”. Mohamed, Stankosky and Murray (2006:107) then add the following:
“‘we can safely say that knowledge is human-driven and depends heavily on

human relationships and community communication and interaction”.

This places a strong emphasis on knowledge acquisition and sharing, and is
relevant to the dynamics of the relationship between the IT knowledge workers

and their managers.

Another important dimension of knowledge is shared by Nayir and Uzuncarsili
(2008:141) in their argument that “to sustain a competitive advantage, a company

must create, share and utilize the knowledge it possesses”. Misch and Tobin



(2006:134) place further emphasis on the importance of knowledge in the
corporate world, when they argue that “knowledge has been recognised as the
driver of productivity and economic growth (OECD, 1996) and as a significant

source of economic value”.

Joshi, Sarker and Sarker (2006:326) state that “the accumulation of experience
in an activity facilitates communication and understanding of relevant
knowledge”. This talks directly to the level of experience of the managers — do
they have insightful understanding of the people they are managing. Only through
enough knowledge will the managers be able to provide appropriate guidance
and direction to their generation X and generation Y employees. It can be noted
that “knowledge, however, is an intangible asset; its elusiveness and intangibility
create myriad challenges; how to manage it, how to contain it; how to measure it;

how to process it”, (Bogdanowicz and Bailey, 2002:125).

1.6.2 Who is the IT knowledge worker?

Smith and Rupp (2004:146) define a knowledge worker as “a new kind of
employee who is characterised by being paid not to create, produce or manage
a tangible product and/or service, but rather to gather, develop a process and
apply information that generates profitability to the enterprise”. The main element
that distinguishes him from other workers is that he owns the means of production
(Lester, Parnell and Carraher, 2010).

Ramsey and Barkhuizen (2011:02) provide further insight into the concept of
knowledge workers when they state that “knowledge workers are highly qualified
and well-educated professionals whose work consists largely of using their

expertise to convert information into knowledge”.

No specific definition of an IT knowledge worker could be found, however, it could
be inferred that an IT knowledge worker is an individual defined as above, who
works within an IT environment. However, Tripathi (2010:01) states that
“knowledge workers may be found across a variety of information technology

roles.”



1.6.3 Managers

Managers are defined as those individuals who are “positioned in the middle of
the organization and serve as vertical links between the strategic decision-
makers and the first-level supervisors as well as front-line employees in their
business units” (Qiao and Wang, 2009:71). They are held accountable to
translate the organisation’s strategy into actions that result in the delivery and/or
realisation of that strategy. They play a critical role in the achievement of the

organisation’s goals through the teams they lead.

King, Fowler and Zeithaml (2001:98) note that “middle managers play an
essential, but often unappreciated, role in successful strategy making”. There
is another view and different reality associated with managers, as highlighted by
Clarke (1998:191) that “the middle manager has also come to represent the great
dampener of organisational creativity, the imposer of bureaucratic rules that

frustrate spontaneity and creativity”.

1.6.4 Knowledge Economy

Brinkley, Fauth, Mahdon and Theodoropolou (2009:09) define knowledge
economy as a ‘transferred economy where investment in ‘knowledge based’
assets such as R&D, design software, and human and organisational capital has
become more dominant form of investment compared with investment in physical
assets — machines, equipment, buildings and vehicles.”
1.7 Assumptions
This study was undertaken with the following assumptions:

e The respondents would have the information required for this study.

e They would be willing to share this information.

e They would be honest about their views and/or opinions.

e They would be accessible for interviews.



e They would be available for vetting the interview transcripts to ensure

accuracy.



CHAPTER 2. LITERATURE REVIEW

This was an exploratory study, “whose aim was to gain insights and ideas”
(Sekaran, 1992) in Ahmad and Ali (2003), around the dynamics of managing
knowledge workers. The key question was “what are the challenges that stand in
the way of an effective management of these workers, and how can these
challenges be overcome?” In the section that follows the researcher provides an
in-depth discussion of what the literature says on knowledge, IT knowledge
workers, and management of knowledge workers. He then provides a discussion
of how these concepts are interlinked and feed into each other in my summary of

the Literature Review.

2.1 Definition of topic or Background discussion

As indicated in Chapter 1, there is dearth of research done and/or literature
written directly on challenges facing managers of IT knowledge workers.
However, there is a great deal of literature on knowledge, knowledge workers
and management. This study was an attempt to incorporate these concepts and

provide a synthesis thereof. Pictorially, the relationship between these variables

Figure 1. The overlap between manager and knowledge

Knowledge
Worker
(Individual
Knowledge)

Manager
Knowledge | competences




In the Knowledge Economy, knowledge is at the centre of the relationship
between the IT knowledge workers and their managers. In some cases, the
workers have more technical knowledge than their managers, and in other they
have less. The level of this knowledge can play a role in determining the dynamics
of the relationship. In the sections that follow, the researcher unpacks this

relationship further.

2.2 IT knowledge workers

2.2.1 The Concept of Knowledge

The concept of knowledge should not be viewed from the IT knowledge workers’
perspective only — i.e. in terms of what they know — but should also encompass
the managers’ perspective. Therefore, this implies that the concept of knowledge
— from the managers’ perspective — can be extended to include business
knowledge, which refers to “knowledge of business strategies, organizational
work processes, firm’s products and services, industry recipes for success, and
competitor strengths, weaknesses, and potential actions” (Amstrong and
Sambamurthy, 1999:307).

Knowledge — whether viewed from workers’ or managers’ perspective — is
typically classified into explicit and tacit knowledge. Bassellier, Reich and
Benbasat (2001) make this distinction quite clear. According to them explicit
ISD knowledge refers to the technical knowledge such as knowledge about
applications and technologies required for gathering information from the users
or for developing the information system application, while the tacit ISD
knowledge refers to managerial knowledge related to system development. The
challenge with tacit knowledge is that is exists in the human’s mind, unlike the
explicit knowledge which has been codified and stored somewhere either in the
form of files, books and/or exercises. The explicit knowledge is easy to transmit
to and share with the other person. It can be read from the books.

They further argue that explicit knowledge itself is not enough to describe

competence, because knowing the rules of chess and being able explain to them



to someone else does not make one a chess champion. One needs to be able to
apply these rules in the game of chess to be competent. Without a proper
understanding of how knowledge is classified, managers of knowledge workers
will find it difficult to gain an insight into how best to support, motivate and manage
their workers effectively. This is because “in order for tacit knowledge to properly
emerge, people must first be surrounded by a supportive environment” (Ehin,
2008:340).

Nayir and Uzuncarsili (2008:141) further argue that “tacit knowledge, on the other
hand, is difficult to interpret and transfer as it resides in the human mind,
behaviour and perception. This dimension of knowledge is expressed in skilful
actions. Typical tacit knowledge examples are intuitions, insights, beliefs and
values”. In the same breath, “the ability to perform well is tacit knowledge, or
‘know-how’. Practice, or experience, where the individual modifies his action
based on the results of previous actions, builds competence through enrichment
of know-how” (Bassellier, et al, 2001:164). These views have huge implications
for managers and their level of competence (technical and non-technical) to deal

with issues relating to management of IT knowledge workers.

2.2.2 Knowledge Workers in the Knowledge Economy

With the economic evolution from Industrial to Knowledge Economy, the
classification of the workers has also evolved from wage labourers, baby
boomers, generation X and most recently, generation Y. Cibangu (2003:279)
argues that “half a century ago, visionary Peter Drucker coined the term
‘knowledge worker’ to describe a new class of workers who would shape the
future of business in an economy driven by information as opposed to the
production of goods.” Ehin (2008:337) concurs with this view when he argues that
“since we have entered the Knowledge Age, the world economy is increasingly
dependent on knowledge workers and the continuous pursuit of intellectual

capital.”

Bergeron (2003) defines knowledge workers as “individuals who contribute to the
intellectual capital of their organisation” in Van Staden and Du Toit (2011:81). In

the present day, we cannot ignore what Hvide and Kristiansen (2012:815) say
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that “knowledge workers make up a significant proportion of advanced
economies’ workforces. Their expertise is important for numerous organizations
around the world, but we still have limited insight into how firms incentivize and
retain such workers”. And in these “knowledge-intensive situations, knowledge
workers play a direct, vital role in increasing the financial value of a company”
(Tripathi, 2010:01).

Van Staden and Du Toit (2011:82) state that “even though knowledge workers
may be educated in a specific knowledge area, they are continually learning”.
According to Gurteen (2006) in Steyn and Du Toit (2009) knowledge workers are
self-motivated, do not take ‘No’ for an answer, and no one tells them what to do.
Davenport (2005), argues that “knowledge workers are responsible for sparking
innovation and growth in an enterprise. They invent new products and services,
design marketing programmes and create strategies” in Steyn and Du Toit (2009:
01).

The researcher’s focus was on IT knowledge workers (as a subset of knowledge
workers), with specific reference to generation X and generation Y workers.
Elsdon and lyer (1999), cited in Lester, Parnell and Carraher (2010:127), state
that generation X is “unlike baby boomers who preceded them, generation Xers
cannot and do not seek life-long employment, but they do crave life-long learning.
They seek employability over employment: they value career self-reliance”. As
knowledge workers, Xers bring to the party their technical skills, education,
learning and experience — and these are qualities which make them valuable to

an organisation and in high demand (Lester, Parnell and Carraher, 2010:128).

Martin (2005) is of the view that generation Y workers are even more demanding
than the generation X workers, because they are blunt and techno-savvy. This
generation of knowledge workers (the younger siblings of generation X) believes
that “technology is as transparent as the air, diversity is a given, and social
responsibility is a business imperative” (Martin, 2005:39). He further states that
these workers want clear directions and managerial support. But at the same time
they also demand the freedom and flexibility to get the task done in their own
way, at their own pace. Their managers should be prepared to give the generation

Y workers room for “trial and error”.
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The Table below (content adapted from Barrett, 2010) presents the

characteristics of the generation Y Knowledge Workers.

Table 2: Generation Y characteristics

Characteristic Description

High expectation of self They aim to work faster and better

than other workers.

High expectations of employers They want fair and direct managers
who are highly engaged in their

professional development.

Ongoing learning They seek out creative challenges and
view colleagues as vast resources

from whom to gain knowledge.

Immediate responsibility They want to make an important
impact on Day 1.

Goal-oriented They want small goals with tight
deadlines so they can build up

ownership of tasks.

An understanding of both generation X and generation Y workers is critical for all
managers so that they can overcome the challenges they face in managing them.
Table 3 below provides a fusion of generation X and generation Y behavioural
traits. It is based on research findings by Martin (2005) on generation Y and
Lester, Parnell and Carraher (2010) on generation X. It is intended to provide a

single view of the traits of the two generations of knowledge workers.
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Table 3: Generation X and Generation Y traits

Trait

Generation

Comment

Commitment

Gen X

They change jobs frequently, on average every 18
months.

GenY

Their long-term commitment to an organisation
actually means 1 year.

Expectation

Gen X

If an employee is to add value in the form of
human intellectual capital to the company, the
company must reciprocate.

GenY

They expect daily feedback to stay or get back on
track.

Motivation

Gen X

They are motivated by variety, relevancy,
stimulation and constant change.

GenyY

They like new challenges and new opportunities
(these result in an adrenaline rush).

Career
ambition

Gen X

They are preparing for careers; and not tenures in
specific organisations and are increasingly career
self-reliant.

GenY

They want to play meaningful roles doing
meaningful work on teams of highly committed
and motivated co-workers.

Incentive

Gen X

They value self-advancement over corporate
advancement.

GenY

They have every intention of making a great deal
of money while building their ideal career and
personal life.

Urgent sense
of
immediacy

Gen X

They may be perceived as unwilling to pay dues
and not amenable to delayed gratification by life-
long employees.

GenY

They want to know: What value can | add today?
What can | learn today? What will you offer me
today? How will | be rewarded today?

2.3 Challenges facing management

Grulke (2008hb:56) argues that “the reason why organisations worldwide are

changing is that the environment in which they operate have changed drastically

over this period and the pace of that change is accelerating”. As part of this

change, workers have undergone transformation as well, because the “advances

in technology and the increasing importance of information management have

enabled knowledge workers to be more productive” (Lester, Parnel and Carraher

(2010:247)).
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According to Cortada (2001:16) this shift from Industrial to Information Age has
“certain features that present businesses with new types of economic
opportunities and threats”. Given the nature and ownership of knowledge,
managers in this era have “to deal with a spectrum of problems and issues that
can be summarised as a combination of living simultaneously in the old (the
Industrial Age) and in an emerging one (the Information Age), or more precisely,
in the Digital Economy” (Cortada, 2001:20). Furthermore, Ehin (2008:337) argues
that “as the value of knowledge rises daily, we are discovering that knowledge

workers cannot be managed in the traditional sense.”

Drucker (1999) is cited by Cibangu (2003:281) when he states that “increasing
the productivity of knowledge workers is the greatest challenge facing
management in the twenty-first century”. Hunter and Scherer (2009:01) state that
“if companies are going to be profitable, if our strategies are going to be
successful, if our society is going to become more advanced — it will be because

knowledge workers did their work in a more productive and effective manner.”

It is for this reason that Gavrilova and Andreeva (2012:523) argue that “the
qguestion of what managers can do (if anything) to transform their employees’
knowledge into organizational knowledge, or at least to share it as much as
possible among various individuals in an organization, remains largely open”.
Undoubtedly, the challenge of increasing productivity requires “major changes in
attitude by the knowledge workers as well as management of an enterprise”
(Steyn and Du Toit, 2009:01).

The concept of the new “gold-collar” workers, who are educated, smart, creative,
computer literate and equipped with portable skills (Bogdanowicz and Bailey,
2002) is posing various challenges for management. Furthermore, Mladkova
(2011:830) argues that “management of knowledge workers is tricky business.
Managers cannot observe the most important part of knowledge worker’s work
and they often manage people who know about their work much more than they
do”. And the fact that, “knowledge is difficult to manage because it is multi-
faceted, complex, distributed, often tacit, abstract, and contextual (Blacker, 1995)

makes things worse. There is a lot of co-operation that is required by
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management because workers carry and own this powerful resource (Drucker,
1989)” as cited by O’Neill and Adya (2007:413).

Because knowledge workers are now “self-managing, work on their own
initiatives, and are responsible for their own contribution”, Drucker (1999) as cited
by Wang and Ahmed (2003:08), it creates all kinds of challenges for managers.
They need to constantly seek better ways of balancing “supervision” with
“freedom” without totally abandoning the workers, while at the same time giving
them enough room to do their jobs. To support this point, Wang and Ahmed
(2008:08) again cite Drucker (1999) when he argues that “instead of exerting
control over them, managers should direct knowledge workers as if they were
unpaid volunteers, tied to the company by commitment to its aim and purposes

and often expecting to participate in its governance.”

The other challenge faced by managers of knowledge workers is captured by
Lester, Parnell and Carraher (2010:247), in their argument that “in an age when
knowledge workers require regular and effective personal discourse with their
superiors, managers avoid direct contact with subordinates, choosing instead to
play politics, look busy, and blame a lack of progress in their workgroup on

budgets and superiors”.

The question Martin (2005:41) poses to the manager is “are you poised to utilize
the skills of young workers who may know more about technology than you?”
Pogson (2003:01) argues that “when managers try managing experts who are
brighter than they are, it can often end in tears”. He further argues that this is
because “managers find themselves leading people who are smarter and better
qualified in their area of expertise than they are. Many may have completed a
qualification that did not even exist a decade ago” (Pogson (2003:09). Knowledge
workers are particular about “individual treatment”, and they “respond to leaders
that they can respect”. They also require “new organisational structures” of a kind

that have not been invented yet (Pogson, 2003:10).

Managers also need to realise that “there is no shortage of work opportunity in
the world — only a shortage of skills and ideas! The trouble is that the skills that

will fuel the new economy are not based on muscle power, but on the ability to
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harness the power of the mind. We need thinking skills, fundamentally different
knowledge and service skills” (Grulke, 2008a:58). To overcome this challenge,
managers need to be aware that “lifelong learning throughout the career of a
knowledge worker is essential to stay competitive and deliver value to the
organisation” (Van Staden and Du Toit, 2011:89).

Ramsey and Barkhuizen (2011:01) argue that “it appears that current
organisational designs do not emphasise optimising the expertise of
knowledge workers”. And, according to Covey (2004), managers still apply the
Industrial Age control model to knowledge workers. Wang and Ahmed (2008:06)
argue that “the different features of knowledge workers require companies to
motivate, monitor and evaluate knowledge workers in a different way from
traditional workers.” It must be said that these workers prefer not to be limited to
a job role, which has defined boundaries, but would rather be stretched out of
their comfort zone as part of their learning and development process. As a result,
they do not do well in bureaucratic and rigid environments. In such environments,

it is highly likely to find them disengaged, and less productive.

Martin (2005:42) argues that “young workers will challenge you almost every step
of the way. Don’t be insulted when they throw an ‘of course, there are other ways
to do this’ attitude at you”. Furthermore, he argues that “gen Y sees increasing
responsibility not as a burden to be avoided but as a proving ground for their skills
and talents. Like Xers, generation Yers request — even demand — more
responsibility”. Thus, managers should not hesitate to give generation X and
generation Y workers responsibility, because by refraining from doing so, they
are sending them the wrong message. They are actually saying ‘l don’t trust that
you are good enough to do this, and | would like to micro-manage you’ — a style

that both generations find unacceptable.

Generation Yers, especially, struggle with time management, and thus the
managers need to be able to coach them in terms of how to handle day-to-day
tasks and responsibilities. Managers should also realise that generation Yers
demand change, and are looking for places where they can move “from project
to project, position to position, department to department, location to location”,

(Martin, 2005:42). If the manager does not create a climate that constantly

16



provides new challenges linked to growth and development, these workers will
seek opportunities elsewhere. This applies to career advancement opportunities
as well. They are very ambitious in terms of career growth, and will leave a

company quickly if these opportunities are non-existent.

Managers need to understand the four key motivators associated with knowledge
workers. Myers and Tampoe (1996), as cited by Carter and Scarbrough (2001),
in Van Staden and Du Toit (2011:82), identified four key career motivators for a
knowledge worker who has moved beyond career entry. These are personal
growth, operational autonomy, task achievement and money. Understanding
these motivators can go a long way towards retaining IT knowledge workers. This
view is confirmed by Templer and Cawsey (1999) in Van Staden and Du Toit
(2011:89): “the ability of an organisation to attract and retain IT knowledge

workers is central to its present and future success in the knowledge economy”.

2.4 Conclusion of Literature Review

In presenting the literature view, the researcher focused on the three key
concepts which he felt were the cornerstone of this study. He started by looking
at what the literature says in relation to knowledge. The main message of this
exercise was that knowledge is a personal thing. Even before organisations can
build and develop their knowledge-base, they need to “negotiate” with individuals
who possess personal knowledge, so that this knowledge can be exploited for

the good of the organisation.

Then he also looked at who the knowledge worker is. He provided a brief
historical background that traces the origins of the concept of knowledge worker,
i.e. from inception to the current version of this profile, viz. the generation X and
Y employees. Through the review, he presented the characteristics of both the

generation Xers and Yers.

The researcher then presented a literature review of the challenges managers of
knowledge workers face. These challenges could be broadly summarised under

the following areas of focus, viz:
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1) How the knowledge workers expect to be managed?

2) Their need for continuous training and development.

3) What keeps them motivated at their workplace?

4) Does the work environment allow them to collaborate with colleagues?

5) The ambition to move on to the next career level — the growth aspect.

The next step of this study then was to get the views of the knowledge workers
and their managers to establish whether they concurred with what the literature

says on this topic.

2.4.1 Research Propositions

To gauge whether management is able to overcome challenges associated with

managing IT knowledge workers, the researcher looked into the following factors:

e Employee Expectations — IT knowledge workers are highly educated
individuals, who are sometimes more knowledgeable, in what they do,
than their managers. This can easily lead to misalignment in terms of how

they are managed and how they expect to be managed.

e Continuous Learning — IT knowledge workers work in an ever changing
environment because of the rapid pace with which technology changes.

This means that they have to consistently keep their skills up to date.

e Knowledge sharing and collaboration — To successfully implement
projects in the IT space, IT knowledge workers are expected to collaborate
with each other. This is also because of the complexity of the systems that

integrate to bring business value.

e Motivating factors — IT knowledge workers easily get bored if they work
on mundane and boring projects. This is because of their skills and

education level.

e Employee Mobility — Because IT knowledge workers possess skills that
are highly sought after in the market, it is not easy for management to get

them to stay in one organisation for more than two years.
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CHAPTER 3. RESEARCH METHODOLOGY

Based on the objective of this study, which was to examine “human behaviour in
the form of attitude, opinions and/or perceptions” (Family Health International,
2005:02), the qualitative methodology was used. This approach “provides
information about the ‘human’ side of an issue — that is, the often contradictory
behaviours, beliefs, opinions, emotions, and relationships of individuals”, (Family
Health International, 2005:02).

It is worth noting that “human beings are indeed a complex system and, when
coupled with the complexities of business organizations, the task of
understanding how they interact is a daunting task one”, (Fornaciari and Lund
Dean, 2001) as cited by Thomson (2011:80). The researcher did not choose the
guantitative methodology because the latter is “concerned with describing rather

than explaining the relationship between variables” (Ahmad and Ali, 2003:01).

3.1 Research methodology /paradigm

Qualitative methodology aims to "probe for deeper understanding rather than
examining surface features” (Johnson, 1995), as cited by Golafshani (2003:603).
Merriam (2009:13) takes this clarification even further, when she argues that
“qualitative researchers are interested in understanding the meaning people have
constructed, that is, how people make sense of their world and the experiences
they have in the world”. Thus this study was about describing how the
experiences, beliefs and perceptions of IT knowledge workers and managers

influence and affect the dynamics of their relationship.

Expanding on this point, this study was meant to be phenomenological and
descriptive in nature, because of the researcher’s desire to understand the
challenges faced by management in managing IT knowledge workers. Bryman
(2013:30) describes phenomenology as “a philosophy that is concerned with the
question of how individuals make sense of the world around them and how in
particular the philosopher should bracket out preconceptions in his or her grasp

of the world”.
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3.2 Research Design

The technique that was used to collect data for this study was unstructured
interviews, because they “resemble everyday conversations, although they are
focused (to a greater or lesser extent) on the researcher’s needs for data”, (Miller
and Brewer, 2003:15).

Bryman (2013) argues that there are various advantages and disadvantages of
using unstructured interviews over structured ones. As advantages, he lists the
following: respondents can answer in their own words; the researcher may get
answers that he would not have contemplated as possible; the questions do not
suggest any answers to the respondents and the salience of issues for
respondents can be explored further. As disadvantages, he argues that
unstructured interviews are time consuming; answers have to be coded; and they

require greater effort from respondents because they have to talk.

However, the unstructured interviews approach was regarded as the best tool to
use by the researcher because it provided a way of generating data by talking to
people about what they do in their everyday life (Miller and Brewer, 2002). Also,
“qualitative research is based on subjective, interpretive and contextual data”,
(Thomson, 2011:78), and the researcher felt that the interviews would be ideal to
collect such data.

Furthermore, the unstructured interviews allowed the researcher to gain an
understanding of how the respondents (IT knowledge workers and their
managers) felt about the dynamics of their relationships. The focus then was to
gather more information from fewer participants, which was, hopefully, going to
lead to an in-depth understanding of the issues at hand. All interviews were
conducted personally by the researcher. In the next section, the researcher
provides more details on the population, the sample and the schedule of the

interviews.
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3.3 Population and sample

3.3.1 Population

Bryman (2013:714) defines population as “the universe of units from which a
sample is to be selected”. In this study, the population was IT knowledge workers
and managers within the Financial Services industry in South Africa. This
population was made up of Software Developers, Software Testers, Business
Analysts, Systems Analysts, Portfolio Managers, Heads of Development and

Test Managers. The plan was to use the following companies:

e First National Bank
e Standard Bank
e |nvestec

e Liberty Life

However, because respondents at Standard Bank and Investec could not be

secured, the following companies were used:

e FNB

e ABSA

e WesBank
e Liberty Life

3.3.2 Sample and sampling method

Bryman (2013:12) argues that “samples should be chosen on their
appropriateness to the purposes of the investigation”. All the respondents chosen

for the interviews were IT professionals.

The number of respondents that the researcher planned to interview was 16,
however, but the actual number interviewed was 14, and the table below presents

a categorisation of these respondents per job title.
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Table 4: Respondents by job title

Respondents job title

Number of respondents

Business Analyst 2
Test Analyst 3
Systems Analyst 1
Systems Developer 2
Test Manager/Head of Testing 2
Development Manager /Head of Development 2
Business Analyst Manager/ Team Lead 1
Head of Project Management 1

The job titles of the respondents were evenly spread as initially planned. Six

managers (from different aspects of the IT domain) and eight knowledge workers

(also from different aspects of the IT domain) were interviewed. Slightly more

Test Analysts were interviewed, while no Project Managers were interviewed.

However, the mixture of respondents seemed to be balanced for this research.

The table below presents the view of respondents by sector in the Financial

Services industry.
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Table 5: Respondents by sector

Sector within the industry Number of respondents
Banking 10
Insurance 4

The majority of the respondents were drawn from the banking sector, thus the
study is heavily skewed towards this sector. This was mainly because the
researcher was employed in the banking sector and therefore had easier access

to respondents within this sector, than in the insurance sector.

3.4 Theresearch instrument

Two interview sheets were prepared, one for the managers’ interviews and
another one for the IT knowledge workers’ interviews. These sheets contained a
list of questions that were asked to the respondents. The questions were
designed based on the literature review. The full interview guides are provided in
Appendices A and B.

3.5 Procedure for data collection

The researcher emailed a letter of introduction to each interview respondent (see
appendix C) to request an interview. When this request was accepted, he sent a
formal meeting request via email to the respondents. The list of questions was
sent as part of the agenda. This was done to allow respondents enough time to
prepare for the interviews. At the start of each interview, the researcher sought
verbal permission from the respondent to record the interview, and the

respondent was assured that his/her responses would be treated as confidential.

Hand written notes were made during each interview to pick up any additional

information that was going to help with gaining insight into the answers.
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Questions were asked according to the guide prepared, and further probing was

done — based on the responses given by the respondents.

The planned data collection period was about two weeks, but due to challenges
around the availability of the respondents, this process took about two months to

complete.

3.6 Data analysis and interpretation

To analyse data for this study, the researcher used the “Cognitive Mapping”
technique. Miles and Huberman, 1994, as cited by Walker and Myrick
(2001:549), argue that “data analysis in qualitative research manages words,

language, and the meanings these imply”.

Therefore, it is necessary to use cognitive mapping because it allows for a
“graphical representation of an individual’s understanding of a particular issue,
domain or problem (Spicer, 2000), which if elicited properly, potentially allows for
deeper and more integrative understanding and insights for the researcher”,
(Ahmad and Ali, 2003:03).

The advantage of cognitive mapping is that it “offers structured thought through
symbolic and graphical representation rather than linear layout, managing a large
amount of qualitative information, and can improve interview capability” (Ahmad
and Ali, 2003:04).

Willment (2010:161) argues that “one way we provide meaning to our world is
through the development of mental representations. It is through our ability to
code, store, recall, and decode information about the locations and attributes of

objects in our world that we are able to discriminate and classify phenomena”.

The knowledge workers and managers were asked five questions. The first four
guestions posed to the two groups of respondents were similar in terms of the
concepts. However, the difference was that the knowledge workers were
expected to describe how they viewed their managers or their managers’ actions
around those concepts; while the managers were expected to describe their

actions or how they view themselves around those specific concepts. This was
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done with the intention of getting views about the same concepts from two

different points of view.

Each respondent’s responses were coded into five distinct maps — each map
focusing on the response to each question. Following this, combined maps per
responses to each question were then compiled. This was done because “these
maps, which represent the views of individual respondents, suggest a number of
common themes” (Van der Linde, 2013:28). This iterative process was followed
to discover underlying themes from the responses, while at the same time taking

great care of not over simplify these responses.

3.7 Limitations of the study

It was not possible to interview the entire base of IT Knowledge workers, and thus
the size of the sample poses a limitation in terms of what can be inferred from the
interviews. This size (4 organisations, 14 respondents — all drawn from the
Gauteng province) could also mean that the results of this study may not be
transferable to other contexts or even other Financial Services organisations that

were not part of the study.

Time constraints also provided limitations to this study, because approaches like
triangulation could not be applied during the data collection phase. The benefit of
triangulation is that it increases the validity of the study. But Thurmond (2001)
argues that one of the primary disadvantages of triangulation is that it can be

time-consuming.

This is because collecting more data requires greater planning and organisation.
The researcher did not have enough time, because, inter alia, the resource was
not always available. Therefore, the researcher was not able to apply various
data collection techniques, but only relied on one technique, viz. unstructured

interviews.

26



3.8 Validity and reliability

Tichapondwa (2013:34) provides a clear distinction between internal and external
validity in his statement that “internal validity is the extent to which research
results can be accurately interpreted while external validity is the extent to which
the research results can be generalized to populations and conditions”. However,
qualitative study, especially where a small sample size is used, like in this case,

cannot be generalised across the entire population.

Tichapondwa (2013:34) further argues that “in qualitative research the researcher
must always seek a useful balance between internal validity (ability to interpret
the result with reasonable certainty) and external validity (ability to generalize
information obtain”. Bryman (2013:173) says “although reliability and validity are
analytically distinguishable, they are related because validity presumes

reliability”.

Therefore, if the researcher can show that his study has validity — through the
data collection techniques used, it then implies that the conclusions drawn from
it are reliable. In the next section, the researcher demonstrates how he ensured

the data collection technique used guaranteed validity of this study.

3.8.1 External validity

Shenton (2004:69) cites Merriam (2009) in his discussion of external validity, that
it “is concerned with the extent to which the findings of one study can be applied
to other situations”. The challenge around external validity lies in demonstrating
that the results of the study can be applied to the wider population, i.e.
generalisable.

Although two of the four big retail banks, a leading asset finance bank and one of
the leading long-term insurance organisations were used for this study, the
sample size from each company cannot be said to be representative of this
population. Therefore, this study cannot claim ‘generalisability’ or transferability
of its results to other situations, because only a small number of knowledge

workers and managers were interviewed.
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This was something that the researcher did not find unusual for a qualitative
research, as pointed out by Thomson (2011:79): “for qualitative research
generalisability is problematic. Qualitative research is concerned with the
concepts and idiosyncratic characteristics of a select group; therefore, the

findings or theory may only be applicable to a similar group”.

3.8.2 Internal validity

What is applicable and key to this study is internal reliability, which is used to
ensure that the study measures or tests what it is actually intended to measure
(Shenton, 2004). To ensure that this happened, the researcher gave the
respondents an opportunity to refuse to participate in the interview sessions. This
ensured that they were genuinely willing to participate and were willing to respond
freely. Also, the respondents were selected because of being in the IT field within
a Financial Services environment, to ensure that they present relevant data.
Frankness and honesty were encouraged through showing them that all answers

were acceptable.

An audio recorder was used to ensure that the data represented exactly what the
respondents said. The completed transcripts were then sent to the respondents
who confirmed the accuracy and correctness of the transcripts. Therefore, the

researcher is comfortable to say that internal validity was achieved.

3.8.3 Reliability

Lincoln and Guba (1985) state that “since there can be no validity without
reliability, a demonstration of the former [validity] is sufficient to establish the latter
[reliability]”. And Patton (2002) argues that reliability is a consequence of the
validity of the study.

The researcher can therefore argue that, having taken all the necessary steps
indicated above to ensure internal validity during the data collection and
transcription phases, the results of this study could be regarded as reliable.
Tichapondwa (2013:35) argues that “in qualitative research reliability is measured

in terms of dependability, confirmability and observer agreement”. The three
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points that he mentions were achieved by adhering to the process of ensuring

internal validity.

3.9 Demographic profile of respondents

Table 4 below provides a profile of the respondents that the researcher had

originally planned to interview, together with the companies they were going to

be drawn from. The plan was to interview 4 managers and 12 knowledge workers.

Table 6: Planned profile of Respondents

Role First National Total Per
Company Liberty Life Bank Standard Bank Investec Role

Manager 1 1 1 1 4
Business
Analyst 1 1 1 1 4
Software
Developer 4
Tester 1 1 1 1 4
Total per
company 4 4 4 4

Total Number of Respondents 16

The interviews were conducted with 6 managers and 8 knowledge workers, as

set out in Table 7 below:

Table 7: Actual profiles of Respondents

Role First National ABSA Total Per
Company Bank Bank WesBank Liberty Life Role

Portfolio

Manager 0 1 0 0 1

Head of

Development 0 0 0 1 1

Head of

Project

Management 0 0 0 1 1

Test

Manager 1 1 0 0 2

Business

Analyst Team

Lead 0 0 1 0 1
Total number of managers 6
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Role First National ABSA Total Per
Company Bank Bank WesBank Liberty Life Role
Business
Analyst 0 0 1 1 2
Systems
Analyst 1 0 0 0 1
Software
Developer 1 0 1 0
Test Analyst 1 0 1 1
Total number of knowledge workers
Total per
company 4 2 4 4
Total Number of Respondents 14

The researcher is of the view that the difference between the two samples has
had little or no impact on the themes that emerged from the results. The profiles
of those respondents that were interviewed satisfied the criteria of IT knowledge

workers and managers of knowledge workers.
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CHAPTER 4. PRESENTATION OF RESULTS

4.1 Introduction

The results of each interview are presented below in the form of cognitive maps.
Each map was compiled based on the propositions identified in Section 2.4.1

above. The themes in these propositions were identified as:
e Employee Expectations
e Employee Training and Development (continuous learning)
e Employee Mobility or Tenure
e Motivating factors
e Collaboration with peers
The maps are presented in two sections:

a) The first section presents the interview responses of the knowledge
workers
b) The second section presents the interview responses of the managers of

the knowledge workers.

To help contextualise these maps, each respondent’s position and company’s

profile and industry focus are mentioned.
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4.2 Results pertaining to knowledge workers

Figure 2: Cognitive Map For Interview Number 1

Company Profile

Industry Focus

: Financial Services — Insurance

: Long-term Insurance

Respondent’s Role : Business Analyst

He allows me to

Questionl
What is your

experiment with what |«
believe is right

He is obsessed with

manager’s
Qanagement style?

He gives direction when
needed to

>
overcome challenges and

And he offers guidance —
in terms of how to

problems

preparation

He is not necessarily a
go-to person, but he has
the expertise to help
resolve challenges

| of what Business Analysis

He has been able to
channel my understanding

» what Business Analysis is

Because he understands

is about

about

My management is very
keen on this

4

As a result, an external
vendor has been
appointed

Question 2

What are your
manager’s views on
training and
development?

Formal training is an
opportunity to connect the

dots

4

But it can also be a learning
opportunity to those who
have less knowledge in that
area

by yourself

You cannot do everything

Question 3
How do you feel about
collaboration with your
peers on projects?

However, collaboration

Therefore, assign people
to the areas they
understand better — it
speeds up delilvery
Y

can be a bit challenging —
if it is not structured

Because this keeps
me busy and | am not [«
idle

Getting to do a whole

lot of different things |

/ Question 4 \

What motivates you to

Having a Personal

Because it gives me an
opportunity to focus on

» Development Plan

come to work

everyday?

stuff that is specific to

motivates me

my development

v

4

v

Acknowledgement of
the work that | do

Feeling like  am
contributing towards
what | am hired for

| like working on
challenging stuff,
because it results in me
learning new things

Question 5
How long do you think
one’s tenure should be
in one role?

~

4

I think three years is
enough
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Figure 3: Cognitive Map For Interview Number 2

Company Profile
Industry Focus

Respondent’s Role

: Financial Services — Asset Finance

: Vehicle Finance

: Business Analyst

Because they have to

The limitation with this style is that
the junior BA’s do not have anyone

learn very quickly

to help them get their footing

He deals with things like

Questionl
What is your

He does not dictate how | |
need to do things

His style works for me,
because | have control
issues

A

my leave and hours

A

And thus plays an almost
administrative role

manager’s
management style?

l

Because he does not
provide much input into
my processes and
documents

He allows me to do what |
need to do in my function

my own way

As aresult, | have to find

things

However, | would appreciate
guidance on how to structure
things or best way of doing

Because context is
required to apply

There is theoretical

techniques learnt in
training

training, but it is not
sufficient

Training solidifies your
thinking — provided

you have doing the job
for a long time

Question 2
What are your
manager’s views on
training and
development?

I think that the timing
of training is important

And guidance is
needed from someone
with experience

More coaching is

A

needed — especially
for junior BA’s

Because it is not

I like the informal

serious

collaboration

A

And there is definite

It works well —in a

value for it

very informal manner

Question 3
How do you feel about
collaboration with your
peers on projects?

There is a peer review
process (formal »
process)

But, has limitations,
due to capacity
constraints

A

For senior BA’s — peer
reviews are more
administrative, rather
than helpful

Formal collaboration
has benefits — for
junior BA's

I like working on new
and big things

It is not only about the
monetary reward — other
elements contribute to
my fulfilment

Y

Question 4
What motivates you to
come to work
everyday?

I like to work on
projects that improve

our operational
efficiency

And result in tangible
business benefit

With real life benefits —

And also result in

that | can see

improved customer
experience

| also like an environment
that allows me to question
why we're doing
something

And also offers me
growth aspects

By allowing me to take
ownership of what |
work on

It depends on the

Question 5

How long do you think
one’s tenure should be

environment

o | S0, perhaps five to six

in one role?

years
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Figure 4: Cognitive Map For Interview Number 3

Company Profile
Industry Focus

Respondent’s Role

: Financial Services — Banking

: Retail Banking

: Systems Analyst

As a result, he has no
clue about where | want 4
to go — career wise

He does not engage

But he is a good

with the teamona |«

one-on-one level

I need someone who is
going to work with me to |«
help me grow

I would like to have a
leader in my manager

And is someone who
just signs my leave

He just manages my |

Questionl
What is your
manager’s
management style?

tasks

» listener —which is a

good thing

And is good at
communicating with the
stakeholders

I think he has not

mastered the skill of
management yet

Because he has a very
passive management

style

4

And is reliant on the

team a lot more

He lacks insight — only
sees results

However, he does
provide support — once
you have identified your
career path by yourself

A

There is no
development plan —
this is frustrating

He doesn't take the time
to analyse team’s
weaknesses and

strengths

He does not see the
need for the team to
grow as one

Question 2

What are your
manager’s views on
training and
development?

| believe that a
manager should be an

expert in what we are
doing

He does not provide
guidance in terms of
career growth

And his views are

always flawed

Maybe this is because
he is not technically
strong

This is the reason why we
improved communication |
between us as IT and our |~

business

I believe collaboration
talks to stakeholders as
well — and not just within

the team

Y

And this helped in
ensuring that we always
know who is doing what

We also participate in

Question 3
How do you feel about
collaboration with your
peers on projects?

Collaboration did not
exist before — because

of the structure of the
team

Therefore, we started
team sessions, e.g.
coffee sessions

Y

Because you cannot
afford to work in

JAD sessions as a
team

» . L
isolation if you want to
collaborate

This also led to better
communication within
the team

Which have customer |
impact

I like to work on big
projects

/ Question 4 \

everyday?

| want to have the big

h X picture view - to know
What motivates you to where we are going
come to work

And | want to see things
happen

%

And result in improved

| believe process
needs to be followed,

Hence, | prefer

» contained stuff — with

1 do not like operational

customer experience otherwise, frustration stuff
N proper governance
creeps in
/ Question 5 N\
How long do you think
one’s tenure should be
in one role?
And two more
Two years — to years to become
master the craft 7| an SME - thus
four years
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Figure 5: Cognitive Map For Interview Number 4

Company Profile

Industry Focus

Respondent’s Role

: Financial Services — Insurance

: Long-term Insurance

: Test Analyst

And has the ability to

make instant decisions|

He is able to remain
calm

Question1
What is your
manager’s
management style?

He engages with his
staff

And has very good

interpersonal skills

v

He is able to accept

criticism

And provides me with
support

He rolls up his sleeves
whenever there is a
problem

v

He makes realistic
plans

And he tracks those

A,

plans

There are grad
programmes to train
graduates for our
environment

Y

As well as processes to
retain knowledge
(Contractors vs

Permanent employees)

Question 2
What are your
mal

An exercise to Identify

A

nager’s views on
training and
development?

And are run by
external vendors

Which are customised
to meet our needs (IT [«

knowledge gaps is
conducted regularly

A

This results in

users, new technology)

multiple training plans

Because team work —

results in quicker turn- (<
around times

We cannot keep
working as individuals
(this is not
collaborative)

Question 3

How do you feel about
collaboration with your

It is important to sit

peers on projects?

Y

Who ends up holding
management for

ransom

Collaboration also
eliminates key man
dependency

Y

» together as teams to
share knowledge

It is also important to realise
that attitude and interpersonal
skills are more important than

technical knowledge

And technical

»  knowledge can be
learned

They give me an
opportunity to

understand how
business works

I like to work on
challenging projects —

they offer something to [

learn

/[ Question 4 \

What motivates you to

come to work

My manager's
behaviour is also very

everyday?

~

They enable me to
display the value I add

And the benefit that |

» am bringing to my

organisation

"|important in motivating
me

l

Through showing that
he believes in me and
my capabilities.

The environment here
tends to make people
stay longer

Question 5
How long do you think
one’s tenure should be
in one role?

So people tend to stay
here for 10 years or
longer

Y

And 1 think the employee
benefits contribute to
that as well
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Figure 6: Cognitive Map For Interview Number 5

Company Profile  : Financial Services — Asset Finance

Industry Focus : Vehicle Finance

Respondent’s Role : Test Analyst

| have his support in
doing my work

A

And because he is
interested in the
quality of work

A

His job is to make sure
that the work is done

He is a flexible person

And does not
micro-manage me

Because | do not want
somebody to keep

telling me - this or that
needs to be done

Questionl

What is your
manager's

management style?

He trusts me

Y

And communicates
very well with me

He shows me respect

And he gives me
some responsibility

As aresult, | am
always allowed to

make my own
decisions

He is very supportive
in terms of training

Question 2

What are your
manager’s views on
training and
development?

A

He ensures that
training is relevant for
your specific need

And allows for study
leave

And it also entails
walking to a person

and talking, rather
than sending emails

| believe in
communication — it is
the best form of
getting things done

Question 3
How do you feel about
collaboration with your
peers on projects?

Working as a team is
even better

Including engaging

with developers

Because of the
related stress

Deadlines excite me

Question 4
What motivates you to
come to work
everyday?

A

My manager’s
technical knowledge is
important

He does not need to
» have a detailed

understanding

Because | like

something challenging |

all the time — | get
bored with one thing

Working on different

projects

But he must have an
overall understanding

/ Question 5 N\

How long do you think
one’s tenure should be
in one role?

| think two years
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Figure 7: Cognitive Map for Interview Number 6

Company Profile

Industry Focus

Respondent’s Role

And this grooms you

: Financial Services — Banking

: Retail Banking

: Test Analyst

to be a leader

And does not

She gives you space

to grow

develop a parent- |«
child relationship

She does not
micro-manage you

i Y

Questionl
What is your
manager’s
management style?

She gives you

And sorts things out
as they happen - she

constant feedback

doesn’t wait for

appraisals

She trusts that you

And this encourages

can do the job

you to be accountable
for your work

She encourages you
to try different things

She is a very honest

and open person

A,

And is open to being
challenged

And uses the PDP’s
to identity growth path

A

in the areas you are
lacking

She manages
development through
our Personal
Development Plans

Question 2
What are your
manager’s views on

She also gives you
different

training and
development?

responsibilities as part
of your development

And this helps with

A

team communication
and collaboration

We have a group on

/ Question 3 N\

How do you feel about

We also have regular
sessions to take team

whatsapp

collaboration with your
peers on projects?

As aresult, we have a
very close team

My manager’'s
personality allows for
team cohesion

members through
project changes

.
And this results in a
high level
understanding of each
other’s projects

Money will never be

Question 4

What motivates you to
come to work

good enough

v
Itis actually an
environment which

everyday?

My manager —
because she guides

Especially when | am

me, while she remains
in the background

» dealing with many
stakeholders

And provides me with

Thereby, resulting in
» me attaining career

allows me to work on
big projects

opportunities to learn

fulfilment

Question 5

How long do you think

one’s tenure should be
in one role?

A

| think one should stay
in role for about 3
years
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Figure 8: Cognitive Map For Interview Number 7

Company Profile
Industry Focus

Respondent’s Role

She gives you stuff — and

: Financial Services — Asset Finance

: Vehicle Finance

: Software Developer

expects it to be done

v

She does not chase you

And she only gets involved |

Question1
What is your
manager's
management style?

She does not
micro-manage

v

She believes that
micromanagement dis-
empowers you

v

She is more involved
in decision making

when needed to

than the day-to-day
stuff

And it makes you to be
dependentonit -
otherwise you do not

deliver

It makes you feel like you
have no responsibility

Management has a

/ Question 2 N\

What are your

strong view on this

Y

And long as it is going to

manager’s views on

training and

\ development? /

add value to the bank

Personal Development
Plans exist — and are
discussed with the staff

They push for it

They are always willing to
listen and pay for it

Developers need to get
involved in initial
business discussions

I E—

Everybody needs to
understand why they
are doing things

Question 3
How do you feel about
collaboration with your
peers on projects?

There is a big focus on
including Developers in
meetings with Business
and Business Analysts

This is to have one goal
which is to deliver a
project (and not play a
blame game)

v

So that they can get to
know what the
business strategy is —
and how IT can assist
in achieving the goals

e

This will help with them
gaining insights

To be able to develop
better products

By putting the Project
Manager, Developer and a
Business Analyst into one

team

Through collaborative
ownership, and
improved
communication

Getting involved from
the design to the

Definitely not

implementation of the [~
new stuff

}

It gives me the

Question 4
What motivates you to
come to work
everyday?

And to understand from

maintenance stuff

As well as the

opportunity to learn

the business side as
well

>

opportunity to take
ownership

People tend to stick
around longer here

Question 5
How long do you think
one’s tenure should be
in one role?

Maybe it is the

Therefore, they spend
about six to seven
years - minimum

A

environment
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Figure 9: Cognitive Map For Interview Number 8

Company Profile
Industry Focus

Respondent’s Role

: Financial Services — Banking

: Retail Banking

: Software Developer

And he shows that he

trusts your judgement |

He listens to you — he
knows you have some 1«

/ Question1 \

What is your

input

A

He does not treat you

like a kid, and gives

you the benefit of the
doubt

manager’s

management style?

v

He wants you to own

So that he can be able
to stand up and

up — and be honest
with him

defend you , when
necessary

He does not
micro-manage you —
as long as work is
done

He believes you can

A,

do the work

A

You don't have to run |

everything by him

He gives you room to
play — and gives you

support when you
need it

Which we use for
career mapping

There are Personal
Development Plans

Question 2

What are your
manager’s views on
training and
development?

There is also Informal
— over the shoulder
training

Where we use the

buddy system

We do a lot of peer
reviews

Question 3
How do you feel about

collaboration with your
peers on projects?

And we attend each
other’s meetings — to

We also rely on each
other strengths

Y

help with unpacking of
requirements

I need to be made to

feel like | am needed |

Money is not the only

/ Question 4 \

What motivates you to

reward to motivate me [

l

come to work
everyday?

And my contribution is
recognised

As well my views are

respected

And | am treated fairly

| need an environment that
offers me an opportunity to

» f
see how we can improve

what we do

An environment that gives
me the flexibility or time to
work from home

/ Question 5 N\

How long do you think
one’s tenure should be
in one role?

To me the role is not
important

b

As a result, there is no
cut-and-dried method
to determine tenure
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4.3 Results pertaining to managers of knowledge workers

Figure 10: Cognitive Map For Interview Number 9

Company Profile
Industry Focus

Respondent’s Role

: Financial Services — Banking

: Retail Banking

: Test Manager

Because | am more

engaging and -
collaborative

My style makes it easy
for the staff to
approach me

/ Question1 \
What is your

To have things sorted

out right there and
then

| am easily available to
provide guidance

As a small team, we

And this arrangement

sit in close proximity

allows me to be open
with the staff

A

management style?

- )
I

The people trust you
more when you sit with

And makes it easy to

It opens up that

give updates, and pick 1
up any issues

communication
channel

them

I then link this Plan to
their Balanced Score 1«

Card

| ensure that each

staff member has a
formal Personal

Development Plan

l

I

Question 2

What are your views
on training and
development?

I then allocate work

To ensure that there is

based on training
attended

» transfer of theory into
practice

ensure skills transfer- 1«
which is critical

shadow one another
on big projects

A

that collaboration
happens within your
team?

brainstorming

This process helps to The PDP also assist I encourage them to | then ensure that the
them in identifying get testing N
ensure that they follow - DN » company pays for their
through with training their developmental certification, e.g. training
goals ISTQB
Question 3 -
This is necessary to | assign resources to How do you ensure We conduct And these sessions are

easy to conduct

sessions as a team

because you are sitting
close to each other

Sharing of information
on projects helps to
eliminate one-man

dependency

" always someone who

Even if one resource
is on leave — there is

can stand-in

By showing interest in
their personal lives

| build a very strong
relationship with each
team member

/ Question 4 \
How do you keep your

v

| also attend to the
issues that frustrate
and/or challenge them

1 also ensure that their
salaries are market
related

staff motivated to

| show them that |

By giving them the

have faith in them

opportunity to own
their work and explore

come to work

|

\ everyday? /

h

| assign a task and
only get involved if

| then provide

there are issues that
are escalated to you

guidance and support

| also make sure that
there is social
entertainment

There are a lot of
opportunities out
there for the guys

Question 5
What are the
challenges that you
experience in
managing knowledge
workers?

As a result, they are
being head hunted,

and this creates
pressure on you

40



Figure 11: Cognitive Map For Interview Number 10

Company Profile  : Financial Services — Banking

Industry Focus : Retail Banking

Respondent’s Role : Test Portfolio Manager

| give my team a

framework to assist

| get involved with the

them in meeting their
deliverables

activities that are
happening in the team

v
And this framework
also makes it difficult

But sometimes | have
to micro-manage to

for them to cut
corners.

ensure that delivery is
met

Question1

What is your
management style?

And when necessary, | j
f

do roll up my

As a leader, | also
allow my team

members to have an
input

) 4

And use them to get
things done

v

But this can be tricky, so |
try to strike a balance
between getting involved

and sitting back

| give my team leeway
to run with projects — so
at to keep them on their

toes

As aresult, | try to
create awareness of

| believe in the

the latest trends in
mobile testing

alignment to the
industry best practice

| also plan training so
that it does not

| always encourage
them to go for training,

interfere with the work
deliverables

and that they need to
be certified as testers

Question 2

What are your views
on training and
development?

Therefore, each individual
»| needs to understand that

this is what | need to get
to the next level

v

| believe succession
o | Planning is key — h_ence
I have a succession

plan

| also use the PDP’s to
identify each individual’'s
training needs

Suggestions are made
as to how can we do

We have monthly
sessions to discuss

things better and work
better as a team

issues and solutions
thereof

Question 3
How do you ensure
that collaboration
happens within your

During our weekly ses:

members of the team
explain their product to the
other team members

sions,

And | expect the testing

team to be able to
assume the role a BA or
a PM in a project

team?

— ,

The testing team also interacts | also use team presentations

with the development team to where the testers demonstrate
understand the underlying their knowledge of the product
technologies of a solution to reinforce collaboration

And to ensure that
everyone works -+
together

I use collaboration to
ensure that everyone
is on the same page

I make sure that they have
tangible deliverables that
are linked to their KPI"s L

| always give them something

that excites them mentally —

otherwise their performance
level drops

A

Question 4
How do you keep your
staff motivated to
come to work
everyday?

, v v ,

. | use the monthly sessions As aresult, | always challenge
linstil in them a sense that f i
to give them a chance to them by expecting them to
they are not only testers, y N
. see the value they add as know the financial aspects of
but SME’s as well .
testers the project as well

) 4

| try to align what they do
with the business strategy

Having to deliver a
solution speedily to

There is also a risk of
introducing new technology

i Iture clash ween i
Because of behavioural Culture clash betwee Question 5

patterns older and younger What are the market — sometimes leads without ensuring that it will
generations challenges that you to compromising of quality work in production
experience in
managing knowledge
workers? Another challenge is

keeping up with the
market trends in the

Younger generation are trend
setters — and they are quick to

testing discipline

pick up in terms of how things }

are going Older generations still
believe in doing things
with the spreadsheet

While simultaneously trying to
align testing with the
objectives of the bank — which
is to stabilise systems

Knowledge sharing from
older generation can be an
issue — see knowledge as

y

vs a tool

means of securing their jobs
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Figure 12: Cognitive Map For Interview Number 11

Company Profile  : Financial Services — Asset Finance
Industry Focus : Vehicle Finance

Respondent’s Role : Business Analyst Team Lead

| only get involved | am very uninvolved, And when | need
when | am and | transfer task | identify my ‘go-to’ o| something to be done

consulted about ownership to the people urgently — | then assign
something person it to the ‘go-to’ people

|

Question1

What is your
management style?

h
But | do kee | trust my team Ju:zle(;::lBtoA Eedo And | hold them
P members to do what accountable
track of everything managed more
they have to do 3
tightly
Y
| provide help | always create a I provide dEIE.‘IIEd g}JIda_nce
for the Junior BA’s —in
whenever | am sense of urgency .
. terms of milestones and
required to around all tasks
dates
And encourage BA _ | create an environment This ensures sharing
courag | create awareness of Question 2 where new things learnt of what has been
accreditation, e.g. 1 . N C o » A - .
CBAP 1IBA standards What are your views in training are applied in learnt in training with
on training and the work place the rest of the team
development?
A
| then set standards of | define processes and .I a.SS.ISI |r! identifying I'encourage pegple to
| encourage individual’s long term take ownership of
governance, and (4 standards — and . . » - L
. investment in self goals and we work their training and
adherence to them measure against these L
towards attaining them development
It also comes with | encourage group This happens in an informal
accountability — and Collaboration goes Question 3 thinking — when manner — where guys
o - . . / \ A > N
giving support to each with being transparent How d someone is down — the contract with each other to
other QSonoUiensIe others must pick him up get issues resolved
that collaboration
happens within your
team?
| create a culture of It needs to be driven And they are more Theref_ore,l discourage lack
team work, where . ™ of sharing of knowledge due
o » by the desire to make willing to share —» M
people are willing to . to fear of losing importance
support each other that person better Senior guys are more knowledge in the team
knowledgeable

Question 4
| accommodate How do you keep your . .
] | give recognition
phases that people go staff motivated to > i
through where itis due

come to work
everyday?

v

A

Because empathy is l also look at the Someone in a good | try to align what they
key — try to relate to N . N N
, emotional aspect as space will tend to work do with the business
the person’s .
. well and deliver strategy
circumstances

While being aware . .
that the market Keeping with the

determines < standards in the What are the
opportunities market challenges that you
experience in

While being in tune or in
line with the environment
”| you are operating in — so
as to be adaptable

Qw5 Understanding where
the business wants to

go

managing knowledge
workers?

Adherence to Getting the BA’s to
Yet, not being too or PR understand the a Especially the junior
overly rigid processes and Prioritising, because template is just a " guys (junior BA’s)
governance everyone has the -
mindset that ‘my work’ guide
is urgent
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Figure 13: Cognitive Map For Interview Number 12

Company Profile  : Financial Services — Banking
Industry Focus : Retail Banking

Respondent’s Role : Portfolio Manager

And | end up with I try to get a buy-in and | believe in being And | give room for
consensus from the N L freedom — within
engaged and more |4 . - » open-minded, it is > N
> o team, it helps me to get e boundaries and the
committed individuals critical
commitment framework
. T questomr O\ .
Some people are | reserve judgement and | lonly stepinasa
fragile, so I try to talk | engage with them W What is your o | | do not need to know - leader to offer
to them individually as individually — to management style? the details guidance — when
well understand them there are problems
I listen to their I let them lead me, It is the team’s word, Influence is critical
concerns, and try to and | play the role of a » and ownership sits iy to achieve it
understand where facilitator with them Y
they come from
Question 2
| also identify their | show interest in What are your views | believe that you must You also need to align the
different competencies #— individuals and identify > Y/ empower your guys - do —¥| individuals’ goal with that
N N on training and N o
and harness these their potential not restrict them of the organisation
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Figure 14: Cognitive Map For Interview Number 13
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: Head of Development
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Figure 15: Cognitive Map For Interview Number 14

Company Profile
Industry Focus
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4.4 Summary of the results

The focus of this chapter was to present results in the form of cognitive maps —
without discussing them. These results were presented in a manner that
demonstrated two views, the first part being that of the knowledge workers, and
the second part that of the managers of knowledge workers. The next chapter
provides a discussion of these results against the propositions presented in
chapter 2.
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CHAPTER 5. DISCUSSION OF THE RESULTS

5.1 Introduction

The objective of this research was to investigate the challenges around managing
IT knowledge workers. This was done to gain insight which could assist
management in overcoming these challenges. The propositions which were
developed, based on the literature review, were on the following five areas of
focus: employee expectations; employee mobility or tenure; employee
motivation; collaboration with peers and employee training and

development (continuous learning).

The responses to the questions on these areas of focus were presented as
individual cognitive maps in the previous chapter. In this chapter, those individual
cognitive maps were then combined through an iterative process to identify

emerging themes per focus area.

The first section is a presentation of the composite maps for knowledge workers,
and the second section focuses on the composite maps of the managers of
knowledge workers. After each composite cognitive map discussion, pictorial
depictions of the emerging themes against themes identified from literature
review are then presented. This is done to highlight similarities and/or differences
between the emerging themes and the themes identified in literature review. A
concluding discussion, with the focus on the new findings per focus areas,

follows.

5.2 Knowledge Workers Composite Cognitive Maps

This section focuses on the responses of the knowledge workers.

5.2.1 Discussion pertaining to knowledge workers expectations

The figure below depicts themes that were identified from responses received on
the question of what knowledge workers expect and/or perceive the management

style of their managers to be.
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Figure 16: Composite Cognitive Map - Employee Expectations
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These themes were then compared to the literature review about knowledge
workers’ expectations from their managers, and the following pictorial view

emerged:
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Figure 17: Employee Expectations - Literature Review vs Research

Findings

Literature Review Research Findings

Knowledge workers expect managers to

make regular and

direct contact _ have good be a support system
interpersonal skills

provide for advancement
opportunities have good communication skills
(give consistent feedback)

demonstrate
leadership qualities

facilitate regular and
effective personal discourse

with them show interest in their career growth, value honesty
provide freedom and give them freedom to make decisions be mentors and
flexibility for them to get (to be able to add value) give guidance
tasks done their way, at their
pace not to micro-manage them .
9 be administrators of
. leave and tasks
t_o b_e_partlcular about trust their judgement
individual treatment
S et fi allow workers to take
provide them with - accountability of their
increased responsibility work

Based on the above, the following new findings were established — knowledge
workers expect their managers to be their support system. In some cases, this
expectation was voiced as a need for 1) technical support (i.e. managers are
expected to be subject matter experts in the fields); and 2) emotional support (for
office politics issues or knowledge workers’ personal challenges). There was a
strong expectation that managers need to demonstrate leadership qualities. This
was qualified as the display of calmness in hostile situations and the ability to
take decisive actions when necessary. Included in this expectation was that the
managers should be able to connect and/or link the organisations’ strategies to

what the knowledge workers do.

Knowledge workers also indicated that they expect their managers to be honest
individuals. This expectation was also in line with a demonstration of strong

leadership, which is underpinned by strong ethics and good conduct.
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The expectation of managers as mentors, who are able to provide guidance, was
also seen to be more prevalent among the workers who expected their managers
to be subject matter experts. In this regard, managers were expected to be the
‘go-to’ persons. This expectation was voiced mainly by junior knowledge workers

who had less work experience, and exhibited a need for more guidance.

An interesting finding was made with regards to the senior knowledge workers
with more than five years work experience. These workers’ expectation of their
managers was that they should merely play an administrative role of approving
their leave and/or hours. These workers expected to be given more space and

room to be accountable for their work.

5.2.2 Discussion pertaining to what motivates knowledge workers

For the second proposition, the knowledge workers were asked what motivates
them to come to work and perform at their peak. The themes highlighted in the

figure below were then identified.
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Figure 18: Composite Map — Employee Motivation

What motivates

you to come to
work every day?

These themes were juxtaposed to the literature review on the motivation of
knowledge workers, with a view of identifying recurring, overlapping and new

themes. The figure below is a pictorial presentation of this comparison.



Figure 19: Employee Motivation — Literature Review vs Research Findings

Literature Review Interview Responses

Knowledge workers are motivated by

money adding value to the business _ working on projects which
improve customer experience

tight deadlines and pressure
self-advancement over their managers’

corporate advancement being given operational autonomy technical competence

working in an environment

new challenges and new opportunities where there are processes

being allowed to take ownership working in an environment
that allows them to see the

variety and constant change b v

working on projects that

task achievement result in their career growth

the overall behaviour
of their managers

Although the literature lists “money” as one of the key motivator for knowledge
workers, all the respondents who participated in this study stated the opposite.
They stated that money could never be enough to motivate them to do their jobs.
The key factors cited as responsible for motivation were, inter alia, working on
projects that led to personal growth, while simultaneously resulting in improved
customer experience and tangible business benefits. Thus, these workers
indicated a need to be part of something that adds value, not only to the
organisations’ bottom line, but to the end users as well. They also highlighted the

need to feel valued, and to be given a chance to make a difference.

The junior respondents still indicated the role of their managers in motivation, i.e.
how their manager engages with them as well as his technical competence. A
mature and organised environment, with clearly defined processes, was also
seen as contributing to a morale boosting atmosphere. The workers emphasised
their desire to be given a big picture view of where the organisation is going, to
understand where they fit in, and how can their contribution can help in achieving

the organisation’s strategy.
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5.2.3 Discussion pertaining to managers’ views on training and

development as perceived by knowledge workers

The figure below presents a consolidation of the responses from knowledge
workers on how they view their manager’s attitudes and perceptions towards their
training and development. Themes from these responses were identified and

highlighted as set out below.

Figure 20: Composite Cognitive Map on Training and Development
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In the figure below, these themes were then compared with what the literature
says on training and development of knowledge workers with the intention of
identifying similarities and/or differences. Some themes that were identified from
the research responses were similar to the literature themes, and some were

completely different and new.
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Figure 21: Training and Development — Literature Review vs Research

Findings
Literature Review Interview Responses
Knowledge workers believe their managers view training and
development as
a life-long learning activity something that
an opportunity for management needs to
self-improvement support
something that can help
them with time and task providing challenges required more beneficial when
management [ for self-advancement pursued by the entire

\ team together

something that offers
competitive advantage an opportunity to partner
with the vendors
a tool to be used for

personal growth requiring careful

planning and timing

needing proper controls
to be managed
effectively

In terms of the new themes identified, the knowledge workers indicated that for
training and development to be successful, it needs to be supported by
management. An interesting point was made that management should see the
value and benefit when they focus on team development through training, i.e. the
team should develop together. It was also stated that without proper timing

training can never be fully beneficial.

The timing was qualified as knowledge workers’ readiness to assimilate what they
had to learn and apply it in their work place, as well as the relevance of the
content. Another essential component for effective training was the need to have
proper controls to manage and measure it. This could be done through
establishing and tracking Personal Development Plans (PDP’s). Partnership with
training vendors was also identified as a key component of effective training and

development.

54



5.2.4 Discussion pertaining to collaboration with peers

The responses relating to the concept of collaboration were consolidated and

themes identified as set out in the figure below.

Figure 22: Composite Cognitive Map — Collaboration with Peers
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The emerging themes were then compared to the literature review themes and

presented in the figure below.

Figure 23: Collaboration with Peers — Literature Review vs Research

Findings
Literature Review Interview Responses
Collaboration with peers
is a tool to transfer skills T LM S v O
can be informal as well
transforms employees’ results in knowledge sharing . . .
knowledge into requires conscious planning
organisational knowledge enables employees to be seen as
resources helps with the understanding
from whom to gain knowledge of the big picture

is about playing meaningful
roles and doing meaningful improves team communication when it is formal, it does
team work not always work due to
time constraints
leads to increased productivity
results in team work and

creates efficiencies team cohesion

removes the key-
man dependency

Knowledge workers indicated that collaboration can never be achieved in
isolation; there is a need for colleagues to work together. Also, it cannot happen
by accident, it needs to planned and highlighted as a desired outcome, where the
participants in the team acknowledge the fact that they depend on each other.
The major benefits that were identified were the removal of key-man dependency,
understanding of the big picture, improved communication within the team and

strong team cohesion.

It was also noted that, while it needs to be a conscious effort that requires
planning, it can also be informal. The senior knowledge workers seemed to prefer
informal collaboration — where they would use coffee sessions or smoke-breaks
to discuss solutions to business problems. The junior knowledge workers mainly
preferred a formal and more structured collaborative approach to solutions design

and implementation.
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5.2.5 Discussion pertaining to employee mobility or tenure

The proposition underpinning employee mobility was tested and the responses
were then consolidated to identify common themes. The figure below is a
presentation of those themes.

Figure 24: Composite Cognitive Map for Employee Mobility

It depends on the How long do you think | | | Maybe twa to three

environment R years

Longer than six years

Following the identification of the themes, the figure below was used to present
these themes against the literature themes.

Figure 25: Employee Mobility — Literature Review vs Research Findings

Literature Review Research Findings

Knowledge workers are

equipped with portable skills

preparing for careers,
and not tenures in
specific organisations

likely to stay longer than
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on the environment

likely to spend two to three years
in one role

not amenable to delayed
gratification by life-long
employment

not seeking life-long
employment
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The literature review consistently presented a view that knowledge workers
tended to job-hop. They move from one job to another in a period of eighteen
months to two years, looking for more money and/or new opportunities. However,
the respondents in this study presented a different view. They highlighted a
different factor that determines employee tenure within an organisation and/or a
single role. This factor was identified as the environment and the effect it has on

ensuring that the knowledge workers stay in one role for longer than 2 years.

5.3 Managers of knowledge workers composite cognitive

maps

This section focuses on the responses of the managers of knowledge workers.
The question on employee tenure, which was one of the questions that the
knowledge workers was asked, was replaced with the question (to managers)
on challenges experienced in managing knowledge workers. The researcher felt
that it was more appropriate to get the managers to point out challenges they face

rather than ask them about reasonable employee tenure in their teams.

5.3.1 Discussion pertaining to managers’ management style

Managers were asked how they perceive their management style, and the
consolidation of their responses was done with the aim of deriving themes from

these responses. The figure below is a presentation of those themes.
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Figure 26: Composite Cognitive Map — Manager's management style
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The above themes were then combined with what the literature says on

What is your
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create a fr

management styles in managing knowledge workers and presented in the figure

below. Similarities and/or overlaps in the themes, as well as new or emerging
themes, were identified.
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Figure 27: Manager's management style — Literature Review vs Research

Findings

Literature Review Research Findings

Managers of knowledge workers view
themselves as

being accessible
being open-minded

having good
interpersonal skills

making regular and
direct contact

giving their teams freedom,
with accountability

having good communication
providing for advancement skills
opportunities for their staff (giving consistent feedback)

transferring ownership of

showing interest in the career growth work to their teams

facilitating regular and of their staff
effective personal discourse . . . .
with their staff giving their staff freedom to make allowing their team members
decisions to give input on how things
providing freedom and (to be able to add value) should be done
flexibility for their staff to :
independently get tasks not to micro-managing their acknowledging that team
done, at their pace staff members are unique

individuals

being particular trusting their staff’s - .
about individual judgement providing support to their
teams when required to
treatment showing faith in ) _
providing their staff with their staff only micro-managing

when it is necessary

recognising and rewarding
good performance

increased responsibility

Over and above what the literature says about management styles used to
manage knowledge workers, the respondents provided new insights into this
practice. They presented themselves as accessible managers, who are open-
minded. They also believed that they give their team members freedom to do
whatever they needed to do to get the job done, but within boundaries and/or
defined frameworks. With that freedom, they indicated, came ownership of their

work and accountability.

They also indicated that they allow knowledge workers to give input into how
things should be done. They saw themselves as a support system for their
workers, and only getting involved with the detail when necessary or when there
are escalations. Some managers indicated that, while they remain uninvolved in
the detail and give their workers freedom, they do micro-manage when
necessary. They also acknowledged that team members are individuals who are

unique and cannot be managed with the ‘one-size-fits-all’ approach or style.
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5.3.2 Discussion pertaining to managers’ views on collaboration

within the team

The responses of managers on how they ensure that collaboration happens in
their teams were consolidated and themes emerging from these responses are
highlighted in the figure below.

Figure 28: Composite Cognitive Map — Manager's views on collaboration
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Managers indicated that, in their view, collaboration reinforces team cohesion.
They stated that it is also beneficial to the workings of the team. Without it, an



organisation tends to be at the mercy of key individuals who sit with the
organisation’s intellectual property in their brains, and use this tacit knowledge to

hold the organisation for ransom.

Figure 29: Team Collaboration — Literature Review vs Research Findings

Literature Review Research Findings
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If collaboration is promoted within a team, it can be used as a tool to cultivate the
‘group think’ mentality. The managers felt that it is important to stress the need
for team members to see that the success of the team depends on the success
of the individuals within it. As a result, the entire team benefits by helping those
members who struggle. This brings them up to speed and on the same level of
performance as the rest of the team members. This is why they felt that

collaboration provides an opportunity to improve team performance.

The managers also shared a few strategies they use to ensure that their team
members do collaborate, and these include simple tricks like seating
arrangements, as well rotating team members within a project. Rotating team
members might be difficult to implement due to time constraints in each project,

as this does not allow the continuous introduction of new resources to any project.
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5.3.3 Discussion pertaining to managers’ views on training and

development

The figure below represents a consolidation of responses on how managers view
training and development within their team. The responses were grouped

according to common views, and themes were then drawn from these

commonalities.

Figure 30: Composite Cognitive Map — Managers' views on training and

development
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Figure 31: Managers' view on training and development — Literature Review

vs Research Findings

Literature Review Research Findings

Managers of knowledge workers view training

and development as

a tool to harness
individual strengths

an opportunity for

as a life-long learning activity !
self-improvement

a way to close
developmental gaps
that have been identified

as something that can

help their staff with time ‘ providing challenges required ) ;
and task management for self-advancement a means of keeping their staff
‘ in line with the industry
something that offers standards
a competitive a key element of the
advantage Personal Development
Plans

a tool to be used for
personal growth a way for their staff to obtain
accreditation in their fields

takes place through
knowledge sharing

Managers presented a view that training is a tool that can be used to harness the
individual strengths of team members. However, training should not be
conducted for the sake of training, but it should be used to close developmental
gaps that have been identified. They also acknowledged that training is critical to
ensure that team members are up to speed with what is happening in their
industry, and remain up to date. To make sure that training is used to close gaps,
they indicated that it should be linked to each member’s personal development
plan. This will ensure that there is an alignment between the individual career

developmental path and the training they receive.

Most managers also emphasised the need for their team members to obtain
accreditation in their respective fields through proper and formal training.
However, they also noted that formal training is not the only way in which
development happens. They cited knowledge sharing among the team members

as another form of training, as it has huge benefits as well.
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5.3.4 Discussion pertaining to how managers keep their employees
motivated

Figure 32: Composite Cognitive Map — Keeping staff motivated
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Figure 33: Keeping staff motivated — Literature Review vs Research

Findings
Literature Review Interview Responses
Managers motivate knowledge workers through
setting tight giving them space to do
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highlighting providing thetm :/iet\]/v variety and not ignoring their feelings
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over corporate .
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allowing them to take ownership
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providing strong leadership by

making them feel like they are /1 oo ing them aware of the market
adding value to the business trends

taking interest in them

enabling task as individuals

achievement
giving credit where it is due

being empathetic

While some of the managers noted that motivation is a tricky thing to achieve,
because it has to come from within the individuals themselves (intrinsic
motivation), there was an acknowledgement of the role of the environment in
generating and promoting extrinsic motivation. They stated that individuals make
up teams, and these individuals have unique qualities and needs. Therefore, to
achieve any level of success in motivating their workers, the managers need to
take an interest in their workers as individuals and show empathy when they are
going through challenging times, both personally and professionally.

Managers acknowledged that, as part of motivation, they should show confidence
in their employees by giving them space to do what they have to do, albeit within
the boundaries of what is permissible. They indicated that the workers should not
necessarily be granted limitless freedom as it might end up getting them into
trouble or getting them fired. They also realised that the ability to defend and
support their workers — especially in hostile and demoralising situations — is also

critical in generating and maintaining employee motivation.
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The acknowledgement of good performance and giving credit where and when it
is due was also identified as key in motivating employees. Also, managers
identified that employees require and/or expect management to display strong
leadership so that they can remain motivated. Strong leadership is essential at
times when an organisation goes through economic uncertainties and/or

leadership changes.

5.3.5 Discussion pertaining to the challenges faced by managers in

managing knowledge workers

Managers were also asked to highlight challenges they experience in managing
knowledge workers, and their responses were grouped according to common
trends. This exercise identified underlying themes, which are presented in the

figure below.
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Figure 34: Composite Cognitive Map — Challenges facing managers of IT
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The themes highlighted above were then collated and compared to what the

What are the challenges you
experience in managing
knowledge workers?
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literature says on the challenges experienced by managers. This comparison was
done through the figure below and a discussion on new themes was then put
together.
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Figure 35: Challenges facing managers of knowledge workers — Literature

Review vs Research Findings

Literature Review Interview Responses
Managers of knowledge workers face the

following challenges

o overcoming employee mobility due
knowledge workers do not take ‘No to market demands of their skills
for an answer
keeping up with market trends

they seek employability over resolving personal conflicts without compromising quality
employment caused by arrogance due to
they are blunt and techno-savvy high levels of education managing business expectations to

ensure realistic product delivery

they have a high expectation of self timelines
they are educated, smart, creative ) - Ao
and computer literate continuous cross-skilling of the
they challengetthe n;?r:\agers almost workers to eliminate key-man
every step of the way dependency
_they cannot obfsegvekthe rlnc(;st ensuring alignment of business maintaining a high team morale
THIBEENE [FEVG @ i112 (e 2ae strategy and individual’s goals at all imes
workers’ work
managing delivery across different
they carry and own the means of countries, with different accents and
production on different time zones
sometimes, they know more resolving cultural clashes between
about what they do than the the old and the new generations
managers

adhering to processes without
being too rigid

Managers acknowledged that managing people is a tricky and difficult job to
perform. They expressed a variety of challenges that they experience which are
caused by the knowledge workers, market competitiveness as a result of, inter
alia, the effect of globalisation and the need to satisfy the demands and

expectations of their business partners.

The fact that the knowledge workers possess skills which are portable and easily
transferable from one organisation to another creates constant demand for their
services by competitors. The managers stated that loyalty has now been
commoditised and can be bought. Therefore, they constantly find themselves
faced with a challenge of convincing knowledge workers to stick around within
the organisations longer. According to the findings on what motivates these
workers, it was established that money is no longer the key motivator. This is
because the knowledge worker can always get more money elsewhere. There is

always someone who is willing to be the highest bidder out there.
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The managers expressed that it is a challenge to make sure that they create an
environment that is enticing enough to retain knowledge workers. They could,
among other things, achieve this through keeping up with the latest trends
(technology and business) in the market. Knowledge workers need to see that
the environment they work in gives them an opportunity to work on projects and/or
initiatives that are ground breaking, innovative and radical. The moment they feel
that they are stagnant in their careers; they get bored and become unhappy. The
managers also stated that they have to keep up-skilling these workers so that
they can keep busy — knowledge workers do not want to be in slow environments

where their career growth and personal development is non-existent.

The managers also highlighted the fact that in some cases the project teams are
made up of resources that are spread across different geographical locations.
This model presents a different set of challenges for them, such as different time
zones and communication difficulties caused by different geographical accents,

especially during teleconferences and video conferences.

Another challenge raised by managers was the role they have to play in
preventing and/or defusing conflicts that result from cultural clashes. These are
usually caused by the different views towards work held by the older generation
versus the younger generation. The fact that some of the knowledge workers are
highly educated and thus arrogant about what they know, and/or what they feel
entitled to, also tends to create conflict among the team members and/or between

the workers and the manager.

5.4 Conclusion

The focus of this chapter was to discuss the findings of the research and draw
similarities and differences between these findings and the literature review. In
doing this, the researcher discussed the findings pertaining to the knowledge
workers first, and then later the ones that pertain to the managers of the
knowledge workers. The findings for knowledge workers were discussed around
the five focus areas identified in propositions — employee expectations, employee

motivation, employee mobility or tenure, employee training and development
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(continuous learning) and collaboration with peers. The findings for the managers
of knowledge workers were discussed around employee motivation; employee
mobility or tenure; employee training and development and challenges faced by

managers of knowledge workers.
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CHAPTER 6. CONCLUSIONS AND
RECOMMENDATIONS

6.1 Introduction

This chapter offers a consolidation of the knowledge workers’ views and those of
the managers in each of the five focus areas. To assist with clarifying this
presentation, the views of the knowledge workers and the managers on each
focus area are presented in a pictorial manner. The overlaps and difference of
knowledge workers’ and managers’ views on each focus area are emphasised
through this presentation. Then a discussion to summarise the meaning of these

findings per focus area follows.

The first section of each discussion focuses on views that are unique to the
knowledge workers, and are followed by those that are unique to the managers.
The discussion then focuses on the views that are common and/or shared by
these two groups of respondents. Views that are discussed exclude those views
that were derived from the literature review; the focus is only on new views and/or

findings.

The chapter then provides recommendations. In this section, the researcher uses
a similar approach, i.e. presenting recommendations per focus area. The last
section of this chapter then presents suggestions for further studies that could be

undertaken on the same or similar topic.

6.2 Conclusions of the study

Over and above what the literature review says around these focus areas, the
researcher managed to uncover new themes and/or findings. Although these
were new findings, most of them were not in direct contrast to what emerged from
the literature. They further elucidated the existing assertions in the literature on
the subject of managing knowledge workers. To the researcher this served as a
justification of the relevance of the methodology used, i.e. qualitative, rather than
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guantitative — because a better understanding of the key concepts around

management of IT knowledge workers was achieved.

As mentioned previously, the areas of focus of this study were employee
expectations, employee motivation, employee training and development,
collaboration with the peers, employee mobility; and the sections below provide

a detailed discussion of each focus area.

6.2.1 Employee expectations

Knowledge workers and managers seemed to share common views on some
issues. However, there were issues that highlighted the lack of a common or

shared view. The figure below presents a pictorial view of this.

Figure 36: Employee Expectations — Consolidated Views

Unique Views Shared Views Unique Views
(Workers only) (Managers and Workers) (Managers only)
Managers should Managers have:- Managers are:

demonstrate Good interpersonal skills /1 Open-minded and
leadership qualities \ / Good communication skills \ accessible

Managers:-
Transfer ownership of
/worktotheirteams
Managers:-
Show interest in career
NansgEnot | Maege | grun "] vanagrs
Give freedom for decision Managers: -
making ™Al Allow team members

to give direction

Managers:-
\ Do not micro-manage / Managers:-
Show trust and confidence \ Acknowledge that
in them (workers) team members are
unique individuals

Managers are just Managers:- _
J L Are a support system Managers:-

:ﬁ&n :r;lsslz;ators of leave Allow workers to be held Allow team members
accountable for their work to give direction

It appears that knowledge workers felt that some of their managers do not show
leadership qualities. They felt that the virtue of honesty does not reside or is not

found in all managers. A disturbing view was that some knowledge workers felt

73



that the role of their managers was just an administrative one; that they were only

concerned with tracking employee hours and approving leave.

The managers felt that they were open-minded and accessible, and were
transferring ownership of tasks to their teams by allowing the team members to
give direction. They also felt that they were doing a good job in acknowledging
team members as unique individuals within the team. This clearly indicates that
there was a disconnect in terms of how they view themselves compared to how

their team members view them. This can be viewed as the managers’ blind spots.

Reassuringly, both the managers and the knowledge workers seemed to share a
common understanding of issues like good interpersonal and communication
skills. The workers also seemed to be in agreement with the fact that the
managers give them freedom to make decisions, show interest in their career
growth, do not micro-manage them and show confidence and trust in them. The
managers allow the workers to be accountable for their work and provide them

with a support system when they need it.

6.2.2 Employee motivation

It was interesting to note what both the managers’ and the knowledge workers’
views were on employee motivation and how it is achieved. The figure below
presents a pictorial view of the similarities and differences of how each party

views employee motivation.
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Figure 37: Employee Motivation — Consolidated Views

Unique Views Shared Views Unique Views
(Workers only) (Managers and Workers) (Managers only)
Working on projects Managers are showing Giving them space to
which improve them how the projects that do what they have to
customer experience \ / workers do align with the \ / do
business strategy

Managers are taking an Providing strong
leadership by keeping

interest in them as
them aware of the

individuals, showing
confidence in them and do '\ / market trends

not ignore their feelings

Their managers’

technical competence V\

Knowledge
workers

Managers
I~a/ Supporting and

defending them
\ Managers are giving credit /

where it is due, and are
empathetic

Working in an
environment that has re
processes

Working on projects /
that result in their with them
Worker like/enjoy working
/ in environments which \

\ Building strong and
enduring relationships

career growth
allow them to see the big Celebrating success

The overall behaviour picture all the time

of their managers

On the difference in views, the employees felt that working on projects where they
could see improved customer experience motivated them a lot. They also noted
that they needed projects that result in their career growth, i.e. projects where
they could learn and develop their skills. Interestingly, some employees
highlighted the need for their managers to be technically competent in terms of
the domain knowledge. They also indicated that working in an environment that
is structured and has clearly defined processes is a motivating factor. The
behaviour or conduct of their managers was also mentioned as a factor that has

an impact on their motivation.

However, the managers felt that giving the workers space to do what they needed
to do was good enough to motivate them. They also indicated that providing
strong leadership by ensuring that they make the workers aware of the market
trends was another motivating factor. Supporting and defending the workers,
forming strong and enduring relationships and celebrating success were other

factors that managers saw as employee motivators.
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With regard to similar views, the managers and the workers agreed that aligning
the organisation’s strategy with what the workers do results in increased
motivation. Taking an interest in the workers as individuals, as well as giving
credit where and when it is due were also identified as key factors for employee

motivation.

6.2.3 Employee training and development

With regard to training and development, the researcher also explored how each
group views the significance of employee training and development. These views

are summarised in the figure below.

Figure 38: Employee Training and Development — Consolidated Views

Unique Views Shared Views Unique Views

(Workers only) (Managers and Workers) (Managers only)
It is something that An opportunity for !t i§ a tool to harness
;“uapr;i?fmem needs to \ / self-improvement \ / (ELEEY SRR

It is a way to close
development gaps that
have been identified

It is more beneficial
when pursued by the
entire group
simultaneously

Provides challenges

required for
/ self- motivation \

N

It is the means of
keeping their staff in
line with the industry
standards

Knowledge
workers

Managers

v

It is an opportunity to
partner with the o]
vendors

\ Offers competitive /

advantage

Itis a key element of
the PDP’s

It requires careful /
planning and correct

timing

It needs proper / \ It is a tool to be used for /
controls so that it can

personal growth

staff to obtain
accreditation

\ It is a way for their

It can also happen
through knowledge
sharing

be managed properly

The workers felt that training and development is something that needs to be
supported by management. And some of them also felt that it is not effective if it
is not done by the entire team, to ensure that all the team members are on the
same competency level. Interestingly, some workers saw training as an
opportunity to partner with external vendors. They also indicated that it requires

proper planning, proper control and correct timing to be successful.
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The view held by managers was that training and development could be used to
harness individuals’ strengths, and to close any development gaps that have
been identified. Managers indicated that training and development should be part
of the employees’ Personal Development Plans. They also saw training and
development as an opportunity for their employees to receive accreditation in
their respective careers. The managers also argued that training and
development could happen through knowledge sharing within team members, i.e.
it does not always have to be formal.

Both the managers and the knowledge workers agreed that training and
development could be seen as an opportunity for self-improvement. There was
also consensus that it provides challenges that are required to test self-
motivation and that it offers a competitive advantage. A common view existed

that training and development can used for personal growth.

6.2.4 Employee collaboration

Collaboration among the knowledge workers was another area that was
investigated, i.e. in terms of how it is perceived by both the managers and the
knowledge workers. The figure below presents a comparison of the views of the

managers and the knowledge workers.
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Figure 39: Collaboration with Peers — Consolidated Views

Unique Views Shared Views Unique Views
(Workers only) (Managers and Workers) (Managers only)
It has a human side to Itis a tool to transfer skills, Itis beneficial to the
it and results in knowledge workings of the team
/ transfer \ /
It can be informal as LTI e iz It can be used to
well | |communication and cultivate the ‘group-
reinforces team cohesion \ / think’ mentality
Knowledge .
workerg It leads to increased Managers
productivity and creates (4| ~al It can be enhancgd
i i efficiencies through the team’s
It requires conscious seating arrangement
planning
It presents team members / It ;
q tis an opportunity to
It helps the team with \" as resources from whom \\4 imprc?vpe teamy
the understanding of to gain knowledge performance

the big picture

It can be achieved
It does not always It eliminates the key-man through the rotation of

work wr_\en itis forn_]al, dependency syndrome team members on
due to time constraints projects

Knowledge workers expressed a view that collaboration, as an activity, has a
human side to it, and that it should not be seen only as a formal process.
However, when treated as a formal process, it requires conscious planning, i.e. it
cannot just happen haphazardly. The challenges they mentioned for the formal
process are time constraints, i.e. it tends to be hampered by the lack of and/or
unavailability of time if it is formalised. They also indicated that it is a valuable tool
that can assist the team in understanding the organisation’s big picture, through

knowledge sharing.

However, the managers believed that collaboration could be beneficial to the
workings of the team. They felt that it could be used as a tool to cultivate the
‘group-think’ culture or mentality. To create a climate conducive to collaboration,
they indicated that things like seating arrangement within a team, as well as
rotation of team members within a project, play a critical role in this encouraging
collaboration. Managers also felt that collaboration could result in improved team

performance.
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Both groups agreed that collaboration could be used as a tool to share knowledge
among the team members, and thereby result in skills transfer. Other benefits
identified by both groups were that it could improve team communication and
result in better team cohesion. When cleverly engineered and orchestrated, it
could result in increased productivity and efficiencies. They both agreed that,
through collaboration, team members can become resources that can be used
as sources of knowledge from whom other members could benefit. In line with
the benefit of knowledge sharing, collaboration was identified as a strategy to

eliminate the ‘key-man’ dependency situation.

6.2.5 Contradictions to the literature review
a. Employee mobility

The findings on employee mobility or tenure were in contrast to what the literature
review says. According to the literature, knowledge workers do not stay in an
organisation for longer than 18 months. The respondents who participated in this
study held different views and indicated that there is a propensity for knowledge
workers to stay in an organisation longer, because of other factors.

Coincidentally, when the researcher wrote this report, he read a report from
Statistics SA (2015) on a research conducted on employee mobility within South
Africa over the past eight years. This report states that “the amount of time people
stay in their jobs in South Africa has increased since 2008” and further states that
“Gauteng had the longest average job tenure in 2014, at 55 months, compared
to 45 months in 2008”. The findings published in this report served to substantiate

and validate what the researcher uncovered through this study.
b. Money as a motivator

The view that money is a driver of motivation for knowledge workers was
disproven by the respondents who were interviewed. They cited other factors as
contributors to their level of motivation, and explicitly indicated that money was

definitely not a motivating factor. This is contrary to what the literature indicates
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about the role money plays. According to the literature, knowledge workers are

highly motivated by money.

6.2.6 Challenges experienced by managers

This study made interesting findings on the challenges of managing knowledge
workers to complement what is already documented in the literature. The key
findings on the challenges can be summarised as follows: the portability and
transferability of the knowledge workers’ skills; different drivers of motivation
(other than money); international projects teams; cultural clashes due to
generational differences, and arrogance caused by high levels of education. All
these factors make managing IT knowledge workers a job that requires insight
and a great deal of reflective thinking by the managers. Such skills will help the
managers to prevent ending up with dysfunctional teams and/or resolution of

situations that could potentially be explosive.

6.3 Recommendations

The key learning from this research can be grouped as follows:

6.3.1 Employee expectations

While there seems to be an alignment between how the knowledge workers
expect to be managed and how the managers perceive their management style,
there are areas where managers can improve on. These areas are the following:
demonstrating leadership qualities through showing the knowledge workers they
are not just administrators whose job is to capture their leave and hours. In some
instances, knowledge workers have indicated the need for their managers to
demonstrate technical competence. Managers do not have to be experts in the
field, but they should demonstrate some level of understanding of what is going
on. This will go a long way to earn their workers’ respect. Also, managers have
to show decisiveness and provide guidance and direction to their workers,

especially in times of uncertainty within an organisation.

80



6.3.2 Employee motivation

The managers have shown that they have a grasp of what motivates the
employees, i.e. in terms of not using techniques like micro-management and/or
empowering their workers through challenging projects and expecting them to be
accountable for their work. However, there is room for improvement, especially
around providing structure for their workers, i.e. ensuring that processes are
clearly defined. Some workers are easily de-motivated when they are faced with
a situation where they have to define processes and procedures themselves,
because to them this resembles a chaotic environment. It is in cases like these
that they expect to see their managers’ technical competence and leadership
qualities (discussed above). Also, managers should emphasise their workers’
growth path more and demonstrate how their workers can achieve it through the

projects they assign to them.

6.3.3 Employee training and development

The workers that participated in this study seemed to have more insight into the
value of training and development for their teams than some of the managers
who were interviewed. This was disturbing to the researcher as some of the
managers seemed to view employee training and development simply as a box
that needs to be checked. While it cannot be disputed that the workers should be
accountable for their career growth and personal development, the managers can
improve on this by providing a framework — through the Personal Development
Plans — that workers can operate within. They need to show support of worker
training by ensuring that issues like training budget or lack thereof are not used
to discourage workers from developing themselves further. Where budget
constraints for formal training are an issue, managers can encourage and
facilitate knowledge transfer sessions as an alternative to personal growth and

development.
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6.3.4 Employee collaboration

Just like training and development, collaboration should be seen by managers as
a tool that can help the team members achieve a better understanding of where
the business is going. The workers expressed the view that managers should see
the human side of collaboration. Managers should try and inspire their workers to
work together for the betterment of the team. While managers should consciously
plan collaboration, they should make the team realise that collaboration does not
always have to be formal. The underlying benefit of collaborative approach to
work, i.e. improved productivity, team cohesion and better communication should

be emphasised by the managers.

6.3.5 Employee mobility/tenure

This study has uncovered that the rate at which knowledge workers are changing
organisations is slowing down. Managers should use this to their advantage by
ensuring that they create an environment that will result in employee retention.
Such an environment could be created by open lines of communication,
demonstration of strong leadership qualities through providing of direction and
showing the relationship between the organisational goals and individual workers’
goals. Furthermore, managers have to ensure that they keep the knowledge
workers challenged through the work they give to them. It has been noted that
most of these workers are highly educated, and therefore highly intelligent. The

managers need to keep them stimulated mentally.

6.4 Suggestions for further research

The researcher is of the view that his findings have just touched on the challenges
facing managers of knowledge workers. However, the fact that this study was
conducted over a short period and used a limited sample size makes it difficult to
generalise the findings across the entire population. The researcher recommends
that the same topic be explored further, perhaps at doctoral level, where enough

time and a bigger sample size will facilitate a conclusion that concurs with these
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findings. For instance, the shift in factors that motivate knowledge workers opens

up an interesting research area.

83



REFERENCES

Acsente, D. (2010). Literature Review: A Representation of How Future
Knowledge Worker is Shaping the Twenty-first Century Workplace. On The
Horizon, Vol. 18 No. 3.

Ahmad, R. and Ali, N.R. (2003). The use of Cognitive Mapping Technique in
Management Research: Theory and Practice. Management Research News, Vol.
26 1ss: 7, pp.1-16.

Allred, B.B., Snow, C.C. and Miles, R.E. (1996). Characteristics of Managerial
Careers in the 21st century. Academy of Management Executive, Vol. 10 No. 4,
pp.17 -26.

De Waal, A.A., Van der Heijden, B.l.J.M., Selvarajah, C.and Meyer, D. (2012).
Characteristics of High Performing Managers in The Netherlands. Leadership &

Organization Development Journal, Vol. 33 No. 2, pp. 131-148.

Armstrong, C.P. and Sambamurthy, V. (1999). Information Technology
Assimilation in Firms: The Influence of Senior Leadership and IT Infrastructures.

Information Systems Research, http://business.highbeam.com/410108/article-

1G1-99733329/information-technology-assimilation-firms-influence, Date
Accessed: 20/12/2013.

Bailey, C. and Clark, M. (2000). How do Managers Use Knowledge About
Knowledge Management? Journal of Knowledge Management. Vol. 4, No. 3, pp.
235-243.

Bailey,C. and Clarke, M. (2001). Managing Knowledge for Personal and
Organisational Benefit. Journal of Knowledge Management, Vol. 5, No. 1, pp. 58-
67.

Barrett, B. (2010). My Generation, Your Technology, and Our Workplace.
Perspectives on Work, Vol. 13, No. 2, pp. 19-21.

84


http://business.highbeam.com/410108/article-1G1-99733329/information-technology-assimilation-firms-influence
http://business.highbeam.com/410108/article-1G1-99733329/information-technology-assimilation-firms-influence

Bassellier, G., Reich, B.H. and Benbasat, I. (2001). Information Technology
Competence of Business Managers: A Definition and Research Model. Journal

of Management Information Systems, Vol. 17, No. 4, pp. 159-182.

Bogdanowicz, M.S. and Bailey, E.K. (2002). The Value of Knowledge and the
Values of the New Knowledge Worker: Generation X in the New Economy.

Journal of European Industrial Training, Vol. 26, Nos. 2,3 and 4, pp. 125-129.

Boonstra, A. and Harrison, E. (2009). Essential Competencies for Technochange
Management. Towards an Assessment Model. International Journal of

Information Management, Vol. 29, pp. 283-294.

Brinkley, I., Faith, R., Mahdon, M. and Theodoropoulou, S. (2009). Knowledge

Workers and Knowledge Work. The Foundations, London.

Bryman, A. (2012). Social Research Methods. 4" edition. Oxford University

Press, New York.

Calman, L. (undated). “What is Grounded Theory”, The University of Manchester,
http://www.methods.manchester.ac.uk/events/whatis/gt.pdf, Date Accessed:
05/01/2014.

Carmichael, J.L. (1995). What do We Believe Makes a Good Manager.
Management Development Review, Vol. 8, No. 2, pp. 7-10

Chapman, J.A. (2001). The Work of Managers in New Organizational Contexts.
The Journal of Management Development, Vol. 20, No.1, pp. 55-68.

Cibangu, S.K. (2013). A Memo of Qualitative Research for Information Science:
Toward Theory Construction. Journal of Documentation, Vol. 69 No. 2, pp. 194-
21.

Clarke, M. (1998). Can Specialists be General Managers? Developing
Paradoxical Thinking in Middle Managers. Journal of Management Development,
Vol. 17 No. 3, pp. 191-206.

85


http://www.methods.manchester.ac.uk/events/whatis/gt.pdf

Coetzee, M., Bergh, Z. and Schreuder, D. (2010). The Influence of Career
Orientations on  Subjective Work Experiences. SA  Tydskrif  vir

Menslikehulpbronbestuur, Vol. 8 No. 1, pp. 1 - 13.

Covey, S. R. (2004). The 7 habits of highly effective people: Restoring the

character ethic. Free Press, New York.

Cortada, J.W. (2001). 21st Century Business: Managing and Working in the New
Digital Economy. Financial Times: Prentice Hall, New York.

Cuban, S. and Spiliopoulos, G. (2010). The Grounded Theory Method of
Analysis in the Home/Work Study,
http://www.lancaster.ac.uk/fass/projects/homework/Docs/Strand%202-
Grounded%20theory%20Data%?20Analysis.pdf, Date Accessed: 20/10/2013.

Creswell, J.W. (1998). Qualitative Inquiry and Research Design: Choosing

Among Five Traditions. London: Sage.

Daniels, K., De Chernatony, L. and Johnson, G. (1995). Validating A Method
for Mapping Managers' Mental Models of Competitive Industry Structures.
Human Relations September 1995 Vol. 48, No. 9, pp. 975-991.
http://www.bloomberg.com/news/2013-05-15/what-is-organizational-culture-
and-why-should-we-care-.html, Date Accessed: 15/12/2013.

Davenport, T.H. and Volpel, S.C. (2001) . The Rise of Knowledge Towards
Attention Management. Journal of Knowledge Management, Vol. 5, No. 3, pp.
212- 221.

Dawn of the Industrial Age (246 — 249). Chapter 7: Section 1 and Section 2,
https://apworldhistorywiki.wikispaces.com/B+-
+Dawn+of+the+Industrial+Age+(246-249), Date Accessed: 18/11/2013.

Denning, S. (2010). The Leader's Guide to Radical Management: Reinventing
the Workplace for the 21st Century, John Wiley and Sons Inc, Ltd: San

Francisco.

86


http://www.lancaster.ac.uk/fass/projects/homework/Docs/Strand%202-Grounded%20theory%20Data%20Analysis.pdf
http://www.lancaster.ac.uk/fass/projects/homework/Docs/Strand%202-Grounded%20theory%20Data%20Analysis.pdf
http://hum.sagepub.com/search?author1=Leslie+de+Chernatony&sortspec=date&submit=Submit
http://hum.sagepub.com/search?author1=Gerry+Johnson&sortspec=date&submit=Submit
http://www.bloomberg.com/news/2013-05-15/what-is-organizational-culture-and-why-should-we-care-.html
http://www.bloomberg.com/news/2013-05-15/what-is-organizational-culture-and-why-should-we-care-.html
https://apworldhistorywiki.wikispaces.com/B+-+Dawn+of+the+Industrial+Age+(246-249)
https://apworldhistorywiki.wikispaces.com/B+-+Dawn+of+the+Industrial+Age+(246-249)

Edge, K. (2001). What is Globalisation? NW HSC Online,
http://www.hsc.csu.edu.au/economics/global economy/whatis globalisation/tut
1whatisglobalisation.html, Date Accessed 15/12/2013.

Ehin, C. (2008). Un-Managing knowledge workers. Journal of Intellectual
Capital, Vol. 9, No. 3, pp.337-350.

Family Health International (undated) “Qualitative Research Methods: A Data
Collector's Field Guide”, Research Triangle Park, North Carolina,
http://www.fhi360.org/sites/default/files/media/documents/Qualitative%20Resea
rch%20Methods%20-
%20A%20Data%20Collector%27s%20Field%20Guide.pdf, Date Accessed
21/09/2013.

Gavrilova, T. and Andreeva, T. (2012). Knowledge Elicitation Techniques in a
Knowledge Management Context. Journal of Knowledge Management, Vol. 16,
No. 4, pp. 523-537.

Golafshani, N. (2003). Understanding Reliability and Validity in Qualitative
Research. The Qualitative Report. Vol. 8, No. 4, pp.597-607.

Grulke, W. (2008a). Management Challenges: A New Model Required (Part 1).
Management Today, February.

Grulke, W. (2008b). Management Challenges: A New Model Required (Part 2).

Management Today, February.

Guion, L.A., Diehl, D.C. and McDonald, D. (2002). Triangulation: Establishing the
Validity of Qualitative Studies. IFAS Extension http://edis.ifas.ufl.edu, Date
Accessed 18/11/2013.

Harris, J.G., DeLong, D.W. and Donnellon, A. (2001). Leadership eBusiness:Do
you have what it takes to be an E-manager. Strategies and Leadership, August
2001, pp.10-14.

Henriques, G. (2013). Theory of Knowledge: A Unified Approach to Psychology
and Philosophy. Psychology Today,

87


http://www.hsc.csu.edu.au/economics/global_economy/whatis_globalisation/tut1whatisglobalisation.html
http://www.hsc.csu.edu.au/economics/global_economy/whatis_globalisation/tut1whatisglobalisation.html
http://www.fhi360.org/sites/default/files/media/documents/Qualitative%20Research%20Methods%20-%20A%20Data%20Collector%27s%20Field%20Guide.pdf
http://www.fhi360.org/sites/default/files/media/documents/Qualitative%20Research%20Methods%20-%20A%20Data%20Collector%27s%20Field%20Guide.pdf
http://www.fhi360.org/sites/default/files/media/documents/Qualitative%20Research%20Methods%20-%20A%20Data%20Collector%27s%20Field%20Guide.pdf
http://edis.ifas.ufl.edu/

http://www.psychologytoday.com/blog/theory-knowledge/201312/what-is-
knowledge-brief-primer, Date Accessed: 12/12/2013.

Hesse-Biber, S. and Hill, C. (2012). Analyzing Quality Data: With or Without
Software. Qualitative Analysis Consulting. Journal Of Knowledge Management,
Vol. 11 No. 1, pp. 17-35.

Holtshouse, D. (2010). Knowledge Work 2020: Thinking Ahead about Knowledge
Work. On The Horizon, Vol. 18 No. 3, pp. 193-203.

Hunter, J. and Scherer, J.S. (2008). Knowledge Worker Productivity and The

Practice of Self-Management, Chapter 11.

Hvide, H.K. and Kristiansen, E.G. (2012). Management of Knowledge Workers.
Journal of Law and Economics, Vol. 55, No. 4, pp. 815-838.

Jonsen, K. and Jehn, K.A. (2009). Using Triangulation to Validate Themes in
Qualitative Studies. Qualitative Research in Organizations and Management: An

International Journal, Vol. 4, No. 2, pp. 123-150.

Joshi, K.D., Sarker, S. and Sarker, S. (2007). Knowledge Transfer within
Information Systems Development Teams: Examining the Role of Knowledge
Source Attributes. ScienceDirect: Decision Support Systems, Vol. 43, No. 2007,
pp. 322-335.

Karen, C. (2011). How to Motivate and Retain Knowledge Workers in
Organizations: A Review of the Literature. International Journal of Management
Vol. 28, No. 2.

Keen, P. (1993). Information Technology and the Management Difference: A
Fusion Map. IBM Systems Journal, Vol. 32, No.1, pp. 17-39.

King, W.A., Fowler, S.W. and Zeithaml|, C.P. (2001). Managing Organizational
Competencies for Competitive Advantage: The Middle-Management Edge. The
Academy of Management Executive, Vol. 15, No. 2, pp. 95-106.

88


http://www.psychologytoday.com/blog/theory-knowledge/201312/what-is-knowledge-brief-primer
http://www.psychologytoday.com/blog/theory-knowledge/201312/what-is-knowledge-brief-primer

Kwong, E. and Lee, W.B. (2009). Knowledge Elicitation in Reliability
Management in the Airline Industry. Journal Of Knowledge Management, Vol.
13, No. 2, pp. 35-48.

Lawlor, B.R. (2007). The Age of Globalization: Impact of Information
Technology on Global Business Strategies.
http://digitalcommons.bryant.edu/cgi/viewcontent.cgi?article=1000&context=hon
ors_cis, Date Accessed: 12/12/2013

Lester, D.L., Parnell, J.A. and Carraher, S. (2010). Assessing the Desktop
Manager. Journal of Management Development, Vol. 29 No. 3, pp. 246-264.

Lincoln, Y. S. and Guba, E. G. (1985). Naturalistic inquiry. Beverly Hills, CA: Sage

Publications, Inc.

Manetje, O.M. (2009) “Organizational Culture” — Chapter 2, Research Report,
University of South Africa,
http://uir.unisa.ac.za/bitstream/handle/10500/1133/03chapter2.pdf?sequence=2
Date Accessed: 16/10/2013.

Marshall, S. (1998). Grounded Theory and Qualitative Data Analysis, HRMAS
Newsletters, Nos. 9, 10 and 11.

Martin, C.A. (2005). From High Maintenance to High Productivity: What
Managers Need to know about Generation Y. Industrial And Commercial
Training, Vol. 37 No. 1, pp. 39-44.

Martin, G. and Staines, H. (1994). Managerial Competences in Small Firms.

Journal of Management Development, Vol. 13, No. 7, pp.23-34.

Merriam, S.B. (2009). Qualitative research: A guide to design and
implementation. San Francisco: John Wiley and Sons.

McCracken, G. (1988). The Long Interview (Sage University Paper Series on
Qualitative Research Methods, Vol. 13). Newbury Park, CA: Sage.

89


http://digitalcommons.bryant.edu/cgi/viewcontent.cgi?article=1000&context=honors_cis
http://digitalcommons.bryant.edu/cgi/viewcontent.cgi?article=1000&context=honors_cis
http://uir.unisa.ac.za/bitstream/handle/10500/1133/03chapter2.pdf?sequence=2
http://uir.unisa.ac.za/bitstream/handle/10500/1133/03chapter2.pdf?sequence=2

Meyer, B. and Sugiyama, K. (2007). The Concept of Knowledge in KM: A
Dimensional Model. Journal of Knowledge Management, Vol. 11, No. 1, pp.17-
35.

Miller, R.L. and Brewer, J.D. (Eds.) (2002). The A-Z of Social Research. London:
Sage

Misch, A. and Tobin, P.K.J. (2006). Knowledge Management and Cognitive
Theory: An African Case Study. Acta Commercii. Vol.6, No.1, pp.133-146.

Mladkova, L. (2011). Management of Knowledge Workers. Economic and

Management, Vol. 9, Iss: 3, pp. 248-258, available online at www.ejkm.com

Mohamed, M., Stankosky, M. and Murray, A. (2006). Knowledge Management
and Information Technology: Can They work in Perfect Harmony?. Journal of
Knowledge Management, Vol. 10 Iss: 3, pp.103-116.

Mohlala, J., Goldman, G.A. and Goosen, X. (2012). Employee Retention within
the Information Technology Division of a South African Bank. SA Journal of

Human Resource Management 10(2), Art. #438, 11 pages.

Nayir, D.Z. and Uzuncarsili, U. (2008). A Cultural Perspective on Knowledge
Management: the Success Story of Sarkuysan Company. Journal of Knowledge
Management, Vol. 12 No. 2, pp. 141-155.

Nkomo, S. (2011). The future of business leadership: Challenges for the 21st
century. Management Today, Vol.18, No.11.

O’Neill, B.S. and Adya, M. (2007). Knowledge Sharing and the Psychological
Contract Managing Knowledge Workers across Different Stages of Employment.

Journal of Managerial Psychology, Vol. 22 No. 4, pp. 411-436.

Ojedokun, A. O. (2011). Mentoring: A Key Issue in Human Resource
Management. An International Journal Special Issue 1, Sabinet Online,
http://reference.sabinet.co.za/sa_epublication_article/ifepsyc sil 2011 a29,
Date Accessed 14/01/2014.

90


http://reference.sabinet.co.za/sa_epublication_article/ifepsyc_si1_2011_a29

Patton, M.Q. (2002). Qualitative Research & Evaluation Methods, 3" edition,
Thousand Oaks, CA: Sage.

Pogson, P. (2003). Leading Professionals: The Challenge of Managing Experts.
Boss Magazine, October, 2003.

Qiao, J.X. and Wang, W. (2009). Managerial Competencies for Middle Managers:
some Empirical Findings from China. Journal of European Industrial Training,
Vol. 33, No. 1, pp. 69-80.

Ramsey, M. and Barkhuizen, N. (2011). Organisational Design Elements and
Competencies for Optimising the Expertise of Knowledge Workers in a Shared

Services Centre. http://www.sajhrm.co.za. Date Accessed 22/11/2013.

Rees, D.W. (1996). The importance of the Managerial Hybrid. Industrial and
Commercial Training, Vol. 28, No. 7, pp. 5-8.

Sedera, D. and Gable, G.G. (2010). Knowledge Management Competence for
Enterprise System Success, Journal of Strategic Information Systems, Vol. 19,
pp. 296-306.

Shenton, A.K. (2004). Strategies for ensuring Trustworthiness in Qualitative
Research. Education For Information, Vol. 22, No.2, pp. 63-75.

Smith, A.D. and Rupp, W.T. (2004) Knowledge workers’ perceptions of
performance ratings, The Journal of Workplace Learning, Vol. 16, No.3, pp. 146-
166.

Sparrow, J. (1999). Using Qualitative Research to establish SME Support Needs.
Qualitative Market Research: An International Journal, Vol. 2, No. 2 , pp. 121-
134.

Statistics SA  (2015) People  staying in jobs for longer,

http://www.fin24.com/Economy/People-staying-in-jobs-for-longer-Stats-SA,

www.news24.com, Date Accessed 11/02/2015.

91


http://www.google.ca/search?tbo=p&tbm=bks&q=inauthor:%22Michael+Quinn+Patton%22
http://www.sajhrm.co.za/
http://www.fin24.com/Economy/People-staying-in-jobs-for-longer-Stats-SA
http://www.news24.com/

Qualitative Research: Defining and Designing (undated), - author unknown,
Chapter 1, http://www.sagepub.com/upm-data/48453 ch_1.pdf, Date Accessed
06/02/2014.

Steyn, P.D. and Du Toit, A.S.A. (2009). Maximising the Value of Knowledge
Workers. SAJIM, Achttp://www sajim co zal/default
asp?to=peerlvoll1nrl[7/7/2009 3:45:15 PM]., Date Accessed 22/12/2013.

Strauss, A., Corbin, J. (1998). Basics of Qualitative Research: Techniques and
Procedures for Developing Grounded Theory. 2" edition. Thousand Oaks, CA:

Sage.

Thite, M. (2004). Strategic Positioning of HRM in Knowledge-Based
Organizations. The Learning Organization, Vol. 11, Iss: 1, pp.28-44.

Thurmond, V.A. (2001). The point of triangulation. Journal of Nursing Scholarship
, Vol. 33, No.3, pp.253-258.

Thomson, S.B. (2011). Qualitative Research: Validity. JOAAG, Vol. 6, No.1,
pp.77-82.

Tichapondwa, S.M. (2013). Preparing Your Dissertation at a Distance: A
Research Guide. Virtual University For Small States of the Commonwealth —

Vancouver.

Tripathi, K.P. (2010). An Empirical Study of Managing Knowledge Workers,
International Journal of Computer Applications, Vol.12, No.7, pp.01-06.

Van Staden, R. and Du Toit, A. (2011). Career Development of South African
Knowledge, Journal of Economic and Management Sciences, Vol. 14, No. 1, pp.
80-91.

Van der Linde, R.J. (2013). Knowledge Sharing in Product Developmentin SME’s
in South Africa, Research Report, University of the Witwatersrand. Workers,
Sajems, NS 14, No 1. Vol. 33, Iss: 3, pp. 253-258.

Wang, C.L. and Ahmed, P.K. (2003). Managing Knowledge Workers, University
of Wolverhampton, Telford.

92


http://www.sagepub.com/upm-data/48453_ch_1.pdf
file:///D:/Users/f3443892/AppData/Roaming/Microsoft/Word/x
file:///D:/Users/f3443892/AppData/Roaming/Microsoft/Word/x
http://onlinelibrary.wiley.com/doi/10.1111/jnu.2001.33.issue-3/issuetoc

Walker, D. and Myrick, F.(2001). Grounded Theory: An Exploration of Process
and Procedure. Qualitative Health Research,
http://ghr.sagepub.com/content/16/4/547. Date Accessed 23/11/2013.

Watkins, M. (2013). What Is Organizational Culture? And Why Should We Care?.
Harvard Business Review, https://hbr.org/2013/05/what-is-organizational-
culture/. Date Accessed 15/12/2013.

White, G. (1998). Grounded Theory and Qualitative Data Analysis, HRMAS
Newsletters, Nos. 9, 10 and 11.

Widen-Wulff, G. and Suomi, R. (2007). Utilization of Information Resources for

Business Success: The Knowledge Sharing Model. Information Resources
Management, Vol. 20, No. 1, pp. 46-67.

Willment, J. (2010). Cognitive Mapping in Mills, A., Durepos,G., Wiebe, E. (Eds).
Encyclopedia of Case Study Research, pp. 162-164, Sage Publications

93


http://qhr.sagepub.com/content/16/4/547
https://hbr.org/2013/05/what-is-organizational-culture/
https://hbr.org/2013/05/what-is-organizational-culture/
http://www.igi-global.com/bookstore/article.aspx?titleid=1306
http://www.igi-global.com/bookstore/article.aspx?titleid=1306

6.5 Research Instrument

6.5.1 Appendix A - Manager Interview Questions
The following questions will be used as a guide to the manager’s interview:

1) What is your management style?

2) What are your views on training and development of your staff?

3) How do you ensure that collaboration happens within your team?

4) How do you keep your employees motivated?

5) What are the challenges that you experience in managing knowledge
workers?
6.5.2 Appendix B - Employee Interview Questions

The following questions will be used as a guide during the interviews of the IT

knowledge workers:
1) What is your manager’s management style?
2) What motivates you to come to work every day?
3) What are your manager’s views on training and development?
4) How do you feel about collaboration with your peers?

5) How do you feel about collaboration with your peers on tasks/projects?
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6.5.3 Appendix C — Letter of Introduction

Wits
Business
School

Sculpting global leaders

22 April 2014

Dear Sir/Madam

I am currently undertaking research for the partial fulfilment of the requirements
for the Master of Administration (MBA) through Wits Business School.

My research concerns the challenges of managing IT knowledge workers in the

Financial Services industry in South Africa.

As a knowledge worker or someone who is managing knowledge workers, your
views on this subject would be of significant value to this study. May | request an
opportunity to ask you a few questions around this subject as a way of getting
your views? The discussion will not take longer than an hour. | am planning to
visit Liberty Life between 09/06/2014 and 13/06/2014 subject to your availability.

All information will be treated in the strictest confidence, and your name will not

be published in the research report.

If you wish to receive a copy of the main findings of this research, please indicate

so during our discussion so that | can make necessary arrangements.

Lastly, | would like to request your permission to use a recording device during
our conversation. This will help me to ensure that | capture the entire conversation

accurately and get the full benefit of your input.
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Thank you for your participation in this study.

Yours sincerely

Edward Mzwandile Ngubane
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