CHAPTER 1
ORIHATION TO THE STUDY

1.1INTRODUCTION

Managing absenteeism is an issue that needs uagfention in the South African workforce.
The Occupational Care South Africa (OCSA) revedled about 15 to 30 percent of employees
are absent in a day, on the other hand 2 out oh@dayees who call in sick they are not even
physically ill (Skosana, 2014). According to Spédreports (2015) absenteeism costs R16
billion annually in South Africa. Apart from the & costs of absenteeism in the workplace the
management of absenteeism is also a major factaieWw of the above the researcher deemed it
necessary to explore the manager’'s experiencepameptions regarding the management of
absenteeism. Based on the aforementioned the chapkdocus on the following: problem
statement and the rationale for the study, resegugstions, primary aim and secondary
objectives, the theoretical framework of the stualyef summary of research methodology, and

limitations of the study as well as chapter ousine

1.2PROBLEM STATEMENT AND RATIONALE FOR THE STUDY

Managing absenteeism is one of the challengesrihaagers have to deal with on a daily basis.
What has been noted is the fact that many orgaoimato not track employee absenteeism and
they also do not have clear policies on managirsgtieeism (Van Eeden, 2007). This results in
the manager being the only person who takes regplitysin terms of how to manage
absenteeism (Yorges, 2015). This is because thageans the only person who is informed
when an employee is absent. Therefore, the maragerdentify the reasons surrounding the
absence by identifying if it is going to be a shamrtong term problem (Van Eeden, 2007).

Based on the aforementioned it would seem that masiagers have not received the guidance
and training that is needed regarding the manageaiabsenteeism. This is because it is their
sole responsibility to identify, confront and alsesolve issues relating to the abuse of
absenteeism in the workplace (Yorges, 2015). lu@mg that managers are knowledgeable and
experienced in their role regarding the managemkeabsenteeism, senior management needs to

give them their full support (Van Eeden, 2007). Tmallenge for managers is to balance not



being aggressive or coercing the employee to cameork when they are not feeling well, to
intimidate the employee so that he or she shoutdecback to work when they were off sick
even when they are not physically healthy to dobsmg lenient by ignoring regular trends of
absenteeism that may be negatively impacting onntthi@idual’s ability to work. Furthermore,
being aggressive or forceful may result in the ease of absenteeism levels, failure in the
relationship between a manager and his or her graps) and also employee disengagement
with the organization (Direct Health Solutions, 8D1

Management and employees must be familiar with ahsence management policy in the
organization and have background knowledge of ileims of its aim and procedures (Pillay,
2009). Such knowledge will assist management anplames in knowing important details
such as the level of absenteeism that is regardednaissue, how to deal with excessive
absenteeism and lastly how to appropriately reqleéeste. To provide consistency, a manager
needs training regarding the issue of effective agament of absenteeism, therefore training
should also comprise of how to address absentediave, a discussion with an employee about
their absenteeism problem, and they should aldoaib®eed on how and when can they make use
of disciplinary processes and procedures if need§Pillay, 2009). Empowering managers on
how to manage absenteeism by utilizing statutowsla important, the emphasis should be
based on how to correct behaviour that is deveamd, the emphasis should also be based on how
to effectively discipline employees who do not ixchccordance within the rules and regulations
of the organizations (Muller, 2013). When the marag familiar with the processes and
procedures of any absenteeism policy, and alsglesmned, provided with the knowledge and
being empowered on how to manage absenteeism thatis dmown can assist them in their

managerial role of managing absenteeism.

Managing absenteeism in the public sector of SdAftica (SA) is a problem; hence the
absenteeism rate in SA is 10 days per annum, @thglobally the average rate is 2.5 days in a
year (Mail & Guardian, 2015). Therefore failurertmnage absenteeism also creates a problem
in the SA economy hence it is costing the countty Ro R16-billion per annum and it is an
alarming growing trend (Skosana, 2014). As a rdbeltaforementioned issues negatively impact

on productivity and service delivery on the othenth accumulating more costs for the



organization. Therefore it is imperative that iry amganization absenteeism must be efficiently

managed and controlled.

An Employee Health and Wellness ICAS EngagementoReparter 3 in 2015/16 (GDARD
ICAS Engagement Report, 2016) revealed that wighcirrent workforce of 1 043 employees
the amount lost due to absenteeism (sickness anedreteted sickness) for the Gauteng
Department of Agriculture and Rural Development &HD) was R14, 178.480 million in the
previous financial year (2014/2015). This is a Bigant loss as a result of absenteeism
(GDARD ICAS Engagement Report, 2016). The Gauteegadment of Agriculture and Rural
Development (GDARD) therefore consider addresdiregmonetary loss due to absenteeism as

an important area to be addressed.

The Employee Health and Wellness ICAS EngagemepbRéGDARD ICAS Engagement
Report, 2016) also highlighted the contributingtdéas to this huge loss as:

» Poor management of performance coupled with pookwavironment i.e. the inability
to contain absenteeism costs: One employee presgeétits3 or more lifestyle risks
(health related risks, organizational issues, ieiahip issues, etc.)

» Lack of reactiveness in managing problems: thimisay that management takes time
before addressing presenting issues within thertlepat. This may be linked to the
management of absenteeism as the Department veargadt to the issue now because of
the amount that it has lost due to absenteeism (RDACAS Engagement Report,
2016).

Based on the ICAS Engagement Report the researealezed that the experiences of managers
at GDARD in attempting to manage absenteeism anddpond to the cost of R14 million did
not receive any attention (GDARD ICAS Engagementd®e 2016). Noting that managers are
instrumental in this process not forgetting thespuge that comes with it; therefore the study
intended to focus on exploring the experiencesired managers when it comes to managing
absenteeism within the Gauteng Department of Afjticel and Rural Development highlighting

their experiences, perceptions, their needs, ciggle of what they have encountered or have



undergone and the dynamics involved when managidgaddressing absenteeism and also the
management gaps associated with managing absenteeibin the department. By drawing
attention to the experiences and challenges thathanagers have gone through, it is hoped that
they will receive the support needed from managénwederive effective strategies on how best
to manage absenteeism at GDARD. The study wilsise GDARD senior management on
proposing strategies to effectively manage absmmeevithin the department. The policy
makers within the department may use the studytsesten developing the absenteeism policy
for the department. Lastly, the study can assstarchers who are interested in the topic in the

future to further explore the findings and recomdsions made in the study.

1.3 RESEARCH QUESTIONS
a. What are the manager’s perceptions with regarddsenteeism within the department?
b. What are the existing strategies that are curresfgilable in managing absenteeism
within the department?
c. What are the challenges faced by managers when gimgnabsenteeism in the
GDARD?
d. What are the roles of managers when it comes toagiag absenteeism within the

department?

1.4 PRIMARY AIM AND SECONDARY OBJECTIVE
The primary aim was based on exploring the expeegrand perceptions that line managers
have when it comes to managing absenteeism of gegdowithin Department of Agriculture
and Rural Development in Gauteng. The focus wathemaps, challenges, what they encounter
or undergo and the dynamics involved when managimdj addressing absenteeism within the
department.
The objectives of the study comprised of:

i.  Exploring how managers perceive and experiencenédxsiem of employees.

ii.  Highlighting strategies that may be relevant to agamg absenteeism

lii.  Indicating the effective roles that managers cakanse of when managing absenteeism

iv. Determining the challenges that managers are fag#d and also the benefits of

implementing absenteeism management strategies



v. Deriving recommendations on how absenteeism candreaged effectively based on the
research findings.

1.5 THEORETICAL FRAMEWORK OF THE STUDY

The theoretical framework of the study comprisedBobnfenbrenner (1979) theory of the
Ecology of Human Developmerithe model suggests that outcomes such as behatieaith
and absence have various influences consistingdwidual characteristics and environmental
factors (Bronfenbrenner, 1979). The model defimes ihain levels of environmental influences
that interact with individual characteristics. 1jdibsystem comprises of personal interactions
that are direct to the individual an example woléd colleagues in the workplace, family etc.
(individual characteristics, skills, behaviors). 2)e mesosystem refers to different backgrounds
including the workplace, school, family to nameeavf(interaction between the workplace and
home). 3) The exosystem refers to the larger infteeof economic forces, cultural beliefs and
societal factors (the physical environment, and gbécies and procedures in place); 4) the
macrosystem comprises of the all-encompassingrpat@f micro, meso, and exosystems; 5)
The chronosystem refers to factors of the commu(tiity boundaries and the relationships that
organizations have); whereas the public policiesmise of government and state laws that are
being implemented (Bronfenbrenner, 1979). The modelealed the type of impact the
aforementioned factors have, particularly interpead issues, based on sustaining the
management of absenteeism within the workplaceesnployees decision making in terms of

being absent and going to work.

A qualitative research approach was utilized amtgscriptive case study design also called the
intrinsic case study design was used in the stlidg. population of the study involved eleven

managers within the Gauteng Department of Agricaltand Rural Development. Managers
were purposively sampled for the reason that theeameher wanted to get an in-depth
understanding of the manager’'s experiences ancepoas relating to the management of
absenteeism. The data collection method was iresyithe research instrumentation being the
semi-structured in-depth interview schedule. Thenisstructured interviews provided the

researcher with the opportunity to ask open-endeelstipns, and also exploring manager’s

experiences and perceptions about the managematisehteeism. Data was analyzed using



thematic analysis by thoroughly categorizing imanttthemes that emerged in the study based

on the patrticipant’s perceptions and experiences.

1.7 LIMITATIONS OF THE STUDY
The first limitation of the study comprised of mgees not giving desired answers; this is to say
managers did not want to give a bad impressiomeaf employees, their role when it comes to

managing absenteeism and also the department®gés that are put in place

Another challenge is that there is lack of trarefdity, this is to say that the results of thedstu
will not be generalised to other government depants because the study focused on
experinces so it was specific to certain individuahich in this regard were managers within the

department

1.8CHAPTER OUTLINES

The study is divided into the following chapters:

Chapter 2: Literature on managing absenteeism

The emphasis on the chapter is on the literatunmamaging absenteeism and derives the study’s
sub-research questions from the points that enfesgethe literature. The literature review will
address the definition of terms, the causes ofrabsesm, cost of absenteeism, the consequences
of absenteeism, importance of the management okplawe absenteeism, the managers role,
benefits of managing absenteeism, recording and itororg absenteeism, addressing
absenteeism, how to deal with desertion and abseent] training of managers on how to
manage absenteeism, theoretical framework undengnthe study and the strategies to

managing absenteeism.

Chapter 3: Research Methodology

The emphasis on the chapter is on research appm@aghdesign, data collection method,
research instrumentation, sampling procedure amedntiethod of data analysis (which was
thematic analysis), trustworthiness, and the ethamnsiderations in the study covering:



permission for conducting the study, informed conger participation in the study, anonymity

and confidentiality

Chapter 4: Data Presentation, Analysis and Discussn

Emphasis was on presenting the findings of theystlithe chapter presented data that was
derived from the participant’'s perceptions and eepees which were line managers. The
themes of the study comprised of knowledge of alesesm, how managers perceive their role,
impact of absenteeism, challenges in managing &bsiem, strategies being utilized, and

training for managers.

Chapter 5: Summary, Conclusion and Recommendations

The emphasis on the chapter was to summarizentmdjs of the study and also the discussions
which were made, the study gave a conclusion oh#dwgative impact absenteeism has within the
department and made recommendations in terms ofdbeenteeism can be managed effectively

grounded on the findings of the research.

1.9 DEFINITIONS OF TERMS
The focus of the research comprised of the expegand perceptions of managers in managing
absenteeism, therefore it was imperative to conedige key terms comprising of; absenteeism,

abscondment, line managers, employees, experiasdesnderpins the research study.

1.9.1 Absenteeism

The manner in which the application of the termealseism has not been carefully defined

leading to its confusion with concepts such asnkds,abscondment and desertion (Johns,
1994). The problem with the definition of the telhras been confusing because of the fact that
researchers themselves are uncertain as to whatbkeess, for example, should be considered
part of absenteeism, since both are examples of has been called withdrawal behaviour

(Johns, 1994). While some authors believe thanése can be integrated into the general
discussion of absenteeism, others think there iffiexehces. Adler and Golan (1981, p. 544), for

example, note that “the instrumentalities and wedsnassociated with lateness in a given



situation differ from those associated with abseiste”. This then raises the question what is

absenteeism?

Absenteeism can be defined as when person is alasehthey are not physically present where
they are expected to be present (Rentsch & St@8B)20n the other hand, there are employees
who work from home making the aforementioned d&éni meaningless (Rentsch & Steel,
2003). For that reason the above definition canlibked to the common description of
employment. According to Geurts and Demerouti (2003281) employment is “a set of
(prescribed) tasks that an individual performs whatcupying a position in an organization”.
This is to say an employee that is absent repbaste or she is not capable to come to work
therefore the employee will not be able to carritbe prescribed tasks that they are expected to
irrespective of being there personally (Geurts &r@eouti, 2003). On the other hand Anderson
(2009, p.13) argues’absenteeism is the employedisrdé to report for work, regardless of the

reason’”.

Absenteeism can also be differentiated between nt@ly absenteeism and involuntary
absenteeism. Involuntary absenteeism can be defis€dhissing work for reasons beyond the
employee’s control, such as illness or family esesiich as mourning or marriage” (Garcia-
Serrano & Malo, 2009, p. 374). Voluntary absenteetsan be defined as “missing work for
reasons that the employee can control such asrdemttivities or searching for a new job”
(Garcia-Serrano & Malo, 2009, p. 374). Nel, Van Dijaasbroek, Schultz, Sono, and Werner
(2004) distinguish three categories of absenteewghich comprise of unauthorized absence,
authorized absence and sick leave. Nel et al. (2@@parates sick leave from voluntary
absenteeism which can be linked to authorized &esend involuntary absenteeism which can
be linked to unauthorized absence. If the emplagesbsent from work because of a sickness
then sick leave is usually approved, irrespectivetoether the sickness is sincere or not. In a
case whereby the employee does not come to workntoe than two days, the policy in the
organization should clearly state at what pointustiéhe employee submit a medical certificate
(Nel et al.,, 2004). Authorized absence usually tplkeece when an employee reports reasons
besides illness comprising of family responsibiliéave, maternity leave to name a few then

these are acceptable to management (Nel et al4)2Qhauthorized absence is when an



employee does not inform his or her manager of giesence or does not give a valid reason for
their absence (Nel et al., 2004). Based on theeafentioned, the definition of absenteeism for
the study was: failure or incapability of the enyae to report for duty especially when they are
expected to be at work.

Based on the aforementioned discussion absentegisrbe defined as when an employee does
not show up for work or they are not at their watktion regardless of the fact that it can be
justified or not. In instances when it is voluntaaisenteeism or the absence is planned in
advance, the employee has the responsibility tdynibteir manager of the planned absence in
advance. Even when it is involuntary absenteeidmeraby it is events that are out of the
employee’s control, the manager should also bdiedtof the employee’s absence so that the
manager can know of his or her employee’s absesu#svhereabouts.

Managers still get confused when it comes to diffiéating between absenteeism, abscondment
and desertion in the workplace, which results entrdealing with it the wrong way. All of the
above terms comprise of some form of “absenteeitiw¥yever when it comes to current labour
law such as the Public Service Amendment Act, 1i9@8e is a clear distinction between each
one of them (Albertyn, 2015). Based on the abovéimesd for the purpose of the paper
absenteeism will be used in conjunction with abdooent and desertion which will be explained
below:

Abscondment

Abscondment refers to when an employee does nat sipofor work for three weeks without
any explanation and without informing the managértree absence (Albertyn, 2015). For
example, the employee misses work for a numberagt dvithout a valid reason number or
without informing the employer of his absence andh® employer is unable to make contact
with the employee. The employer still has to follavgpecific process before the employee can
be dismissed, but in such circumstances it wouldrdasonable to assume that there is no
intention of the employee to come back to work @xtpn, 2015). Public Service Amendment
Act 1996 section 17 subsection(5) (b) “states than officer who is deemed to have been

discharged, reports for duty at any time aftergkpgiry of the period referred to in paragraph (a)



stated below, the relevant executing authority nmaygood cause shown and notwithstanding
anything to the contrary contained in any law, apprthe reinstatement of that officer in the

public service in his or her former or any othestpor position” (Public Service Amendment

Act, 1996).

Desertion
Desertion takes place when the employee has natioteof returning to work (Albertyn, 2015).
For example, the employee is absent from work s ta return to work after an authorized
period, such as annual leave or sick leave andepe& suggests he would not return. For
example:
« His/her locker or desk is empty;
« He/she has received his/her normal wages and abouoak;
« His/her co-workers do not know where he is. or &g told them he is not coming back to
work;
« The manager tries to contact him/her but ther@isesponse
- The employee does not reside at the address givehet employer, to name a few
(Albertyn, 2015).
Public Service Amendment Act (1996) section 17 satisn(5 )(a) states that “An officer who
absents himself or herself from his or her officdaties without permission of his or her head of
department, office or institution for a period eedsg one calendar month, shall be deemed to
have been discharged from the public service onwattof misconduct with effect from the date
immediately succeeding his or last day of attendaaichis or her place of duty” (Public Service
Amendment Act, 1996).

Manager

A manager can be defined as a person who superiseg, a person who is also accountable
for accomplishing the organizations important gdmslperforming tasks comprising of decision
making and developing policies (Bendix, 2000). & hand a manager has the accountability to
manage a team within a unit or individual employ&dshe same time managers’ report back to
their senior managers on the wellbeing and job goevdnce of the teams or individual

employees that they supervise (Bendix, 2000). Toexea manager needs to be assertive on
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their role in making sure that the organizationrafes to its best ability. A manager is not only
liable to employees but is also responsible for agarg resources in pursuit of achieving
specific functional or organizational goals (Bend®000). Developing and implementing
policies such as absenteeism policies is alsogbaine responsibilities a manager has. Therefore,
it is imperative that a manager has confidencewkeage and skills on how to effectively play
their role as well as knowing at which stage thag mclude the relevant parties that should be
involved. When the manager cannot comprehend Higiorole, there is likelihood that he or she
cannot follow the correct policies and proceduréhiwan organization (Bendix, 2000).

The Labour Relations Act (LRA) section 213 defiresnanager as “any person, institution,
organization, or organ of state who employs or ey work to an employee or any other
person and directly supervises, remunerates orrdsasuch employee for services rendered”
(LRA, 1995). Based on the definition it can be adjthat a manager provides employment to an

individual and therefore has a duty to managekegon.

Employee

The Basic Conditions of Employment Act, no 75 097%ection 1 (a) defines an employee: “as
any person, excluding an independent contractoo, wrks for another person and is entitled to
be paid for it, or who in any manner assists inryégag on or conduct the business of the
employer” (Basic Conditions of Employment Act, 199@n the other hand Bendix (2000, p. 6)
argues that “an employee is subject to the supervisf the employer, and receives regular
monthly or weekly remuneration and is obliged dagriworking hours to place his or her

productive capacity at the employer’s prescribegpasal”.

Experiences

Experiences can be well-defined as the knowledgenastery of an event or subject gained
through involvement in or exposure to it (Merrianelgter Online Dictionary, 2016). An
individual who has extensive knowledge in a paléic@ield can gain a reputation as an expert,
in this regard line managers are experts in terfMisow absenteeism can be managed in the
department. The notion of experience can also beatkas practical knowledge that one obtains

during job training rather than book learning (Mem-Webster Online Dictionary, 2016).
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Therefore the purpose of the intended study, thpemences will reflect on the understanding,

knowledge and perceptions of managers and of adrsisnt.
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CHAPTER 2:
LITERATURE ON MANAGING ABSENTEEISM

2.1 INTRODUCTION

Managing absenteeism is important to the survivahrny organization and it is a continuous
process that aims to tackle the issue of absente@is effectively manage absenteeism there is a
great need for reliability, perseverance and theagar should also take into consideration the
applicability of any legal framework as a way ofpiraving attendance in the workplace (Van
Eeden, 2007). On the other hand the overall welthef employees whether financial or health
related needs to be taken into consideration whanaging absenteeism. The literature on
managing absenteeism is presented under sub-heatisigwere derived from the study’s sub-
research questions which will attend to causesbskmteeism, the cost of absenteeism, the
consequences of absenteeism, the importance ofgingnevorkplace absenteeism, the role of
the manager, benefits of managing absenteeism,rdiago and monitoring absenteeism,
addressing absenteeism, how to deal with deseatiohabscondment, training of managers on

how to manage absenteeism, theoretical perspentiystrategies to managing absenteeism.

Absenteeism in the public sector has become a tdescussion throughout the world based on
research undertaken in various disciplines sucte@somics, management, sociology and
occupational health and providing the overview tabsenteeism is a challenge and it needs
urgent attention (McFarlane, 2014). The numberuddlip servants who are absent from work
has risen, and the effects of that absence oncgedélivery, other employees, the wellbeing of
employees in the workplace, and cost of absentegisralation to the economy have become
impossible to ignore (Munro, 2007). Absenteeisma is1ajor problem that managers are faced
with therefore negatively impacting “on serviceidety, staff morale and the workload of the
remaining employees in the workplace with resulfingncial losses” (Munro, 2007, p. 21). On
the other hand “employees perceive demands enfdrgethanagement and pressure from a
heavy workload as threats. The resulting stressfests itself in a lack of concentration as well
as physical and mental ill-health. Such a situationld lead to employees paying less attention
to their job behaviour, possibly resulting in alisersm” (Nel, Van Dyk, Haasbroek, Schultz,
Sono & Werner, 2004, p. 300-301).
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2.2 CAUSES OF ABSENTEEISM
Managers are required to become familiar with reasehy employees stay away from work and

need to develop strategies for managing absenteesi® also communicating to employees the
costs and concerns that follow as a result of @bsem (Edwards & Greasely, 2010). When
there are no consequences, employees might aralyaterpret a situation or behaviour in such
a way that they end up believing that this behavisuacceptable and tolerated within the
organization (Edwards & Greasley, 2010). A cultw@uld develop in the workplace that
absenteeism is acceptable. Addressing unaccepiséles in the workplace could reduce
absenteeism rates in the long run thereby incrggsioductivity (Edwards & Greasley, 2010).
However Lokke-Nielsen (2008, p, 7) argued that fghbas been a considerable amount of
investigation of the causes of workplace attendaarg® absenteeism. Much of this takes the
form of exploring associations between variousdectand individual or group behaviour”. In
paragraphs to follow the researcher attemptedgouds the contributing factors of absenteeism
comprising of individual, organizational as well sacietal factors known as integrative model
by Lakke-Nielsen (2008). One should also take cdosideration the fact that there are many
causes of absenteeism as much as there are differetels that can be used to describe
absenteeism. However the study was only limiteth®integrative model and only what was
highlighted in the model. For the department tliswhat was indicated by the GDARD
Employee Health and Wellness ICARgagement Report quarter 3

Problem cluster % Dominant problem types (in order of problem

type with the highest count)

Relationship issues 16.5 Family related, divorce/separation, infidelity,

sexual issues, interpersonal work, conflict

Stress 16.5 Occupational stress work/life balance and

personal finances

Organizational issues 8.5 Absenteeism, work conflict, work discontent,
management style, workload, working hours/shift

work

Child and family care 8.4 Child behaviour problems, parenting, learning

problems and child counseling issues

HR issues 6.6 Performance management, performance appraisal,

14



disciplinary, conditions of employment

Loss issues 6.5 Bereavement, abortion/miscarriage

Mental illness/Psychiatric 5.8 Depression, anxiety disorder, Post traumatic

stress, psychiatric disorders

Money Management 4.9 Debt management, budgeting, debt counseling,

other financial matters

Trauma 4.9 Armed robbery, motor vehicle accidents, general

trauma, critical incidents, rape

Addictive behavior’s 4.0 Chronic illness condition, medical information

Table 1: The causes of absenteeism at GDARD
Source: GDARD Employee Health and Wellness ICE8gagement Report quarter 3

The table above reflects the causes of absenteats@DARD. Even though the above
mentioned factors do link with the organizationatlividual and societal factors that will be
discussed below it gives one an overview of théofacthat the department comes across as the

root causes of absenteeism when compared to tlegaj@auses of absenteeism.

2.2.1 INDIVIDUAL FACTORS

Personal factors such as family related issuestieds give a description of the different factors
that contribute towards absenteeism of employegésy(2009). “The assumption behind the
individual approachis that the motivation to be absent from work isedmined by either
personal characteristics (e.g. demographics) oiviohaal responses to the job situation.
Regarding the latter, the individual reacts to d¢toils created in the social and organizational
work system. Hence absence becomes a behavioutednoe in terms of an escape from
negative aspects of the work situation” (Mathie&elal-Santi as cited in Lagkke-Nielsen, 2008).
The graph below reflects the health risk within ttepartment. It is associated with the high
absenteeism rate with regard to ill health witlia tlepartment. In the graph there are different
lifestyle risks that the employees present witHudmg alcohol, physical activity, stress, body
mass index (BMI), glucose, high blood pressure (H&RI cholesterol which are indicated in the
graph below. It should be noted the norm was that@mployee presented with three lifestyles

risks.
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2.2.2.1 HEALTH

Health Risks 14/15
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Graph 1: Health Risks
Source:GDARD annual report 2014/2015

According to the Government Employee Medical Sché2@4) there has been a development
that emerged from 2014 as an important changedahkio consideration the global view by the
organization of employee wellbeing in the workplatkee development is based on focusing on
the improvement and management of employee heatthnellbeing taking into consideration
how this may be negativity impacting on the produtst for the organization. GEMS
(Government Employee Medical Scheme, 2014, p. 8héu argues that “this is due to the
worsening and alarming general state of health retahe world, in particular with chronic
disease of lifestyle- including diabetes, cardiowder disease, chronic respiratory conditions and
certain cancers play a significant role in employless and absenteeism, as well as reduced
levels of workplace morale, engagement and prodtti Research from Discovery Health
Company Index (2014) has indicted that the abowvetioeed diseases of lifestyle can be largely
mitigated through tailored interventions to promatbealthier diet, increased levels of physical
activity and regular health checks. Since emplogpesd a great deal of their lives at work, and
work significantly impacts stress and lifestyle,@ayers have a unique opportunity to positively
influence their employees ability to make healthpices and assist them to manage stress and
reduce illness” (Government Employee Medical Schezfé4, p. 7). There should be wellness
programmes in organizations hence this can be ifiative for employees and the workplace

itself to become an environment that takes intosm®ration the health and wellbeing of its
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employees. Therefore in order to have a healthykiwgrenvironment it can be recommended
that there should be cafeterias that provide affiolel and healthy food which can be subsidized
where possible (Government Employee Medical Sche?@d44). Furthermore providing a
flexible working environment to employees in beiagtive after work, engaging health
representatives and sponsors in supporting empldnysdth and wellness goals can assist
organizations in taking control of their employesalth and wellness (Government Employee
Medical Scheme, 2014).

2.2.2 ORGANIZATIONAL FACTORS

Organizational factors relate to the working enmim@nt comprising of low employee morale,
the entitlement of sick leave, poor working corahs, inadequate remuneration and poor
working conditions. Pillay (2009, p. 2) argues thaese are likely to contribute to employees
absence from work in order to avoid the strainimgisrom unfavourable work conditions”.
What becomes important for the manager is the typmpact the organization will have based
on the level of absenteeism and the disciplinaogg@dures that are put in place (Lgkke-Nielsen,
2008). Therefore, the decision on being absenbbfrom work is based on how the employee
perceives the behaviour that is related to therdbsesm of their colleagues and managers, there
is a possibility that the employee will learn tlaatertain level of absenteeism is acceptable and

adopt the same behaviour as well (Rentsch & S26683).

2.2.2.1 Job satisfaction

Boyne (2002) argues that the public sector putshnamsphasis on the promotion and protection
of employee wellbeing, and health and safety matten the other hand when taking into
consideration an employee’s job satisfaction, “absgism is expected to be influenced by the
individual's evaluation of his or her psychosoaiairk characteristics as well as the individual's
experience of work stress and job satisfaction’kdezNielsen, 2008, p. 9). Being employed in
the public sector is not the same as being emplaydatie private sector hence the working
environment is different; however an assessmeatafimparable working environment can have
a different influence on the absence behaviouhefmployees working in these sectors (Boyne,
2002). Working conditions can in a different wafluence employees and managers which can

lead to absenteeism behaviour that is differenttiidaen & El- Salanti, as cited in Lokke-
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Nielsen, 2008). Therefore as a manager it is ingmbrto encourage a culture of attendance to

their employees to result in an increased employaale and productivity within the team.

2.2.2.2 Managers’ personal characteristics

Employee’s characteristics interact with their ngarés personal characteristics (Perry, Kulik, &
Zhou, 1999). This notion of similarity and dissiarity has been confirmed, this is to say the
superiority between the manager and their subombnaesults in the employee being less
attracted to their working environment (Perry, 199herefore “demographic similarities have
an influence on the absence of disciplinary densio(Lgkke-Nielsen, 2008, p. 10). The
aforementioned is based on the notion that if taeager and their employees are comparable in
relation to gender as an example, then the empdoya# be provided with support and
assistance by their managers, on the other hancertioyees will be loyal towards their

managers (Tsui as cited in Lagkke-Nielsen, 2008).

2.2.2.3 Managerial behaviour

A study onDeterminants of absenteeism in a large Danish bamducted in the private sector
shows that a manager that has an absenteeisnthetvét high has a direct influence on the high
absenteeism level of their employees (Kristenseml, JEskildsen, Frederiksen & Magller-
Bisgaard, 2006). This is to say that a managewsllef absenteeism is a contributing factor
towards the management of absenteeism hence datedi the acceptable and unacceptable level
of absence. Regardless of its importance, a masagiesenteeism usually ignored, on the other
hand research on the influence of the managerd le&vabsence on their employee’s behaviour
is inadequate (Johns & Nicholson, 1982). Rhodest&eiS (1990) argue that it is not only the
absence behaviour of a manger that is essentithéaremployees’ inclination to report for duty
but the management style is also important. A stoolyducted in Singapore firms by Lund
revealed that when a manager possess a transfonallgadership style, they are likely to have
less issues relating to absenteeism (Lund as oitéaskke-Nielsen, 2008). A transformational
leader possesses intellectual stimulation, indizided consideration and inspirational
motivation. (Zhu as cited in Lgkke-Nielsen, 2008).is therefore important to note that a
manager can be able to monitor and control thd Evabsenteeism within their unit by setting a

good example to their employees (Kristensen e2@0g).
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2.3 SOCIETAL FACTORS

Poverty, crime and an unreliable transport systamnegatively impact on absenteeism. Most of
the workers in SA depend on the public transpodoimmute daily to and from their workplaces.
Therefore, if there is a strike by bus, train aagli operators, organizations are also affected
hence there will be a high rate of absenteeismttat particular day (Pillay, 2009). Another
societal factor affecting absenteeism comprisesildf/AIDS (Pillay, 2009, p. 3). In table 1
above on the causes of absenteeism within the wepatr trauma related issues (societal factors)
accounted for 4.9%

Managers’ knowledge of the causes of absenteeismassist in the decision making process
with regards to preventative initiatives, such las ¢émployee health and wellness programme,
wellness days (health screening) assistance angbgugwith substance abuse issues and free
testing for diabetes and cholesterol to name a(féam Eeden, 2007).

2.4 THE COST OF ABSENTEEISM
The enormous cost of absenteeism is considereafoiine contributing factors in the failure to

meet performance targets of companies, organiztom government departments (Robbins,
Odendaal & Roodt, 2003). Based on the consciousniedse consequences of absenteeism on
organizational performance, is has become vitalnfianagement in organizations, employees,
investors, government and other stakeholders tmheerned about reducing the negative effects
related to absenteeism as a way of improving threerge performance within the organization
(Du Plessis, Visser & Fourie as cited in Robbinslet 2003). In SA because of absenteeism
organizations lose R16 billion per annum (Skos&@4.4). Based on the high costs managers
therefore consider employee absence as a probknstrelated to discipline. On the other hand
if it is not controlled and monitored, the issudl i8pread like an epidemic, creating a range of
disciplinary problems for organizations” (Robbirtsaé, 2003, p. 19). The difficulty might be
that employees have the notion of thinking thak $gave is their “benefit” in the same manner
as annual leave; therefore they are allowed to takéenever they feel like it regardless of
being sick or not (Kehinde, 2011). Therefore, thés dire repercussions hence it would be
difficult for organizations to operate in the mantiey should when employees report for duty
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(Kehinde, 2011). Nonetheless, absenteeism is afaudted issue that calls for a multi-faced

approach.

Eurofound (2010, p. 13 — 18) recorded global cadtsabsenteeism in 2010. Some of the
countries highlighted were: Austria with a cost &dysenteeism of R59.4 billion per annum;
Belgium with R103.95 billion per annum; Spain witR125 730 million; Norway with R792-
R990 billion (Eurofound, 2010, p.13 — 18). Finlaszalculated the cost of absenteeism per day as
R 2970 (Eurofound, 2010, p.13 — 18).

The above indicates the high cost of absenteeisbally and that it is not only an issue in South

Africa.

According to the GDARD Employee Health and WellnE3AS Engagement Report quarter 3 in
2015/16 a total of R119 000 Gauteng Provincial €&oment (GPG) employees accounted for
over 55% of budgeted costs = (R52.6 billion of ®R@85. 3 billion allocated in 2015/16).
Monetization of productivity loss due to health difestyle risks indicates that:
> 2% of salary costs is lost to indirect health cesid
» 2% is lost to direct health care costs
» This totals to a shocking R2.1 billion lost in 20A®16 Financial Year with the current
workforce of 1043 the lost sum for GDARD amountedR14,178.480 million in the
previous financial year This is equals 50.1% of tmenpensation budget (GDARD
Employee and Wellness ICAS Engagement Report quayrz016).

2.5 THE IMPORTANCE OF MANAGING WORKPLACE ABSENTEEIS M
Organizations are becoming gradually concerned wighpressures that are created by global

competition and the requirements to increase coengpet and productivity (Boyne, 2002).
Therefore, more and more organizations are exgatifferent methods to improve the overall
organisational competence and effectiveness; onother hand many are unsuccessful in
recognising the need of the labour force to be maa@Boyne, 2002). “By managing

employees’ attendance effectively, organizationgcc@ontrol the largest expense item and the
largest source of productivity” (Rhodes & Steei@9a, p. 9). One should take into consideration
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the fact that the management of employee absentakies not comprise of a direct and smooth
process. Therefore managers should note that ealesgnteeism case needs to be addressed
differently hence the aforementioned clearly statest absenteeism management does not
comprise of an effective strategy (Beira, 2008)gd&dless of the fact that there is no direct
process of effectively managing absenteeism, itilshstill be monitored and addressed, failure
to do so will result in consequences comprisinghef costs of absence and the risk of the
company not being able to function optimally duertass absence and/or absence of key staff.
(Van Eeden, 2007). This is to say that managemsaddave the opportunity of choosing not to
record, monitor and address absenteeism as it dwud serious financial implications and a
negative impact on the performance of the orgaoisgVan Eeden, 2007). The consequences of
not managing absenteeism comprise of but are miteld to “...an increase in legal costs and
the possibility of low profits and productivity” (BPA, as cited in Van Eeden, 2007, p. 38).
Beira (2006) argues that it is not necessary tod@mpnt costly new programmes to manage
sickness absence, but significant savings can lyapel achieved by using existing data as the

basis for appropriate interventions.

Organizations have a responsibility to develop amgrove their absence and attendance
management policies. To achieve this absence mamageolicies need to recognize and take
into consideration the causes of absenteeism tage discussed earlier comprising of individual,
organizational and societal factors, the policieschto focus on these causes (Rhodes & Steers,
1990).

» The senior management team has a role to playpposting managers by ensuring that
they are competent and comfortable in their rolenahaging absenteeism. This can be
done through well written and explained human resmulepartmental policies such as
guidelines on steps that should be taken whenrdgalith cases of short and long term
absence (Beira, 2008).

» Senior management needs to understand the causdsariteeism as mentioned above
and derive strategies to address them (Beira, 2008)
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Therefore the management of absenteeism from thganwational level not only includes
deriving strategies that can assist managers iragiag absenteeism but also deriving strategies
to reduce the root cause of the problem.

2.6 CHALLENGES IN MANAGING ABSENTEEISM

One should take into consideration the fact thatagars are often at times reluctant and have a
difficulty in addressing cases of employees who iar¢he process of exceeding the level of
absenteeism that is acceptable (Yorges, 2015)eSianagers deal with a lot of pressures within
the work environment, the constant monitoring avalweation of policies relating to absenteeism
management is not their priority (Yorges, 2015)vy €2003) argues that when managing
absenteeism it is important that employees aré&edted in the same manner. Failure to do so
can result in low job dissatisfaction, decreaseddpctivity and low morale of employee’s.
Employees are likely to feel that there is no edustment should they perceive their absent
colleagues as “getting away with it” (Yorges, 2Q1%anagers should also take into
consideration the fact that the programs and pdi¢chat would be put in place need to be
supportive, rather than disciplinary (Yorges, 20I&¥ciplinary processes that oblige employees
to report for duty can cause employees to becoateseht while at work." The processes do as
little as possible and resist any effort to getihte do more. Some of the programmes that can
be implemented to encourage employee attendancast®rof but not limited to attendance
awards and equal job distribution (Yorges, 2015)

Any strategy to manage absenteeism can work, buévery end result of each strategy can be
successful. An absenteeism strategy can be shorteelong term (Van Eeden, 2007). A short-
term strategy should be an indication of the efédxtenteeism has in the organization. The long-
term strategy of effective management of absentebis a duty to disseminate information on
factors that contribute to the absenteeism of eygas. Therefore such information can assist
the organization in deriving effective strategiesttcan address the issue of absenteeism (Gaudet
as cited in Van Eeden, 2007). It is important timainagers derive plans based on how they are
going to be successful in the management of abmientehence there is a difference between
effective monitoring and evaluation of absenteeialsp persuading employees to report for duty

when they are not capable to perform their dutiésn(Eeden, 2007). When developing and
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designing any strategy for effective managemeiatbsknteeism, managers need to be responsive

to the following consequences comprising of:

2.6.1 Presenteeism

When an employee reports for duty and they areveditenough to perform their duties that can
be explained as presenteeism. This occurs bechukienent reasons such as heavy workload,
having incentives for good attendance or job s&cuiMunro, 2007). Regardless of the
aforementioned, an employee should not feel obligedome to work because the very same
employee is going to be less productive and make mistakes. To combat presenteeism, many
organizations have implemented employee healthnaalidiess programs as a strategy to assist in

reducing not only presenteeism but absenteeisnelis(Wan Eeden, 2007).

2.6.2 Increased stress

Mental health issues and stress can be heightespetially when an employee is pressured to
report for duty. Also, when the manager makes étern-to-work interview as a way to punish
or cross-examining the returning employee, this result in certain employees trying to avoid
such stress by reporting for duty even though tey not physically well to do so (Yorges,
2015). As a way of preventing this from happenithg, manager needs to make it a point that
during the return to work interview they are weléogitowards the employee and also showing
interest towards the employee in finding out whgythhave been absent from work, the manager

should also check if they are well enough to beklzavork (Yorges, 2015).

2.7 THE ROLE OF THE MANAGER
2.7.1 RECORDING AND MONITORING ABSENTEEISM
The recording and monitoring of absenteeism requareontinuous and coordinated effort by

each manager. Therefore it is important for marsager document absenteeism of every
employee that is under them. Historical record® ajs&re a way to identify the trends of
particular employees in specific departments whdhresult in the development of appropriate
standards and measures for performance in eachtoepe (Van Eeden, 2007). To manage and
control absence an organization first needs tdkskapolicies and procedures to measure and

record absence. Managing absence with the impleientof policies and procedures is a
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control management tool (Kinicki & Wiliams, 2003Kinicki and Wiliams (2003, p. 543)
continues to say “successful control systems aegegfic and results orientated, timely, accurate
and objective, realistic, positive, simple, flexdl@nd easy to understand and they encourage self-
control”. Among the numerous obstacles towardsrigaan effective strategy comprises of when
the manager has more power and does not involvdogegs in the process, “overemphasis on
the how instead of what and too much focus on @pecach” (Kinicki & Wiliams, 2003, p. 544
—546).

Keeping records of absent employees may possibpeb®ermed by observing the length of the
absent employee, patterns regarding the type &hess and also the number of days most
employees are absent. “This can be done by theremeager checking attendance registers and
sick leave absenteeism records” (Kinicki & Wilian&)03, p. 546). By means of properly
recording and keeping records of every absencea) #weugh emphasis is on the employee;
however the total number of employee absences wdaohbe accepted at a given time can be
easily determined (Kinicki & Wiliams, 2003). Reladi to this, SA organizations including the
GDARD “...operate on the principle that an employsesititied to 36 sick leave days over a
three-year leave cycle, as per provisions of tigslation” (Basic Conditions of Employment
Act 75 of 1997). This is to say if one is abserd #rey are not on leave they end up taking sick

leave. This then highlights a misuse of sick leave.

2.7.2 ADDRESSING ABSENTEEISM

Managers need to accept that employees will benalisem work at various times of their
careers. It should also be taken into consideraherfact that the impact of absenteeism is not
only constrained to just the absent employee (hior916). Failure to address absenteeism
efficiently and effectively can lead to an impaeinyg felt across the organization and it can
cause a multitude of associated problems (Hortdh6p

The following guidelines outline the recommendespstto be taken in cases where short-term
absence is considered to be above an acceptaldeitea particular period of time (Yorges,
2015, p. 3-5).
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Stage 1: Counseling Interview

» “The manager should advise the employee of themcem over the absences, they

>

should try to establish the reasons for the absencgckness absence and determine
what needs to be done to improve attendance.

Should at this stage be a medical condition thacknowledged, and should it have an
influence on job suitability, it is the duty of theanager to make the necessary
arrangements with a doctor that is approved byotiganization. However the employee
should be made aware of this in writing within fiwerking days.

Based on the discussion, if ever the presentingleno is not related to any causal
unfitness for work, the employee should be givenica on the fact that while the
recorded sickness may be genuine, a sustained weipent in attendance is expected or
the next stage in the procedure will be taken.

A review of the attendance will automatically be dmaeach month for the next six
months” (Yorges, 2015, p. 3).

Stage 2: First Formal Review (Verbal Warning Stage)

>

>

“If the employee’s absences continue to worsenovdhg analysis and regular
monitoring, the employee should be invited to atteanformal review meeting with the
manager.

The absenteeism record should be detailed in arletviting the employee for this
interview. The employee should be advised thatheeis entitled to be represented by a

union representative or a colleague as appropr{ate‘ges, 2015, p. 3).

The purpose of this meeting will be to:

“Continue to discuss the underlying reasons foratbsences,

Advise the employee of the service and cost impbaa of his/her absence,

Warn the employee (except when deciding to seekicakddvice) that if there is not a
substantial and sustained improvement, his/her @npnt may be terminated because
of his/her inability to maintain an acceptable ratkence level. This constitutes the verbal

warning.
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Where medical attention is warranted, action mestaxen immediately. The meeting is
therefore only adjourned to allow this part of ghrecess to be completed. Within five
working days, the employee must receive medicalcadvhe meeting is then resumed
with HR and the doctor’s opinion is discussed.

If the doctor confirms fitness for work, the emptey should be warned about the

consequences of continued absence” (Yorges, 2045, p

Stage 3: Second Formal Review (Written Warning Stag)

>

“Where regular monitoring indicates that no impnmest in the absence pattern has
occurred, a second formal meeting will be arrangid HR.

The letter inviting the employee to the meetingl wikclude the absence record and,
again, advice on representation.

During the meeting if any new information arisega®ling change in the nature of
sickness or ill health, it would need to be asskgsethe organizations-approved doctor.
The employee should be given the opportunity toamphis or her absence record. If
appropriate, the manager should inform the empldigae a formal written warning is
being issued and that this warning will remain e mployee’s file for a specified
period. A copy of the warning should be issued lte employee and to his/her
representative.

At this stage it is important that the employeéniermed of the failure to comply with
the organizations attendance expectations, and ithat essential that the employee
improves on their unacceptable record of abseraikiré to do so will result in the
termination of the employee’s employment.

Where fitness for work is in doubt, proceed witdaployment options according to the
guidance received by the doctor. Consult with theleyee’s union representative (if
applicable) on the redeployment process and optidfmsges, 2015, p. 4).

Stage 4: Temporary Suspension from Work

>

If, following the implementation of the previousages of the disciplinary process, no
improvement in attendance occurs, management mageed with a temporary

suspension without pay. The intention to susperalilshbe confirmed in writing with
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details of start and end dates. A copy of the Hadfesuspension should be sent to the

employee’s representative: if applicable (Yorge€s,5).

Stage 5: Termination of Employment

> “This is the final stage in the disciplinary proseghereby the employee is dismissed for
inability to comply with the organization’s requments for attendance at work.
Dismissal can only take place with the written auttation of a senior manager and HR.

» The letter calling the employee in will, again, lute advice on representation and will
outline the absence record. The employee shoulddwesed that, as a result of the
interview, he or she may be dismissed for incapigid perform work duties.

» Yet again, the organization’s doctor might haveb® referred to should any new
information arise in regard to the employee’s Healtcapacity for work.

» Where redeployment is not possible, or approprizdesider proceeding with dismissal
for reasons of capability. Eligibility for disalyi benefit will depend on the
circumstances of each case.

» When necessary if a decision is made to dismishemasis of capability, a copy of the
letter of dismissal should be sent to the employespresentative

» The employee may have the right to appeal agaisstisisal. The appeal should be in
line with the company’s disciplinary procedures’dfges, 2015, p. 5).

2.7.3 HOW TO DEAL WITH DESERTION AND ABSCONDMENT

2.7.3.1 Desertion

In terms of labour law, desertion amounts to a d¢ireaf contract (Albertyn, 2015). It is a
contractual obligation for the employee to provitheir services to their manager and the
organization in which they work. If the employeedxches this duty, he/she rejects the contract.
However, this does not mean the manager can distnesemployee right away (Albertyn,
2015). Previous court rulings in South Africa matkelear that desertion does not terminate an
employment contract. It only terminates when theleyer accepts the employee’s rejection of
the employment contract. What this means is, the@leyer first have to confirm that the
employee’s absence really is desertion. To do this,employer needs to look for proof in

stating that there is no intention of the employereport for duty (Albertyn, 2015).
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The following three elements must be present bedoremployer can consider an employee’s

absence as desertion:

. He/she is absent without the employer’s authprity

. The employee has not been in contact with thel@yepto give reasons why he/she is
absent

. Their intention is never to return to work (Albgr, 2015).

While it may be difficult to assess if an employees no intention to come back, the manager
has to take reasonable steps to find the emplopdettze reasons for not coming to work
(Albertyn, 2015). If after such an investigationarthe employee’s whereabouts and reasons for
absence, the manager finds he/she definitely doesntend to return, holding a disciplinary
hearing in this regard would be essential (Alber®915). The manager can then dismiss the
employee if he cannot give an acceptable reasorhiforor her absence. Managers need to
remember that following the wrong procedure whealidg with an employee’s absence could
land the employer at the CCMA for claims of unfdismissal (Albertyn, 2015).

2.7.3.2 Abscondment

Abscondment as indicated earlier refers to whemrraployee does not show up for work for
three weeks without any explanation and withoubriming the manager of the absence
(Albertyn, 2015). The problem needs to be investidgaby the manager and come to the
conclusion that the employee has absconded théowmlthe correct steps to dismiss the
employee (Albertyn, 2015). However, this is not veheéhe matter ends. Just because an
employee absconds does not mean that the emplogerrbt have to pay him/her. The manager
should make it a point that the employee is paidtwh due to them. The manager should pay
the employee any amount of money owed to the emapl@plbertyn, 2015). This comprises of
but not limited to the employees monthly salaryistanding leave pay, any incentives or
bonuses the employee would have received, andilmeegiay (Albertyn, 2015). Although in
terms of labour law, the principle of ‘no work, pay’ applies to a period of unauthorized
absence. This is to say the manager is not obtmgedmpensate the employee when they did not
report for duty, the employer needs to make alstamding statutory payments owed to the

employee (Albertyn, 2015).
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2.8 BENEFITS OF MANAGING ABSENTEEISM
Managing absenteeism has many benefits for manabatsthere are also benefits for the

employees as well as the organization (Van Eed@d7.2Excessive absenteeism could be an
indicator of poor employee health and wellness iwithe organization. It is therefore important
that absence policies should be implemented in ucmtipn with health and wellness
programmes (Van Eeden, 2007). Effective absenteemmagement can increase attendance
levels which would be to the advantage of both eyg® and employer. An organization needs
to maintain acceptable levels of attendance foekeat service delivery and this could also have

a positive effect on staff morale (University ofrfslerland as cited in Van Eeden, 2007).

Beira (2008, p. 28-29) argues that some of the mlayefits associated with managing
absenteeism in organizations, as listed below:

» “Provides insight into genuine medical needs thatld be supported with well-
structured employee health, lifestyle and wellmEsgrammes;
Provides support for employees who genuinely nesistance;
Saves existing paid sick leave costs by preverainge of the system;

Reduces the risk of human capital loss throughdutyrexhaustion and fatigue;

YV V V VY

Good attendance record signals reliability andaility for promotion”

Therefore the benefits of managing absenteeismiwiBDARD (ICAS Engagement Report,
2016) comprise of the following:
» Preventing small problems from developing into éairgnes
» The department will be able to identify and tadkle root cause of the problem
» Measuring and monitoring absenteeism can assisageas on how to identify and deal
with different types of absenteeism

» The financial costs associated with absenteeisrkalyg to decrease

2.9 TRAINING OF MANAGERS ON HOW TO MANAGE ABSENTEEI SM

Training can provide managers with the skills tmeed to carry out their responsibilities for

managing absenteeism. It also provides organizatwith the opportunity to set expectations

based on the training provided (Horton, 2016). Tais be done through:
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* Formal training (courses and workshops)

* Informal training (working and learning from moneperienced managers (Horton, 2016)

The training of managers in how to best managemésism should also include instruction on
how to conduct effective and fair return-to-workeirviews (Levy, 2003). National surveys on
absenteeism indicate that these interviews arerdedaas one of the most effective tools for
managing short-term absenteeism (Levy, 2003). Bharn-to-work discussion will enable the
manager to welcome the employee back to work, oitiad to demonstrating management’s
strong commitment to controlling and managing atessam in the workplace (Yorges, 2015).
The interview will enable a check to be made thatémployee is well enough to return to work.
The necessary paperwork can be completed, sohéaisence and its conclusion are properly
recorded (Levy, 2003). Interviews need to be cdraat as promptly as possible following the
absentee’s return to work (no later than one deey &is or her return). The employee should be
given an opportunity to outline the reasons fordridier absence (Yorges, 2015). The manager
should use the interview as a time to explore asyas that the employee may have which are
leading to absence. The goal is to foster an opehsapportive culture (Yorges, 2015). The
procedures that are in place should assist in rgagime that help and advice is offered when
needed and to ensure that the employee is fit tiormreto work. Employees will usually
appreciate the opportunity to explain genuine reador absence within a formalized structure
(Yorges, 2015).

If the manager doubts the authenticity of the reasgiven for absence, he/she should use this
opportunity to express any doubts or concernsllAinaes, the employee must be aware that the
interview is not merely part of organizational pedares, but a significant meeting during which
the absence has been noted and may have implisdboriuture employment (Yorges, 2015).
The organizations disciplinary procedure, in thergwof unacceptable levels of absence, should
be explained to the employee. The manager may ehosutline how the absence affected the
department (Levy, 2003). The message should be thetemployee was missed and that
productivity suffered. The manner in which the dépant was required to reorganize staffing
arrangements might also be explained. This wouldaestrate that the efficiency of the work

unit was adversely affected by the absence (Le®932
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A trained manager will know how to manage absesteeand follow the correct procedure.
Managers have the responsibility to make sure wwak is appropriately covered during the
employee’s absence, adding to that there are a ewnfbother critical actions that managers
need to take to manage absenteeism (Yorges, 2045%)p“They should:
» Ensure that all employees are fully aware of thganization’s policies and procedures
for dealing with absenteeism
» Managers should be the first point of contact wheremployee is sick
» They should maintain appropriately detailed, aceueand up to date absence records for
their staff (e.g. date, nature of illness/reasanafosence, expected return to work date,
doctor’s certification if necessary)
» Managers should identify patterns or trends of atessm that cause concern
» Speak to employee on the first day back at workrafach absence -they should conduct
return to work interviews
» They should also implement disciplinary procedwvbsre necessary
» The managers should make employee aware of orgamzaprocedures, expectations
concerning attendance standards and consequenfzgisi@ to achieve those standards
» They should also create a team atmosphere whicbuesges people to aim for full
attendance” (Yorges, 2015, p. 4-5).

2.10 THEORETICAL PERSPECTIVE
The theoretical framework for the study is basedBoonfenbrenner (1979) Ecological Models

of Human Development. The model accepts holisticceptions whereby biological,
psychological, sociocultural and physical environtaéelements are seen to cumulatively affect
wellbeing (Stokols, 2000). The model states thamndm development is influenced by the
different types of environmental systems. The thdwlps us understand why we may behave
differently when we compare our behavior in thespreee of our family and our behavior when
we are in school or at workhe holistic conception of employee absenteeiswelk utilizing

the holistic model of analysis is ideal in addregsihe challenges faced by managers when it

comes to managing absenteeism within the department
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2.10.1MICRO SYSTEM

A micro system is a “pattern of activities, sociales and interpersonal relations experienced by
physical, social, and symbolic features that inysermit or inhibit engagement in the immediate
environment” (Bronfenbrenner, 1979, p. 24). Theneple in this regard comprise of family,
school, peer group and the workplace. From an gaabperspective “certain behaviors, social
roles, and environmental conditions within an indial's life situation can exert a
disproportionate influence on his or her well-b&i{gtokols, 2000, p. 131). Micro settings are
directly experienced by the employee and inclugevtbrkplace and home. This can be linked to
absenteeism in the sense that micro level soctataontions are directly experienced by the
employee on a daily basis, they comprise of theseawwof absenteeism that were discussed
earlier, and they are highly influential to the getions of their workplace as either a supportive
and rewarding environment or alternatively a detnital context where well-being is threatened.
This is to say that an employees workload is datechby their manager, when their colleagues
are absent they have to do work of the absent petisis then negatively impacts on the
employee resulting in low productivity and moraléhin the unit. As a strategy of managing
absenteeism, the manager can focus on problemmgplvased on the causes of absenteeism the
manager can refer the employee to the EHWP sothlegtcan be assisted with the challenges

that they are faced with which result in them beabgent from work.

2.10.2 MESO SYSTEM

The mesosystem comprises of “the relations betw&endiverse parts of an individual's
microsystem. This system is whereby an individuaransystem cannot function individually
however it encompasses the relationship betweerotwnore settings” (Bronfenbrenner, 1979,
p. 24). In this regard “the relationship betweemband the workplace, the type of relationship
the managers have with their employees, co-workéationship, the different roles of the
manager in the management of absenteeism” (Brordanbr, 1979, p. 24). It can be argued that

a meso system is a system of micro systems

2.10.3 EXO SYSTEM
The exo system includes “the linkages and procds&@sy place between two or more settings

at least one of which does not contain the devefperson, but in which events occur that
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indirectly influence processes within immediatetisgtin which the developing person lives”
(Bronfenbrenner, 1979, p. 25). An example wouldtlwee leave policy in place used to assist
managers in managing absenteeism. The policy peewgdidelines and procedures for managers
on how to manage absenteeism of employees. Theygukces the department in a position of
responsibility and investigations into the issueabSenteeism and deriving strategies on how
best to address and manage the issue. The exosyetmmes acknowledge that workplaces are
controllable environments that can actively suppemployee well-being (Stokols, 2000).
Another example would be the manner in which a mganaddresses the issue of absenteeism.
Their management style could also be the contnigutiactor towards the high rate of
absenteeism. However, if nothing is being done emgloyees are not confronted about their
behaviour it negatively impacts on the remainingplnlyees who have to do work for two

people.

2.10.4 MACRO SYSTEM

The macrosystem comprises of “the all-encompagsatterns of micro, meso, and exosystems
characheristics of a given culture or subculturéghwspecific reference to the belief systems,
bodies of knowledge, material resources, custoriestyles and opportunity structures that are
embedded in each of the broader systems™ (Bromésmier, 1979, p. 26). In order to gain an all
inclusive understanding of absenteeism influenckagkplaces in the west it is necessary to
consider how the macro levels within “Western @ations (government, capitalism, culture,

society) are influencing individual and communitghlaviours and attitudes” (Bronfenbrenner,

1979, p. 26). This can be linked to the importaotenanaging absenteeism because if it is not
managed then it negatively impacts on the moraleemmployees, costs, productivity, the

department and government as a whole. The leaveypochn also be linked in this regard

because it has an impact on how managers addreésieahwith absenteeism.

2.10.5 CHRONO SYSTEM

A chronosystem comprises of “change or consisteney time not only in the characteristics of

the person but also of the environment in which geaison lives. An example would be changes
over the life course in family structure, employmesocio economic status to name a few”

(Bronfenbrenner, 1979, p. 26). The system also eéesnover time the influence of
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environmental changes on an individual's develogni®tokols, 2000). If managers can get the
strategies, skills and training on how to manageeateeism then the department is likely to see

a decrease in absenteeism costs and more on emltigadance.

The model demonstrated the influence these detergnifactors, especially the interpersonal
factors (micro system), have had on making andasusgy management of absenteeism within
the workplace and employees decision making in seoinbeing absent and going to work.
Based on the study the model proposed that indiVidehavior was affected by and also impacts
the surrounding environment including social intdians (Bronfenbrenner, 1979). This can be
linked to absenteeism in the sense that at timesrabeism represents individual withdrawal
from dissatisfying working conditions. Such a negaattribution about absenteeism then can
bring three outcomes: that behaviour is open tdascontrol, absence is complex to the social
context and lastly it is a potential source of waakce conflict. The model provided a useful
framework for achieving a better understandinghef many factors and barriers that impact on
managers being able to manage absenteeism eflgdtiviie workplace. The model was based
on the premise that absenteeism is a product efdependence between employees and the
systems mentioned above. When viewing absentegidnalasenteeism management as complex
systems within the ecological models of human dgwaent, providing individuals with
motivation and skills to change behaviour cannoetbective if the workplace environment and
strategies put in place make it difficult or impbés for employees to change behaviour of being

absent from work.

SUMMARY

Even though the management of absenteeism is J&lenging, it is an important part of
controlling absenteeism. The literature has hidgiteéd important points when it comes to
managing absenteeism in any organization. It isomamt for the manager to know the
organizational policy being implemented that adsessabsenteeism. Such knowledge can assist
the manager in knowing the processes and procedwelsed on how to manage absenteeism.
Therefore training in this regard is essential Isat they can be equipped with the skills to
manage absenteeism effectively. It is also importanthe manager to know how to refer an

employee to the internal Employee Health and We#rferogramme so that the employee can be
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assisted with the different challenges that theyadten faced with or the challenges that make
them to be absent from work. As a result the litem has highlighted that employee
absenteeism is a difficult problem to monitor noprehending that it can negatively impact on
the organization. However, by combining the stri@®gmentioned above can assist in

monitoring, controlling and effectively managingeeyday absenteeism in the workplace.
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CHAPTER 3:
RESEAR METHODOLOGY

3.1 INTRODUCTION
The chapter covers the research design, sampleunmentation, procedure, data analysis,
trustworthiness of the study and ethical issueshsas: permission, informed consent,

confidentiality, and anonymity.

3.1.1 PRIMARY AIM AND SECONDARY OBJECTIVE
The primary aim of the study was to explore theegigmces of line managers when it comes to
managing absenteeism of employees within the Ggubapartment of Agriculture and Rural
Development. The focus comprised of the gaps, ehgdls, what they encounter or undergo and
the dynamics involved when managing and addresgisgnteeism within the department.
The objectives of the study comprised of:
The objectives of the study comprised of:
i.  Exploring how managers perceive and experiencenédxsiem of employees.

ii.  Highlighting strategies that may be relevant to agamg absenteeism

lii.  Indicating the effective roles that managers cakanse of when managing absenteeism

iv. Determining the challenges that managers are fagtd and also the benefits of

implementing absenteeism management strategies
v. Deriving recommendations on how absenteeism candreaged effectively based on the

research findings.

3.2 RESEARCH DESIGN AND STRATEGY

Qualitative research is a strategy for explorind anderstanding the meaning that individuals or
groups ascribe to a social or human problem (Criés2@09). The process of research involves
emerging questions and procedures, data typicalljeated in the participant’s setting, data
analysis inductively building from particulars teergeral themes, and the researcher making
interpretations in the meaning of the data. “That® engage in this form of inquiry support a
way of looking at research that honors an inducsiyde, a focus on individual meaning, and the

importance of rendering the complexity of a sito@ati (Creswell, 2009, p. 4). When seeking
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people’s input on a subject, it is important tenact with them and establish their needs in their
own words. Therefore, this made the qualitativee@esh approach the most appropriate in the
present case. Conducting qualitative research eddbk researcher to gain an understanding of

how absenteeism management is viewed and expedié&ydee managers.

The qualitative research strategy that was usedcase study research design. Case studies are
strategies of inquiry whereby the researcher egglan-depth an event, programme, or process
of one or more individuals, groups, movements awhgaphic units (Neuman, 2011). Cases are
bounded by time and activity and researchers dalletailed information using a variety of data
collection procedures over a sustained periodroé t{Stake as cited in Creswell, 2009). Case
study research thoroughly investigates one or als®eaof cases, focusing on many details
within each case and the context. In short it erasiboth details of each case’s internal features
as well as the surrounding situation (Neuman, 204 ase study enabled the researcher to link
micro level or the actions of individuals to the aralevel, or a large scale structures and
processes. Case studies are likely to producedsietibeory. According to Neuman (2011, p. 42)
this occurs for three reasons:

» “Firstly, when a researcher becomes very familighwhe in-depth detail of the specific
case, the researcher is likely to create or builsh@w theories as well as reshape current
theories to complex cases or new situations

» Secondly, researchers examine specific casespthplex details of social processes and
cause-effect relations become more invisible. Thereiased visibility allows the
researcher to develop richer, more comprehensiygaeations that can capture the
complexity of social life

» Lastly, case studies produce evidence that moextafely depicts complex, multiple-

factor events/situations and processes that oc@rrtone and space”

The type of case study that was utilized for treeaech is the descriptive case study also called
the intrinsic case study. Yin as cited in Cresw2D009) argues that this type of case study
attempts to describe, analyze and interpret aqudati phenomenon. The purpose is not to
understand a broad social issue but merely to ibesthe case being studied. Stake (1994)

argues that this type of case study is aimed aénstahding a particular case because the case
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itself is of interest. An example provided by Stakehow one person managed a stroke. This
would link to the research topic in terms of howanager manages absenteeism. A case may be
of interest because it has particular featuresecabse it is ordinary (Stake, 1994). Based on the
aforementioned, the Gauteng Department of Agriceland Rural Development was the case
study. The department has 20 units in total antt ®age 200 employees who operate the same
shift pattern, 40 hours a week, 5 days in a week tary also have the same organizational
structures. However, the management style andrewtithin each unit differs significantly and
more importantly the absence levels per unit aiffierd Therefore it was decided to limit the
case study to eleven units within the departmeherdfore, the researcher aimed to further her
understanding on the experinces and challengesniaragers go through when managing
workplace absenteeism and utilizing inputs frome limanagers regarding the necessary
recommendations on how absenteeism managemenecarhanced.

3.3 POPULATION SAMPLE AND SAMPLING PROCEDURES

Population refers to individuals who possess speaharacteristics that represent all the
measurements of interest to the researcher (De $togdom, Fouche & Delport, 2011). The
population of the study comprised of managers. &lewnanagers were used as an area of focus
of the study: managers who participated in theystundde a total number of eleven participants.
The purpose of sampling in qualitative researctoisollect the richest data (Creswell, 2009).
According to Creswell (2009) purposive sampling iype of non-probability sampling in which
the participants to be observed or interviewed setected on the basis of the researcher’s
judgment about which ones will be the most usefulepresentative (judgmental sampling) and
they can purposefully inform an understanding efrésearch problem of the study. Grinnell and
Unrau (as cited in De Vos et al., 2011) arguesithalso based on the premise that the sample is
composed of elements that contain the most chaistaterepresentative or typical attributes of
the population that serve the purpose of the stuelt. De Vos et al. (2011) argues that in
purposive sampling the researcher must first tlenitically about the parameters of the problem
and then choose the sample case accordingly. @ieatification and formulation of preselected
criteria for the selection of respondents is theneefof cardinal importance (De Vos et al., 2011).
The type of sampling that was utilized in the resledas non-probability sampling-purposive

sampling. The selection criteria of prospectiveipgrants comprised of managers:
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1. Who have been a manager in the unit for a minimtiByears
2. Who have been working in the department for 3 years
3. Who had encounters with individual cases of peagh® were absent in the last two
years.
These selection criteria were chosen as it wasthelt they had the most experience and will
make the most valuable contribution to the objedtiof the study. Also they may have a wealth
of experience that could be unearthed not onljéndepartment but also past experience and the

different organizations that they used to work in.

The researcher gained entry in the department lhgirobg permission from the Head of
Department (HOD), following that the researcheiuesied the HOD to allow her to speak to the
managers as a way of recruiting them and inforrttiegn about the research that was undertaken
in the department. The researcher also requested@D to speak to the managers and tell them
about the research so that the HOD can recommespgctive participants. The researcher gave
the managers participant’s information sheet witiah be found in Appendix A, the researcher
also provided them with consent forms for partitgrain the study and also consent form for
audio taping of the interview which can be foundAppendix B. The reason being it was
important for the researcher to give participahes information sheet for informed consent so

that they could know what is expected of them keetbe actual study began.

3.4 RESEARCH INSTRUMENTATION

The study made use of a semi-structured intervidvedule as the research instrument. The one-
on-one, semi-structured interviews were chosentlier purpose of this research because it
offered the researcher the opportunity to ask apspense questions about how absenteeism
policies in place can enhance for the managemeabsénteeism within the department. The
participants (managers) were able to explain oeakeoncerns relating to the issue at hand. De
Vos et al. (2011) argue that a semi-structuredvige is focused and discursive, and allows the
researcher and participant to explore an issus. Used to determine individual’s perceptions,
opinions, facts and forecasts and their reactionsitial findings and potential solutions. The in-
depth interviews were flexible and they encouratiedresearch participants (line managers) to

speak at length, introduce and articulate their camcerns. The semi structured interviews were
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respectively one hour long. According to Boyce dwelle (2006) in-depth semi-structured

interview is a technique designed to produce advpicture of the participant’s perspective on

the research topic. The person being interviewezbisidered an expert and the interviewer is
considered the student. For that reason the rdsmarmnterviewing techniques are motivated by
the desire to learn everything the participant slaawre about the research topic (Boyce & Neale,
2006). The one-on-one, semi-structured intervievewided the interviewer the opportunity to

ask in-depth questions and the participants toesgptheir experiences in their own words. The
aim of the interviews comprised of determining Weaws and experiences of line managers on a
variety of issues in relation to the managementlmdenteeism within the department. They
comprised of but were not limited to the absenegellper unit, the causes of absenteeism, how
line managers address, record and report on alesemteand the effectiveness of the current

management strategies put in place to name a few.

3.5 PRE-TESTING THE RESEARCH INSTRUMENT

It is necessary to test the research instrumemtréef full research project so that the researcher
knows whether or not the study is valid and that study’s design will be able to capture the
data being required (Creswell, 2009). The resemstiument of the study was pre-tested before
the full research so that the researcher could kiidlae instrument would assist to acquire the
data needed to meet the aims and objectives dttitly. The purpose of pre-testing the research
instrument was based on understanding if the questivere clear and not too complex and also
to establish whether they will produce the answengch will in the end assist to answer the
overall research questions (Cresswell, 2009). Hsearch instrument was pretested during the
first semi structured interview with the Employeedith and Wellness Deputy Director. The
process of pre-testing the research instrument ghgeresearcher an understanding of the
research questions and the type of responses shegeti The researcher also got an

understanding on areas of improvement so as tthgetesired results.

3.6. DATA COLLECTION METHOD
De Vos et al. (2011) argue that data collectiomats important element when conducting
research. “In order to collect data, the researsheuld be able to access the data that needs to

be collected for the study. Data can be collectedhfa number of sources including written
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documents, records, the internet, surveys or irger: For the purpose of this study, the
interview was utilized as a method of data col@ttiDe Vos et al.,, (2011) continue to say
interviewing is the most important method of dat@lection in qualitative research. The
interviews were used as a basis for data collect@nprised of a list of open-ended questions,
which covered certain themes that were of relevdacie research topic. The interview was
utilized so that the researcher can be able te gasticular themes that evolved naturally during
the course of the interview and assisted in ans\éhe research questions. De Vos et al. (2011)
argues that challenges that the researcher wasl fadd when using qualitative research
interviewing included establishing rapport in ordeigain information from participants, coping
with unanticipated problems and rewards of intewg in the field, recording and managing
the large volume of data generated by even relgtimeef interviews. The research interviews
conducted by the researcher were one-on-one, bigtrnims of the duration they varied ranging

from 30 minutes to one hour-long interview’s.

3.7 METHOD OF DATA ANALYSIS

Qualitative data analysis refers to the categadmabrdering and summarizing of data to obtain

answers to research questions (Creswell, 2009V &@eet al. (2011) therefore, argue that data
analysis is a period when the researcher analysesries and makes sense of the data.
Qualitative data analysis is the stage of the rebeprocess where the researcher will organize
the huge amount of data collected into coherentsuifihe method of data analysis that was

applied is thematic data analysis. Creswell (20@@ues that data analysis is a process that

follows the following steps:

Step 1- Organize and prepare the data for analysis

The first step comprises of transcribing intervietyping field notes or sorting and arranging the
data into different types depending on the sourmksnformation (Creswell, 2009). The
researcher started by transcribing the interviesgsting and arranging data in accordance with
the research questions and aims.
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Step 2- Read through all the data

The researcher read through all the data as a fvalytaining a general sense of the information
and reflected on its overall meaning. The aim iggba general idea of what the participants are
saying, the tone of the ideas, and the impressidheooverall depth, credibility and the use of

information (Creswell, 2009). When the researchas @one transcribing she made it a point to
obtain a clear understanding of the meaning of.dEt& was done through writing notes as a

way of gathering general thoughts based on the data

Step 3- Begin a detailed analysis with a coding pcess.

Coding is a process of organizing the material ichoinks before giving meaning to those

chunks. The coding process generated descriptioth@fsetting or people as well as the

categories or themes for analysis (Creswell, 2008¢ process involves taking data or pictures
gathered during data collection, segmenting septe(m paragraphs) or images into categories,
and labeling those categories with a term, ofteteren based in the actual language of the

participant (Creswell, 2009).

Before continuing to Step 4, Tesch (1990, pp. 142-as cited in Creswell, 2009, p. 251)

provides a valuable analysis of the process inteitgps:

l. “Get a sense of the whole. Read all the trapsions carefully. Perhaps jot down some ideas as
they come to mind. The researcher did this by repdarefully through all the data; this gave the
researcher background information and when songtbame to mind the researcher wrote

down all her ideas.

2. Pick one document (i.e., one interview)-the motgresting one, the shortest, the one on the
top of the pile. One should ask themselves, "Wikathis about?" Do not think about the
substance of the information but its underlying meg. Write thoughts in the margin. When the
researcher was going through the transcripts, sfsefocused more on what the topic was about

and if she was getting the desired answers.
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3. When you have completed this task for severdlggaants, make a list of all topics. Cluster
together similar topics. Form these topics intaunuts, perhaps arrayed as major topics, unique
topics, and leftovers. When the researcher finigi@dg through the transcripts she made a list

of all the topics that came up, the researcher ¢ineaped similar topics and made a list of them

4. Take this list and go back to your data. Abkats/the topics as codes and write the codes next
to the appropriate segments of the text. Try theimpinary organizing scheme to see if new
categories and codes emerge. However the reseavelaypen for new codes that emerged, also

when ideas about the codes came to mind, the odsmrawnrote them down on her notes.

5. Find the most descriptive wording for your tapiend turn them into categories. Look for
ways of reducing your total list of categories bguping topics that relate to each other. Perhaps
draw lines between your categories to show intatigships. In this regard the researcher went

through the categories and then tried to find stdgmaies as a way of organizing data.

6. Make a final decision on the abbreviation focheaategory and alphabetize these codes. The
researcher took into consideration that a certairtign of the data can fit in two or three

categories that were identified.

7. Assemble the data material belonging to eactgoay in one place and perform a preliminary
analysis. In this regard the researcher placed nemgphasis on the content of each category

taking into consideration the overall research jaesand getting rid of irrelevant data.

8. If necessary, recode your existing data. Theareher reorganized the data so that she could

have structure for her research report”.

Step 4- Use the coding process to generate a degtian of the setting or people as well as
categories or themes for analysis.

Descriptioninvolves a detailed rendering of information abpebple, places, or events in a
setting. Researchers can generate codes for thisigkgon. This analysis is useful in designing

detailed descriptions for case studies, ethnogespland narrative research projects (Creswell,
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2009). Using the coding process assisted to generaimall number of themes categories,
perhaps five to seven categories for a researdy.sithese themes are the ones that appear as
major findings in qualitative studies and are oftised to create headings in the findings sections
of studies (Creswell, 2009). They should displaytipke perspectives from individuals and be
supported by diverse quotations and specific ewideBeyond identifying the themes during the
coding process, qualitative researchers can do muiththemes to build additional layers of
complex analysis (Creswell, 2009). For examplegasshers interconnect themes into a story
line (as in narratives) or develop them into a tegoal model (as in grounded theory). Themes
are analyzed for each individual case and acrds et cases (as in case studies) or shaped into
a general description (as in phenomenology). Stipatsd qualitative studies go beyond
description and theme identification and into comptheme connections (Creswell, 2009).
During the coding process the researcher gaveleltdescription of the department and the

people involved which were managers as well ashiémes that emerged for analysis.

Step 5- Advance how the description and themes wille representedin the qualitative
narrative.

The most popular approach is to use a narrativeagasto convey the findings of the analysis.
This might be a discussion that mentions a chranolof events, the detailed discussion of
several themes (complete with subthemes, spedifistriations, multiple perspectives from
individuals, and quotations) or a discussion witteiconnecting themes (Creswell, 2009). Many
gualitative researchers also use visuals, figuesables as additions to the discussions. They
present a process model (as in grounded theorynaé a drawing of the specific research site
(as in ethnography), or convey descriptive infoioratabout each participant in a table (as in
case studies and ethnographies). The researcher anable that comprised of the themes and
subthemes that emerged in the study, the tableve@dldhe researcher to link the themes to the
objectives of the study. During data analysis #searcher used verbatim quotes of participants
for verification purposes as a way of showing ttie findings were a true reflection of the
participant’s experiences and perceptions.
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Step 6- A final step in data analysis involves makg an interpretation or meaning of the
data.

Asking, "What were the lessons learned?" capturesssence of this idea (Lincoln & Guba as
cited in Creswell, 2009). These lessaosild be the researcher's personal interpretatmmghed

in the understanding that the inquirer brings ®gtudy from her or his own culture, history, and
experiences. It could also be a meaning derivedh feo comparison of the findings with
information gleaned from the literature or theor{€eswell, 2009). This suggests that the
findings confirm past information or diverge fromli can also suggest new questitimst need

to be asked. One way researchers can end a stunlgpiVas cited in Creswell (2009) argues
that is to ask further questions. The questionipgr@ach is also used in advocacy and
participatory approaches to qualitative researchredver, when qualitative researchers use a
theoretical lens, they can form interpretationg tdal for action agendas for reform and change.
Thus, interpretation in qualitative research cde tmany forms, be adapted for different types of
designs, and be flexible to convey personal, rebebased, and action meanings (Creswell,
2009). The researcher gave an analysis of thenfgsdand what it means for the department

followed by suggestions that could utilized as § wmanaging workplace absenteeism.

3.8 TRUSTWORTHINESS OF THE STUDY

According to Babbie and Mouton (2011) the key pptecof good qualitative research is found
in the notion of trustworthiness; objectivity ok ifindings or decisions. The basic issue of
trustworthiness is simple: how can an inquirer pade his or her audiences (including him or
herself) that the findings of an investigation amerth paying attention to or worth taking into
account? A qualitative study cannot be considewdd wnless it is reliable, a qualitative study
cannot be called transferable unless it is creddnid it cannot be considered credible unless it is
dependable (Lincoln & Guba, as cited in Babbie &uitbm, 2011).

3.8.1 CREDIBILITY

Credibility means the compatibility between the stomcted realities that exist in the minds of
the respondents and those that are attributeceta (Babbie amd Mouton, 2011). In addressing
credibility, the researcher made an effort to destrate that managers have both negative and

positive experiences and perceptions when it cdmesanaging absenteeism and also there is a
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great need for the enhancement on existing steddgr effective management of absenteeism
within the department.

3.8.2 TRANSFERABILITY

Transferability refers to the extent which the fimgs can be applied in other contexts or with

other respondents (Babbie and Mouton, 2011). Tewattansferability, the researcher provided

sufficient detail of the context of the research tloe reader to be able to understand that the
findings cannot be generalized to other governndepiartments because the study focused on
experiences so it was specific to certain individuahich in this regard were the experiences

and perceptions of managers within the department.

3.8.3 DEPENDABILITY

Dependability is an inquiry that should provide atsdience with evidence that if it were to be
repeated with the same or similar respondents €std)jin the same (or a similar) context, its
findings would be similar (Lincoln & Guba as cited Babbie and Mouton, 2011). To ensure
dependability if a person wants to repeat the sttiagy will have enough information from the
research report to do so, they can use the sameigw schedule and they will obtain similar
findings that the study had.

3.8.4 CONFIRMABILITY

Confirmability means the degree to which the figdimre the product of the focus of the inquiry
and not of the biases of the researcher (Lincolauba, as cited in Babbie & Mouton, 2011). To

allow confirmability the researcher audio taped rineordings and transcribed the true reflection
of the manager's perceptions. Member checking waportant in this regard hence the

researcher strived to establish rapport with theigiggants in order to obtain open and honest
feedback. During data collection, the researchemnnsarized information then questioned the
participants to seek for clarity.

3.9 ETHICAL CONSIDERATIONS
Researchers need to anticipate the ethical ishizgrtay arise during their studies (Creswell,

2014). Research involves collecting data from peopbout people. Writing about these

46



anticipated ethical issues is required in makingaegument for a study as well as being an
important topic in the format for proposals (Credw2014). Researchers need to protect their
research participants; develop trust with them;mmote the integrity of research and guard
against misconduct that might reflect on their argations or institutions and cope with new,
challenging problems (Creswell, 2014). The Codeetifics provides guidance, but ethical
conduct ultimately depends on an individual redearc The researcher has a moral and
professional obligation to be ethical even wheneaesh participants are unaware of or
unconcerned about ethics hence many participaetditde concerned about protecting their
privacy and other rights (Neuman, 2011). Ethicalies in research command increased attention
today. The ethical considerations that need toriteipated are extensive, and they are reflected
through the research process. There are ethiecsdgdbat are to be addressed in this study since
this kind of study is more direct to the particitm@and sensitive. Agreed-upon standards for
research ethics help ensure that the researchicigymonsiders the needs and concerns of the
people they study, that appropriate oversight ier ¢onduct of research takes place, and that a
basis for trust is established between the reseamd study participants (Patton, 2002). The
following research ethics were considered in thedyt permission, informed consent, and
confidentiality, and anonymity, voluntary particifwa, avoidance of harm and publications of

the findings.

3.9.1 PERMISSION

For the purpose of the study, the researcher adataformal permission from the Gauteng
Department of Agriculture and Rural Development &RD). The researcher also obtained
ethical clearance for the study from the Ethics @uitee (non — medical), at the University of

Witwatersrand and also from the Faculty of HumasHPostgraduate Office.

3.9.2 VOLUNTARY PARTICIPATION

Participation should at all times be voluntary aralone should be forced to participate in a
project. Some researchers say that participantaléghme told what is being studied without
giving too many details about the aim of the st(Blgbbie, 2007). Participants were notified that
participation is voluntary; if they felt uncertaynor discomfort they were allowed to withdraw

from the study. It was also explained that they mok incur any penalties for non-participation.
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3.9.3 INFORMED CONSENT

Informed consent implies that all possible or adeguinformation on the goal of the
investigation; the expected duration of the pgvtiat’'s involvement; the procedures which will
be followed during the investigation; the possiatlvantages and disadvantages and dangers to
which respondents may be exposed to (Patton, 2002).researcher provided documents such
as informed consent and participant informatiomi®ito be read, completed and signed by the
participants before the commencing of the intervemssions. Participants were informed about
the purpose of the research, how confidentiality g protected, and that they have the right to
withdraw from the study at any time without negatisonsequences and that participation is

done willingly.

3.9.4 CONFIDENTIALITY

Confidentiality implies that only the researcheddhe possibly a few members of his or her
staff should be aware of the identity of particigsamand that staff should also have made
commitment with regard to confidentiality (Babb2§07). Participants were given assurance of
confidentiality. The researcher assured to prdatestindividual’s confidences from other people

in the setting and from the general reading publicis was done by making sure that the

participants names were not recorded anywhere iedlyeghen data was analysed.

3.9.5 ANONYMITY

Babbie (2007) argues that anonymity means thateo iacluding the researcher, should be able
to identify the participant afterwards. Anonymitgtails making use of pseudonyms instead of
the participant’s real names, ensuring that théigyeants are not identifiable in print (Patton,
2002). In this study the researcher numbers tor refevarious participants, for example,

“Participant 1”.

3.9.6 AVOIDANCE OF HARM
The fundamental ethical rule of social researckhé it must bring no harm to participants.
Participants can be harmed in a physical and/ortiemad manner (Babbie, 2007). Everything

we do in life can possibly harm someone and theeatesearchers should weigh the risks against
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the importance and possible benefits of the smec#isearch project (Babbie, 2007). The
researcher has an ethical obligation to protedtggaants within all possible reasonable limits of
physical discomfort that may emerge from the redegrroject. The researcher thoroughly
informed the participants on the potential imp&et $tudy has, this provided the participants the
opportunity to withdraw from the investigation Iifey wish so. If the participant feels harmed on
an emotional manner then they were informed ofafnangement made to the Deputy Director
of the Internal Employee Health and Wellness Progna, Mrs Nonhlanhla Bob, who will then
link the participant to a counselor if needs be.

3.9.7 PUBLICATIONS OF THE FINDINGS

The findings of the study must be introduced to rdading public in written form otherwise
even a highly scientific investigation will meanrydittle and will not be viewed as research.
Report writing means the researcher doing all leefsdin to make sure that one’s report is as
clear as possible and contains all the informatienessary for readers to understand what is
being written (De Vos et al., 2011). The informatiis formulated and conveyed clearly and
unmistakably to avoid and minimize misappropriatignthe participants, the general public and
even colleagues. The researcher made it a pointitbaauteng Department of Agriculture and
Rural Development when the study was concludedasiged with the findings, however, based
on the findings one will not be able to identifyetparticipants being interviewed and the units

they manage hence confidentiality and anonymityevggraranteed.

SUMMARY

The chapter provided a depiction of the processdspeocedures involved when conducting the
research study. A qualitative research design wiized hence it enabled the researcher to gain
an understanding of how absenteeism managemeigvwed and experienced by line managers.
Eleven line managers were purposively sampled. Bais collected using semi structured in-

depth interviews that lasted from 30 minutes tohaur hence the schedule provided the
researcher with the platform to ask open-responsstipns, and also exploring the manager’s
experiences, perceptions and challenges about tmeagement of absenteeism. Data was
analyzed using thematic analysis by carefully idgng significant themes that emerged from

the informants’ experiences and perceptions abanaging absenteeism. In the next chapter,
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the researcher will provide an in-depth analysightenthemes that emerged and will be linked

with the literature reviewed in chapter two of tiegort.
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CHAPTER 4:
DATA PRESENTATION, ANALY3S AND DISCUSSION

4.1 INTRODUCTION
The management of absenteeism continues to bellarga for managers and the GDARD is
not different from the challenges that are beirggéaby other organizations. The chapter aims to
give an understanding of the following:
* The challenges managers are faced with when mapadisenteeism that they
have encountered or have undergone
 The dynamics involved, their needs and also thes gaben managing and
addressing absenteeism within the department.
By drawing attention to the experiences and chg#erthat line managers have gone through, it
is hoped that they will receive the support neddath management to derive effective strategies
on how best to manage absenteeism within the Ggudepartment of Agriculture and Rural

Development
4.2 IDENTIFYING DETAILS

Eleven managers formed part of the sample forrdgsarch study. These managers supervise a

minimum of 3 employees to a maximum of 10.

The study comprised of more Deputy Directors (Dibgh Assistant Directors (ASDs). Most of
the female managers were DDs and they were inghecategory between 35-45 years. A few
male managers were DDs and they also ranged be®&8&h years. The eleven managers were
from eleven different units. Acquiring a post ifdeing an ASD or DD it is largely depended in
the stream they were in. The researcher learnedttisanot about the number of years working

in the department but it largely depends on thd fize manager is qualified for.

All the managers had adequate managerial experihozh comprised of a minimum of two
years being a manager in the department. Overalhgexrs gave a good impression in terms of
understanding their experiences, perceptions, emgdls and also highlighting areas of
improvement so that they are able to manage aleemteeffectively in future. This will be
discussed in depth in paragraphs to follow.
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Table 3: Identifying details of the research partigpants

Job Title Deputy Director 8
Assistant Director 3

Age 25-35 years 2
36-45years 6

46-50 years 2

51 and above 1

Gender Female 7
Male 4

Number of years in 0-3 years 2
the department 4-7 years 3
8-11 years 4

12 and above 2

Number of vyears 0-3 years 2
being a manager in 4-7 years 5
the department 8-11 years 2
12 and above 2

Number of people 1-4 3
they supervise 5-7 3
8-10 5

0

11 and above

4.3 PRESENTATION AND DATA ANALYSIS

The findings were presented underneath objectivebeoresearch which are presented in the
table above which comprise of managers experieagdsxperiences in managing absenteeism
within the department, with the emphasis on thdlehges they face, their perceptions and also

strategies that they utilizing when it comes to againg absenteeism.
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THEME

SUB-THEME

1.KNOWLEDGE OF ABSENTEEISM

>

Absent from their work station

> Presenteeism
» Controlling absenteeism
2. HOW MANAGERS PERCEIVE THEIR > ldentifying trends and patterns
ROLE » One-on-one discussion with the
employee
> Referral to the employee health and

wellness program
Leadership style

Communication with employees

3.IMPACT OF ABSENTEEISM

Cost of absenteeism
Employee morale

Impact on productivity

4.CHALLENGES IN
ABSENTEEISM

MANAGING

vV V YV V|V V V|V V

The abuse of sick leave
Eight week rule

Fake medical certificates
The policy
absenteeism

does not address

Not holding employees accountable for
attendance

Being absent when leave was not
approved

Pay for the number of days worked

5.STRATEGIES BEING UTILIZED

Time book register
Diary
Work Plans

6. TRAINING OF MANAGERS

YV V V|V V V|V

Basic qualifications
Lack of skills

Raising awareness

Table 4: Research Findings in Thematic order
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4.4 THEME 1: KNOWLEDGE OF ABSENTEEISM

4.4.1 Absence from work station

The first question for the participants compriséddescribing absenteeism according to their
own perspective. Eight out of eleven managers vigeied stated that their definitions of
absenteeism comprises of an employee who is notogt because of reasons beyond their

control.

Participant 7 “Absenteeism is when an employeebiseat because of illness or factors that are
beyond their control such as death in the family”

Participant 11 “Absenteeism is when an employeesdus report for duty for an unavoidable
reason such as family issues such as having achitdkthen that makes it impossible for them to

attend work

The participants agreed on the aspect that absemtexan be described as an employee being
absent from their work station without a valid @asTheir understanding of absenteeism is also
when an employee is being absent for two hoursyiagr late at work, taking longer lunch
breaks; that for them is still part of being absdming physically at work but not being

productive.

Participants’ description of absenteeism variedvbenh voluntary and involuntary absenteeism.
Voluntary absenteeism is avoidable and it can metk as “missing work for reasons that the
employee can control such as leisure activitiesearching for a new job” (Garcia-Serrano &
Malo, 2009, p. 374). This is to say that voluntabsenteeism is missing work without a valid
reason. To define involuntary absenteeism the relsasses Nel et al. (2004) which argues that
involuntary absenteeism is irregular absenteeispalme of reasons that one cannot control
comprising of a sickness or family related issues t valid reasons. This is to say involuntary
absenteeism is missing work with a valid reasore participants went on to say quite a few
situations can take place that may require an eyapldo request time away from work, the
request can take place in advance or occur asraopumoment which then can be linked back

to voluntary absenteeism. As managers they are @fiing to approve these types of absences
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and they ensure that they do not have any typegdtive impact on the attendance record of the
employee because the employee would have beentdlm®@nwork by seeking permission from
their manager and also applying for leave.

The challenge is usually the fact that employeasgmithemselves from work without informing
or seeking permission and also without applying leave. This quandary can be linked to
voluntary absenteeism. Of the 11 managers inteadew agreed on the aspect that employees
usually send them messages or emails the mornagdacide not to come to work and when

they return to work they do not provide valid raasas to why they were absent.

The study’s description of absenteeism compriseabetondment which can be defined as when
an employee does not show up for work for threekeverithout informing the manager of the
absence or without a valid reason. Desertion camdimed as when the employee has no
intention of returning to work (Albertyn, 2015). Magers however did not mention desertion
and abscondment in their definition of absenteei3ims demonstrates that managers are
handling absenteeism cases without acknowledgitigeifbehaviour is voluntary or involuntary
absenteeism, abscondment or desertion cases. Basélde management of absenteeism, 8
managers agreed on the fact that it is criticahtmage absenteeism, the remaining 3 did not see
it as a critical issue, and they stated thdbiag as an employee can fill in their leave formd a
provide reasons for their absence that should bagin This shows that managers perceive the
management of absenteeism in a different mannereheot all of them do not see the point of

managing it
4.4.2 Presenteesim

A theoretical agreement does not exist when it eotoghe definition of presenteeism but Johns
(2009) defines it as attending work while ill thimre resulting in reduced productivity when
employees come to work and they are not fully eeday perform at lower levels because of ill
health (Johns 2009). Presenteeism does not reféost of productivity due to employees
extending their tea or lunch breaks or pretendingd ill to avoid working, slacking by surfing
the internet or emailing friends (Stelzner, 20@glzner (2005) continues to say presenteeism is
intertwined with loss of productivity due to readith problems of employees, such as allergies,

rheumatoid arthritis, chronic back pain to nameswa.fThese health problems are not severe
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hence the employees report for duty but their pcodiy will be low. It can be argued that
presenteeism causes greater loss to an organizéi@onthe costs attributed to absenteeism
(Johns, 2009).

Presenteeism is a serious concern in the same masn&bsenteeism within the department.
Employees come to work even though they are ndinteevell because they are afraid of the
stigma being associated with being sick, they aperied that their sick leave days or annual
leave days will be deducted if they do not comeusThhey come to work sick because they are
afraid that they will lose their jobs. So one cagu that presenteeism takes place because of the
mistrust between the manager and the employedjsirégard it is important for managers to

promote retention of employees even when they amaging absenteeism.
The above line of reasoning can be seen in theviotlg quotes from the managers:

Participant 9 “As a manager you are not only mamagwork but also people, it is therefore
important for me to send the person home if | bat they are sick because the aim is to get

work done from that person”

Participant 11 “Also the policy states that if therson works from 8h00-11h00 that is the full
day, therefore | need to check the employees conditthey will be able to work until that time

so that it does not lead to us deducting from theleyees leave days”

When the researcher enquired about the understaodipresenteeism was new to some of the
participants who were participating in the studgeTesearcher had to explain the term to some
of them whereas 5 were familiar with the definitiprovided and examples made but they did
not know that it was termed presenteeism. Someepparticipants went on to say they had come
to work when they were unwell but they were unawthieg this was an issue of concern. The
managers also had not considered that working lomgs where upon the individual is no
longer effective would also be considered presésited-or this reason the issue can be linked to
unawareness of the term presenteeism. Therefoam ialso be argued that managers can create a
competitive environment within the organizationttftaces employees to work longer hours and
even to come to work when unwell and that the marsaghay be unaware of the underlying

pressure they have placed upon the employees (J2003).
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4.4.3 Controlling absenteeism
Participant’s description of management of abseésiteeomprised of the following:

Participant 6: “If I'm saying I’'m managing absentee it means that as a manager | should
ensure or make sure that people are doing what shieposed to be doing in terms of their work,

people are being productive”

Participant 10: “Basically the first thing is theasic conditions of employment requires a person
to be at work for 8 hours in a day which countshdirs in a week...now for any other reason
either for the 8 hours that you are supposed thée you can't be able to be here managing
that | need to know as a manager or as a superwid@t would make you not to be at work for
that 8 hours”

Participants agreed on the aspect that managirenedessm is important because if they do not
manage it then employees would do as they pleaseikg that there are no repercussions for
their behaviour. The definition of management o$atieeism largely alluded to the fact that
they need to know reasons why employees are ahadnivhy an employee would take leave so
that they are able to control employee absencesir Tefinitions also included knowing when
an employee will arrive late at work or when an &yee has to leave work early, but this
should be followed with a valid reason. Five papants stated that absenteeism comprises of
guiding employees on how to apply for leave, thisoi say that the employee(s) must report and
arrange for leave before they can actually be away work. Following that, the manager must
recommend the leave before it gets approved untessfor emergency cases but still the
employee must report.

Management of absenteeism can be defined as a an&thoontrol absence due to urgency,
illness or injury while controlling uninformed, wiweduled or excessive absenteeism (Beira,
2008). Management of absenteeism is a crucial fabtt is related to the productivity of the
workforce hence every organization gives great itgpae to the need of managing absenteeism
(Beira, 2008). Effective management of absentedmma manager comprises of having the
balance between providing genuine support andtassis to employees with their personal and
health related issues and at the same time takitignaagainst the employee who abuses their
discretion (Van Eeden, 2007).
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Participant8 description of absenteeism and management of edesem revealed that employee
absenteeism is a challenge within the departmesdguse it happens for numerous reasons. How
managers perceive absenteeism has a direct litdenms of how they manage or control it. It is
therefore imperative for them to know that the wigthn of absenteeism is in conjunction with
desertion and abscondment, this can assist managerss of how they deal with the different

cases of absenteeism employee present with.

4.5 THEME 2: HOW MANAGERS PERCEIVE THEIR ROLE

4.5.1 Identifying trends and patterns

The first role that most of the managers stated vammtifying trends and patterns of
absenteeism. This is to say that their role coraprid confrontation and making the employee
aware that their pattern has been identified, tegulin the manager trying to find out the
reasons behind the pattern and then monitoriigrawing from what managers alluded to, as a
result it is important that the manager shouldigobre the problem of absenteeism whether it is
short or long term absence because if other emetogee that a certain employee gets away
with excessive absenteeism, their morale can beerlav and this can result in them also
adopting the same style of being absent.

The manager is responsible for keeping recordsbetrteeism, investigating and discussing

absenteeism with an employee, agreeing with an eyapl on action to be taken and taking

disciplinary action when necessary (Levy, 2003).eWWimanagers are identifying the trends and
patterns, it is important that they also identityettype of absences the department is
experiencing; they need to distinguish betweentshnd long term absenteeism in order for

them to identify the underlying causes that resalin employee’s absence becoming a trend or
pattern.

4.5.2 One-on-one discussion with the employee

When managers have identified the trends and patEmbsent employees, the next step is
having a one-on-one discussion with the employeeethre setting a meeting with the employee

is crucial in this regard. The following manageiaded to this point:
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Participant 3: “The meeting is all about lettingagtemployee know about the trend that | have

noticed, also try to understand what could be cagishe employee not to come to work”

Participant 6: “I give the employee a chance to lakpthemselves...usually after the discussion

their behaviour changes but then after six morftlessame pattern will happen again

Most of the managers agreed on the fact that wHdreasing absenteeism, they set up a meeting
between themselves and the employee and if negestsw include the supervisor of the
employee to discuss the matter. The following é&pswhich managers follow when addressing

absenteeism with the employee:

» Scheduling a meeting with the employee as sooh&snotice a trend or they are being
informed about the issue.

» Informing the employee about the purpose of thetimggthis is to say that the point is to
let both parties communicate and determine the abtite problem then come up with a
workable solution.

» Giving the employee a chance to explain- as a naragfore they decide on how to deal
with the issue, they allow the employee to explaiasons why they have been missing
work, at times they also ask for necessary docuatient such as a doctor’s letter when
trying to understand the reasons why the emplogsebken absent.

» When everything has been discussed, the managels rieeexplain any policies or
procedures in place that GDARD adheres to in @taid absenteeism and also informing
the employee of the consequences should their mivasf being absent persist.

» Lastly the decision being made by the manager sdan the discussion that both
parties had, the manager's management style aindotve judgment. However most of
the managers argued that they have not had encsumteereby they had to issue out
warnings, after the meeting most of the employeesnat frequently absent like they

used to before.

Falcone (2009) argues that whatever the decisienrtinager makes they should make written
documentation of it, it should be delivered to theployee and human resources of the

organization (if applicable) and keep a copy faitlown records. If required, the manager may
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issue a formal warning to the employee, explairitmag future absenteeism will result in more

undesirable consequences.

Therefore based on the perceptions from the maisagere-on-one interaction with their
employee’s; early intervention and on-going manag@nof absenteeism cases is essential in
achieving a conducive working environment in thepatément. For example most of the
managers agreed on the fact that they address tabsen through an early referral to the
internal Employee Health and Wellness Program éndépartment and it assists in minimizing
the absence of an employee who is absent becauseertal health issues. Therefore, it is
recommended that managers should be trained vatbkiti of identifying early warning signs of
common absenteeism problems within the departnmeassisting them to intervene as early as

possible and to speak supportively with employeles are experiencing difficulties.

An interesting notion came up when discussing tile of managers which was favouritism.

Three out of eleven participants stated the faat tertain managers do not hold employees
accountable for their absence is usually becausavotiritism. The very same participants went
on to say a fair manager needs to monitor and iigetmends and address those issues with
employees because if they do not then it negativepacts on productivity for the reason that
the workload will be carried by a few people ansbahe costs associated with absenteeism will
increase. Favouritism was not an issue that theareber and the participants focused on
however managers need to set equal clear attené@xpeetations for all employees because if
there are employees who are favoured more thansothen it will become a challenge for

managers in terms of how to address absenteeidmilveir favourite employees.

When an employee has been absent from work bduhtayy or involuntary absenteeism it is
important for the manager to have a return to woseeting with the employee as a part of
managing absenteeism so that if the manager isameao¥ the reasons behind an employee short
or long term absenteeism then the manager will inecaware. It is good management practice
for employees to be seen on their return to workriaf talk on return to work enables the line
manager/supervisor to show interest in the wellpesh staff whilst authorizing the relevant

documentation relating to the period of absence@¥s, 2016).
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Most of the participants stated that when the egg®oreturns to work they usually have a
discussion with them and that the aim is to showngrest in the well-being of the employee.

As a result they try by all means to make the meeatiot be confrontational in any way, but they
become fair and firm. Above all they are preparedisten, show interest and speak to the
employee in terms of being easily understood. Thidone by explaining the purpose of the
discussion and also confirming the reason(s) fer absence; finding out if there are any
problems by expressing interest in the employeelibeing; checking if all the forms and

certificates have been completed and returned; tungdéhe employee on work schedules or
projects that might be taking place. However, ntbstparticipants agreed on the aspect that if
the individual has failed to follow the approprigieocedures when applying for leave or they

have not filled in their leave forms then this isight to their attention.
4.5.3 Referral to the employee health and wellnepsogramme

The management of absenteeism has been solebsléie manager’s responsibility. However at
some point, the manager will have to refer thelited employee to ensure that they receive the
necessary psychological assistance before the mguts for corrective discipline (Mogobe,
2011).

Participant 4: “After having a discussion with ameloyee who is absent depending on the

nature of the problem I refer him or her to the EPIV@r further assistance”

Participant 8: “I do refer the employee but unfamtately because | am always busy | do not

have time to do a follow up on the employee...but biedaviour changes so it works”

Absence management should be a team effort andheotesponsibility of only one person.
Involving relevant parties in the solution will sad the burden of dealing with the issue
(Mogobe, 2011). An Employee Wellness Programme (PHW a worksite-based programme to
assist in the identification of problems associatgth employees impaired by work-related
concerns including, but not limited to: job redesigestructuring, ergonomic improvements, job
training, improving coping skills, job stress maeagent and other work-related concerns which

adversely affect employee job performance (SielgghaPienaar & Els, 2011).
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Seven out of the eleven managers stated that thegfdr employees to the internal EHWP in
the department even though they do not have the tiinfollow up on the referral and to see if
the employee was actually assisted or not. On tiiner and it is important for the department to
raise more awareness about the programme so tipbyes can know more about it and the
services it offers, this can be done in the fornpadters in the department, distribution of flyers,
workshops on the program and also training for rgarsaon how to identify and refer a troubled
employee. Such awareness can result on an incoradige utilization of the programme and
employees can also do self-referral rather thangoegferred by their managers.

4.5.4 Leadership style

Managers made a strong argument on the fact thahes it can be difficult for them to address
employee absenteeism by recognizing that they nase Iplayed a role in causing it. Other
workplace problems can contribute to absenteeismo@ of eleven managers were aware that
their leadership style can negatively impact onrtleenployees therefore according to them

being a good manager means being supportive towledsemployees.

Participant 7: “What assists me in not having higibsenteeism rates in my unit is the open door
policy | have with my employees...they can talk toabwut anything and | also try to assist

wherever | can”

Participant 10: “As a manager it is important to Ve a good relationship with your employees

but on the other hand you still need to be stricd §irm so that the work can get done”

Since research by Kristensen et al. (2006) indsc#tat there is a close relationship between
employee satisfaction and absenteeism, it canb&Egwesumed that there might be a relationship
between leadership and absenteeism as well. Thes d@y relationship has been confirmed by
Walumba, Wang and Lawler (2004) who argued thatketlaee managers who demonstrate high
levels of job commitment and satisfaction resultimga lesser amount of withdrawal of
employees. According to Zhu, Chew and Spanglerfp€@tere are human resource management
practices that can result in a positive effect anpleyee performance, skills, motivation,

knowledge and abilities as a result decreasing rmbsism and the management practice
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comprise of leadership style. On the other harelyéisearch done by Tharenous (2007) revealed
that leadership style can reduce absenteeism.cBimide achieved when the employee receives
support and assistance from their manager; thust iesan environment whereby the employee
is likely to come to work. Zhu et al. (2005) estsied that transformational leaders are
managers who take personal interest on their emapkyand they are equipped with the
necessary skills in handling absenteeism and otloekplace related challenges. This type of
leadership style comprises of being supportiveripleyees and also setting an example with
their own managerial behaviour. Tharenous (2007Tticoes to say a manager with such a
leadership style shows employees that the managfarsiards are not unrealistic. It also reveals
that the manager is invested in his or her emp®yes® committed in solving their problems.
The study went on to reveal that managers who tiasestyle or have a similar approach report
less absenteeism than punitive managers (ThareR00g).

Managers were resistant about taking further actigainst their employees. When they were
asked if they would give employees a written wagnim report the matter to Labour Relations
should they be guilty of misconduct and excessibseateeism they became defensive and
resistant to the idea of taking further actiontiAtes issues relating to absenteeism are escalated
to senior managers from HR, when managers are bwmtified of the fact that they have not
followed the correct processes and procedure wieating) with an absenteeism case, they do
not change their leadership style of being a supmmanager to being a manager that
addresses issues when they arise because such &@sueever reported or taken further. Only
one manager admitted to giving an employee a writt@rning because of their excessive
absenteeism but the manager still felt bad for gldimat. As a way of making it up to the
employee they made it a point that they assisethployee with their absenteeism problem and

never reported the matter again.

It is advisable that managers play their correctide when necessary. Most of the managers
agreed on the fact that the misuse of sick leava thallenge for them. This is a challenge
because employees use their sick days when they leage and they do not apply for the
appropriate type of leave, therefore as a mandgertheir role to identify and pick up those
trends and confront the matter when it happense®am the answers provided by the

participants it would seem that the reason why felke is such a huge challenge for them is
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because of the fact that they do not hold employ®esuntable for their absence. Therefore
when managers are dealing with human behaviosrithportant that they correct it taking into

consideration the fact that as managers they reeaderstand what is happening in the team
and also understanding that professionalism ande@onsibilities assigned to the members of

their team.
4.5.5 Communication with employees

Most of the managers agreed on the aspect thatidyevof being a manager they are
automatically given the role of managing absenteeis their workstation. Therefore their role
would comprise of having management meetings vaigir tmployees where they discuss issues
that are concerning the different units; they @smmunicate about the issue of absenteeism, the
costs and consequences associated with it. Disaingnsuch information is important for them

so that employees can also know what is happemownd them and how it affects everyone.

Communication assists in two important tasks inngwgganization. Firstly it disseminates the
information needed by employees to get things dseepndly it builds relationships of trust and
commitment. Workplace communication is important & organization’s ability in being
productive and ensuring that it operates efficier{ffritz et al., 2013). Constant and open
communication with employees is critical when itres to understanding absenteeism. Constant
interaction is likely to result in discussions kdsn difficulties that an employee(s) might be
having as well as getting an understanding of ¢lvellof employee morale (Fritz et al., 2013). It
is also important for organizations to raise awassnto employees of their rights and

responsibilities regarding leave of absence an@dhsequences of abusing it.

Based on the various roles that were discussedeabmbanagers have the responsibility of
delivering the mandate of the government as an @yepl Therefore it is important for them to
be vigilant when it comes to managing absenteeiBims is to say that regardless of the
leadership style of a manager, they should on ataohbasis monitor and evaluate absenteeism
with their employees so that they can also be awhtke costs and the impact absenteeism has
not only focusing within their team but in the depsent as a whole. Based on the managers

perceptions they are resistant about confrontingleyees about their level of absenteeism, it is
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required that they become honest and share inf@mabout absenteeism with their employees

so that they can see the consequences of theivibeha

4.6 THEME 3: IMPACT OF ABSENTEEISM

Most of the managers stated that the importanamasfaging absenteeism is to encourage and
support regular employee attendance. Since thek waorgovernment they are called public
servants so if a public servant is not at work gams that they are not serving the people that
they are supposed to be serving which is the manofathe government. They went on to say
that they are not only managing absenteeism butahubehaviour as well. This is to say that
they also need to manage delinquent behaviour plames in relation to absenteeism so that
they know that in the department there are rulesragulations which everyone needs to abide
to. Managers need to accept that absenteeism istabke, it should also be taken into
consideration the fact that the impact of absesteas not only constrained to just the absent
employee. Failure to address absenteeism effigiamiti effectively can lead to an impact being
felt across the organization and it can cause &tomlg of associated problems (Horton, 2016).

4.6.1 Cost of absenteeism

Voluntary absenteeism is expensive and unsettbngrganizations hence it incurs both direct
and indirect costs. The direct costs comprisea pay, lost days, and reduced service provision
(Netshidzati, 2012). Indirect costs comprise of agars time to revise work schedules, loss of
expertise and experience, training costs for regprant workers, administrative costs to monitor
and administer the leave policy, resentment anceited morale of other employees, turnover
and loss in income, and reduced productivity (Neltsdti, 2012). Productivity is lost due to time

spent by management on securing replacement engdoged/or reassigning the remaining
employees. “Additional management effort is reqdii® maintain administrative systems

dealing with control measures for absenteeism. &'meay also be costs associated with the
payment of overtime to those tasked to absorb bisers employee’s work and payment for the

induction of the replacement employee for thatipaldr post” (Netshidzati, 2012, p. 36).
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Managers are aware of the fact that absenteeismotisonly costing the department but

government as a whole. They stated that as a wasgdoicing costs associated with absenteeism
they are tracking and monitoring absenteeism. Hew@ne would find this confusing when

taking into consideration their resistance towarkanging their management style when faced
with issues that require the manager to confroneraployee about their level of absenteeism.
This then raises a question that one has to thiakitaand to say is the management style of
managers a contributing factor towards the escgatosts in government and the department

associated with employee absenteeism?

On the other hand it is important that the depantnmaproves its leave tracking method to also
equip and assist managers with the necessary skilsmethods of how to track and monitor

absenteeism because failure to do so can resmibiie costs associated with absenteeism.
4.6.2 Employee morale

Low employee morale was one of the issues that geagept on talking about. Most of the
managers agreed on the aspect that when employgeeabsent then it negatively impacts on the
morale of the remaining employees who have to ctimreyworkload of their absent colleagues.

This is best articulated in the by:

Participant 7: “Usually it happens when an employeses to do work for two people, sometimes
three because we are understaffed...resulting in theinperforming to their optimum ability so

absenteeism is a serious problem”

In preventing morale issues, managers need to dpaeccommunicating with their employees.
By allowing an open door policy employees can ble &b express their concerns and feelings
not only in relation to absenteeism issues but they also speak up about other workplace
issues as well. Managers also need to listen tio ¢émeployees grievances, give recognition to
good work so that employees can feel that theikvi®ibeing appreciated, avoid burnout hence
participant 7 largely spoke of being understaffed @ow that negatively impacts on the

remaining employees therefore resulting in low rfeona the unit.

“Absenteeism leads to low employee morale, esdgcial cases where work designated to

absent colleagues has to be done. Morale deterrthieespirit of a person or group; therefore
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low employee morale is likely to have a negativgaat on the service provided” (Rosenblatt &
Shirom, 2005, p. 209). On the other hand Gill anttts (2007, p. 35) argue that “low employee
morale can be destructive in the organization @ad o dissatisfaction, poor productivity and
absenteeism. Poor management could also leave geesideeling undervalued, and this in turn
could affect employee morale”. It is therefore impat for managers to understand the
relationship between absenteeism and low employe&lento assist them in addressing the

issue with employees, and eventually resolve astecel and morale problems.

Low morale reveals that employees are not fullyagiegl, they have lost interest in their work or
there is job dissatisfaction. When employees ptefisese signs then manager should take
appropriate action before the issue escalates fewtirer and cause more problems for the team

as a whole.
4.6.3 Impact on productivity

Employees that are absent especially when it'sntaly absenteeism tend to cause disruptions
to the normal day to day operations within the depant which can cause stress amongst co-
workers and also amongst managers themselvesoftes a struggle to get to find employees
that will fill in the gap for the absent employeeghich means that the remaining employees
have to fill in the gap and work harder resultinglow and slow productivity. Therefore, the
impact of absenteeism is felt directly by the rammay employees, managers and the department
as a whole which negatively impacts on the progitgtiand profitability at GDARD. This
shows that managers need to have an understaniding mot causes of absenteeism and make
efforts to address them before they negatively chpa productivity. “Absenteeism negatively
impacts the productivity of an employee who maydagiired to perform their duties when tired
therefore leading to inefficient service delivecystomer dissatisfaction, and loss of revenue”
(Munro, 2007, p. 21). The remaining employees wteoa work may have to work overtime,
they carry the extra workload as a result of therttme worked, staff morale may be negatively
affected and service delivery compromised. Thalligded by:

Participant 11: “The impact of absenteeism is udpaisible for example rather than having
employees doing their job during regular work hquhe team must adjust to certain employees

not being at their working stations but we managpull through”
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Participant 11 emphasized the fact that as mandlgeysare aware of the negative impact that
absenteeism has on productivity because it alsectafftheir performance targets or the goals
they want to achieve as a unit. Since absenteadoreseeable they always need to have a plan
in terms of what will happen when a certain empéoignot at work, how will that affect the
remaining colleagues and productivity as well. Efi@re it is important that every manager
derives a workable plan that they can implementnMaeed with absenteeism of employees.
The manager's responses were in conjunction witla d@lnthors argument of the impact
absenteeism has on productivity. This then revéad¢é managers are aware of the impact
absenteeism has on the morale of employees, ingpatiie costs and also on productivity. On
the other hand why are they still faced with thenesaissues hence they know of the
consequences associated with absenteeism, one askilthen are they being assertive on their
role? Do they hold employees accountable for tabsence? Do they monitor and address
absence issues with employees? These are some gfi¢istions the researcher had even though

some of them have already been discussed in tmfjs thus far.

4.7 THEME 4: CHALLENGES IN MANAGING ABSENTEEISM

Organizations all over the world are faced with lidmges of controlling absenteeism, labour

turnover and lateness amongst their employees leggk tare issues that are most stressful to
managers (Johns, 2009). Many attempts have beea togzermanently reduce these problems
in order to avoid the costs that come with themumibrtunately there seems to be no permanent
solutions (Johns, 2009).

4.7.1 The abuse of sick leave

The first challenge identified by the managers th@sabuse of sick leave. Most of the managers
agreed on the aspect that regardless of the fattlhle leave policy does address the processes
and procedures involved when applying for sick é&av is still a major challenge in terms of
how they should deal with it. This is because ofl gack leave so they feel that it is within their

own right to take the day off without thinking tweic

Participant 9 “Employees feel that sick leave isemtitlement and also when they want to be

away from work they do not take any other typeavé but they will use sick ledve
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Participant 11 “As public servants we are entitled12 days of sick leave per year and 36 days

sick leave in a three year cycle but employedswstihage to exhaust those days”

However a majority of the managers indicated thestrd are times when an employee is
genuinely sick and they follow the correct procedunrterms of applying for sick leave but there
are instances in which they can see that a ceemiployee is actually making a story about

being sick and they were avoiding coming to work.

The Basic Conditions of Employment Act (BCEA) 1983ction 23 state the requirement of a

valid sick note.
Proof of incapacity

(1) An employer is not required to pay an employeterms of section 23 if the employee has
been absent from work for more than two consecuti@gs or on more than two occasions
during an eight week period and, on request byeimployer, does not produce a medical
certificate stating that the employee was unableveok for the duration of the employees

absence on account of sickness or injury

(2) The medical certificate must be issued andesigny a medical practitioner or any other
person who is certified to diagnose and treat pttiand who is certified to diagnose and treat

patients and who is registered with a professionahcil established by an Act of Parliament”
4.7.1.1 Eight week rule

The 8-week rule in government is often overlookgdrtanagers which can result in the misuse
of sick leave days by employees. The manager shoake it a point that when they notice that
an employee is abusing sick leave then they shmgjdest a medical certificate and also inform
the employee of the trend and pattern that thejceoSuch action would actually make the
employee think twice the next time they think osaosing their sick leave. On the other hand it
can be argued that employees at times abuse si¢k Bnd the actual problem could be another
work related issues such as the relationship viighnhanager or pressure at work (Van Eeden,
2007). Therefore it is crucial that the managenities the root cause of the problem in order to

address and solve it before it can escalate amahiea huge concern.
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A provision available to departments is the 8-wadk as contained in Chapter 3, “section 23
(1) of the Basic Conditions of Employment Act, 198CEA). This section stipulates that (a) an
employer is not required to pay an employee if éngployee has been absent from work for
more than two consecutive days or (b) on more thanoccasions during an eight-week period
and on request by the employer does not producedical certificate stating that the employee
was unable to work for the duration of the empléyedsence on account of sickness or injury”
(Basic Conditions of Employment Act, 1997).

This is to say that if the employee is off morenthaice during the 8-week period, then next
time the employee is off the manager is entitlecetpuest a sick note (even if it is only one day)
and if the sick note is not produced then the egg®owill not get paid for the day they are

absent.
4.7.1.2 Fake medical certificate

Another major issue for managers was the submissifeke medical certificates by employees.
This is to say that employees fake their illnesemthey want to be away from work knowing
that they will bring a medical certificate as a wafyproving that they were absent due to an

illness.

Participant 7 “As a manager you can trace the trédvetause time and again you get a medical

certificate from the same employee using the samtd same type of condition”

Manager’s perceptions differed when it came toiskae of fake medical certificates. Six out of
eleven managers agreed on the aspect that thegli@wdthat at times employees bring medical
certificates that are untrue because the persgnniiight be consulting can be a relative, friend
or family doctor that can write anything so thamiay seem as though the employee is genuinely
sick. The remaining five managers indicated thaythre not medical experts, they cannot
differentiate between an authentic and fake medieatificate, what matters to them is the
capability of the employee to provide reasons fairt sickness such as bringing a medical

certificate from the doctor then that is proof eglodior them.

Manager’'s perception on the issue of medical cemtés was quite interesting because as

participant 7 stated that they can easily tracertéra when the medical certificate is unauthentic
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due to reasons such as being diagnosed with the sgre of sickness time and again. It is also
true that managers are not medical experts; thdogeg might be genuinely sick and produce
the same type of condition from the same doctoultieg in the manager thinking that it is
unauthentic. In this regard confronting the empéoyis still very important to get an
understanding of the employee’s sickness becaugbertae manager can offer a helping hand
in reducing the high level of sick leave. On thikesthand if the manager has the perception that
an employee might be abusing the system, the follpwaragraph explains what the manager

can do in this regard.

There is a general public misunderstanding ondbethat managers are not permitted to contact
a medical practitioner to substantiate a medicdifioate because of the fact that they could
breach doctor-patient confidentiality (Bendix, 2ROHowever, managers should note that it is
well within their rights to contact the doctor skibthey need to authorize the sick note but that
is only if the manager is going to verify the exabrmation that was provided by the employee
(Albertyn, 2015).

As stated above when managers can identify thel toased on the medical certificate then the
manager can do a follow up on the matter or condincinvestigation of their own. If the
manager suspects that either the medical pradtitiam practice number has been forged,

According to Johnson et al. (2003, p. 12) “they dareither of the following:

1. Contact the Health Professions Council of Soifiica or the Allied Health Professions

Council of South Africa to find the healthcare msdional or the practice

2. The manager can send out a disguised patiansitdthe same practice and test if the alleged

practitioner is willing to produce a fake certifiea

3. The manager can dismiss the certificate if thiegl that the medical professional or the

practice numbers are not either of the organizatresords” (Johnson et al., 2003).

The abuse of sick leave will continue being a @me for the managers because of their
resistance towards confronting an employee or esparting the matter further if it has become
an excessive problem. It is understandable thdt@atmg an employee about their sick leave is

not easy. It is the role of the manager to moratmsenteeism and address it when it becomes an
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issue. The manager can begin the conversation &pirkg an open mind and also being honest
about the concerns they might have. They should take into consideration the fact that the
employee is not entitled to divulge their sicknésshey do not want to and also that the
absenteeism may be due to managerial issuessonportant that the manager is also sensitive

when confronting the manager
4.7.2 The policy does not address absenteeism

All of the managers agreed on the fact that thealtegent does not have an absenteeism policy
but the leave policy that is in place is regardedhe absenteeism policy. They also stated that
the policy is not specific enough or it does nodlrads absenteeism and the management of it.
This is to say that the policy addresses the diffetypes of leaves such as sick leave, maternity
leave to name a few resulting in the manager dayisheir own strategies and dealing with
absenteeism the best way they know how. This themrornes a limitation for example with
mental health related issues; the policy does xulbé how to deal with that or depression.

Participant 1: | think the leave policy has certdimitations in terms of... it is not specific in
terms of... it does not guide you in terms of hownémage absenteeism it says nothing about
how you manage absenteeism instead they leave peliggou about the different types of leaves
that are available in the department

The managers went on to say the policy does nt#¢ staw to deal with delinquent behaviour
within the system it is not specific, it does ntats how they should deal with people that
frequently take smoking breaks, who frequently gdhie toilet, who arrive late or leave work
early. Therefore it becomes a challenge for themmasagers in terms of how to manage
absenteeism within the department.

4.7.3 Not holding employees accountable for theifbgence

This challenge can be linked to the manager’s anlé also their leadership style. When they
were asked about the extent of reporting the enggdy labour relations within the department,
ten of them stated that they have never had ighaeseeded legal action against an employee
and, even those with fake medical certificates tieyays give them a second chance. Managers

are often uncomfortable or unwilling to report tvose who have exceeded acceptable levels of
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absenteeism. Because of the many pressures albeadgnagers, the consistent implementation

of absenteeism policies is not always their topriy (Yorges, 2016).

The researcher had the perception that managens alhployees to get away with their high
levels of absence. This may be another reason e tis a high rate of sick leave in the
department. Therefore it is important for managersote that their own leadership style and
behaviour can contribute to or reduce absenteditiy need to set clear and high expectations,
hold people accountable so that they can know ttigit absenteeism has dire consequences

because if that is not done then absenteeism anilicue being an issue within the department.
4.7.4 Being absent when leave was not approved

This is another challenge that most of the managgreed on because most of the time
employees do not apply for leave of absence inraab/éut they do it immediately when they
want to be absent. The process is that one musy &ppleave and it must be approved by the
manager; if this process is not followed there likely hood that the application will be rejected.
Regardless of the outcome of the leave, employi@esissent themselves from work and deal
with the consequences the day they return to wdhis was emphasised in the following

interview:

Participant 2: That is a challenge because at tirties employee requests to be excused from
work the following day or on that day, then withvary good reason the request is refused

because the reason offered by the employee foestigg leave is not valid.

Albertyn (2015) argues that if the employee doeseabthemselves after refusal (provided the
refusal is fair and equitable) then it is a veryaes offence which could even result in dismissal.
The employee can be charged with unauthorized &siem, gross insubordination and refusing
to obey reasonable and lawful instructions. Howgkegardless of the case the manager should
allow the employee to justify their absence ana &sar the employee’s side of the story and

check all the facts before imposing any discipfraction against the employee.
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4.7.5 Pay for the number of days worked

Managers agreed on the aspect that another challbag they have is signing off the payroll
based on the number of days an employee workdzecibmes a challenge because employees

are absent from work without a valid reason yey tigected to be paid a full monthly salary.

Participant 3 “As a public servant we work 8 hoarslay...40 hours a week which will count the
month we pay you for the services that you havdamd for the number of days that you come

to work within the particular month”

Participant 7 “When the payroll is signed by direxdte the person responsible is actually
confirming that these people on my payroll qudiifiytheir monthly salaries so officials need to

be paid for the number of days they worked”

The duty of the employee is to be at work and amtractual obligation states that the employee
needs to be at work, be on time, perform theiredytand remain in their workstation for the
number of hours as stated in their contract. Tloeeaf the employee fails to do so then they are
in breach of contract. Another reason why this dda¢ a challenge for the managers is because
they do not hold employees accountable for thesieabe and behaviour and also they do not
confront issues when they arise. The challengésdstbove are an eye opener for the managers
to actually change their leadership style whenireguand also tackle issues immediately when

they arise.

When addressing the issue of paid and unpaid le@heemployees the manager needs to take
the following into consideration. According to tBasic Conditions of Employment Act (BCEA)
“the employee is obligated to be at work and taaéy work in order to be compensated.
Section 34 of the BCEA states that (1) An employetry not make any deductions from an
employee’s remuneration unless- (a) subject toeuilon (2) the employee in writing agrees to
the deduction in respect of a debt specified inatpeement; or (b) the deduction is required or
permitted in terms of law, collective agreementurtoorder or arbitration award” (Basic
Conditions of Employment Act, 1997). However, thextoon does not mean that employees
should receive their full salaries whether or @yt were actually at work (Albertyn, 2015). In
terms of section 20 (6) of the BCEA an employer tnguant the employee at the written request

of the employee, annual leave during a period phithleave. That means that if an employee is
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absent without leave. This is to say if the empoige absent without leave the manager can
reduce his or her annual leave by the days absémbwy permission (Bendix, 2000). Based on

what the section states, if the employee does ane hny remaining annual leave days, does that
mean they should be paid for the days they wererdlzs can the manager actually reduce the

employee’s salary?

Managers are often advised to take action agamptoyees who stay away from work without
permission and those that do not submit medicalficates when expected to do so or when
they take sick leave. The fact that the employemiscompensated for unauthorized absenteeism
is not punitive enough and the employer will behivittheir right to issue a warning for such an
offence (Albertyn, 2015).

4.8 THEME 5: STRATEGIES BEING UTILIZED

Absenteeism has a huge impact in the departmenitasdhe most difficult issue to manage
effectively. Therefore it is important to equip nagers with the skills, confidence and
knowledge on how to manage absenteeism appropritel proactively in conjunction with the
department’s policies and legal considerations.tMbthe managers indicated that they have not
received the necessary training that may assist the how best to manage absenteeism within
the department so there is a desire to actuallytlgettraining for effective management of

absenteeism.

The Department does not provide strategies thatagems can make use of when managing
absenteeism; one of the participants indicated that

Participant 4: Okay | think when we started | had.t | was thrown in the deep end | had to fend
for myself you are in a position you being calledhanager so | had to devise a strategy for
myself because here in the department that thezenarmethod available to assist you in terms
of managing absenteeism so as a manager if eithet Whave done is | have read all | have

seen other people do it and | have learnt from m&yipus manager so it is a matter of saying |

have learnt this from somebody else and implemgmtiimat | have learnt or what | have seen

before.
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All of the managers agreed on the aspect that theyeno strategies of managing absenteeism
within the department; they devise their own sgie in the absence of government strategies.
An employee absenteeism tracking tool is an esdesigment in ensuring that employees and
managers carefully monitor vacation time, sick dags personal leave time (or any type of
leave of absence). Such a tracking tool shouldelb&wed and signed each payroll period by
both employees and managers to ensure no disciepaadse (Kasu, 2014). It would be
important to derive universal strategies for thepattment so that all the managers can
implement the same strategies for all employees.

4.8.1 Time book register

Participant 3 “The basic thing for me to manageJeas using the time book register in my unit
or in this directorate...I control my time book regisevery day if | had a call that Mr X is not
coming for whatever reason | go and mark undergtgivacation leave obviously because you
can't take any other leave than what you have ddibe...

The manager stated that the time book registestassspecially when the employee returns to
work then they are obliged to apply for leave hetmeemanager would have ticked on the day
the employee was absent and the reason behinds$ka@e. Managers are usually busy and they
can often forget to make note of employees whoadigent on a specific day therefore the
register as a tool assists a lot because empldyems that they need to sign it in the morning
when they arrive. After an hour the manager makaspoint to check the register and making
people who have not signed to go and sign thete¥gi®n the other hand seven managers were
not able to mention the type of strategies thay thake use of when managing absenteeism; this
then raises a concern to say what type of strategienanagement tools do they make use of,
another concern would be in the absence of stesedo they actually track and monitor
employee absenteeism?

Many organizations utilize and keep a registereimployees who arrive late and record the time
they reported to work. The purpose of doing thitikeep accurate records, more especially of
those who arrive late, and also keep records of th@norganization deals with employees who
arrive late (Squelch, 2000). It is very importamttthe register is kept in the manager’s office

instead of the reception area in order to makesthetegy a success otherwise the employee
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would abuse the strategy (Kasu, 2014). In relatmthe usage of the register as a strategy to
reduce lateness in the organization, in order teessfully discourage it, organizations must not
be in a rush when marking the registers but theulshrather keep their registers open for a
reasonable time (recommended maximum 30 minutegrfployees to sign after which it will

be closed (Hallam and Roaf, as cited in Kasu, 2004)ere employees miss the register within
the stipulated time and fail to provide an adequedglanation, it constitutes absenteeism, and
thus should be marked absent for that day evengthdluey will and should face disciplinary

action (Kasu, 2014). The register is a good tooltfi@ manager because if they control it on a
daily basis and they tick and write reasons undeemployee’s name who is absent, then it
would be impossible for the absent employee to sigrthe day they were absent because the

manager would have highlighted it already
4.8.2 Calendar and diary

The managers stated that a diary or calendar skt in marking the days an employee was
absent. Three managers stated that employees arawaye of this method of tracking
absenteeism hence they keep the diary or caleadhemselves. However as mentioned earlier
there were managers who do not have strategieshiautilize when tracking absenteeism, this
is to say that they rely on employees to come #dhthfleave days when they return to work,
they also rely on the HR department to notify theihemployee absenteeism hence they deal
with the application of leaves. Regardless of thet that managers were not provided with
strategies on how to deal with absenteeism, asobtigeir roles of managing absenteeism they
should derive strategies that work best for thencabse without an effective strategy
absenteeism is likely to increase resulting in marmecessary costs for the department.
Therefore it is essential for managers to deriveharisms that will work best for them even
when they were not provided with any. A calendaaigiood tool when one wants to track
individual absenteeism. When an employee is ab#8®ntnanager should highlight the days they
were absent. If the employer has been provided avitimgnosis or a symptom (the employer is
entitled to askand then write in it. It can assist in identifyi@gpattern and often act as an

indicator for a future incapacity (Bagraim, 2013)
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4.8.3 Work plans

Two managers stated that they scheduled performaweavs with employees, perhaps once or
twice in a year as a way of improving the workingvieonment. On the other hand three
managers stated that they have weekly work plaris @mployees, every Friday they have
meetings to check if they have reached the godat ttiey were targeting for the week. This
strategy assists in knowing if and when the emm@ayas productive and also coming to work. If
the manager has regular meetings with their subates, they can have the opportunity to
discuss absenteeism related issues before theymbe@xcessive, as well as getting the

opportunity to discuss overall work performancéiisiwas well put in the following interviews:

Participant 8: Managing absenteeism | make suré fflgple have work plans for the week and
then at the end of the week we talk about things e have done for the week that is how |
measure the productivity whether they were prodactir not so if they spend most of the time
out of the office you will see that there certdimgis that have not been carried out they will be
lacking behind on certain aspects

Participant 3: It is important to manage absenteeibecause we are outcome based as a
department meaning that we check what has beem\athifor the financial year and how is it
impacting on the receiving department, thereforenvan employee is absent we might not be
able to deliver what is allocated to us

These three managers went on to say employees tsulemk plans to them at the end of the
week; this assists them in being aware of what eygels do for a particular week. In terms of
meetings that they attend outside the departmentdhe supposed to bring a report back and at
times they are required to bring an attendancest&gsometimes but not all the time. These
work plans assist managers in managing absentegjsm;the manager the opportunity to

monitor performance against targets and also asidigeany issues of concerns

It can be argued that based on the definitions igeav above, managers are the best people
placed to manage absenteeism in their area of me#plity and that employees have a
responsibility to attend work when they are fitdo so. The definitions reveal that managing

absence is not always an easy and straightforwardeps and that managers treat each case
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individually. Absenteeism is inevitable but managdo make sure that they manage it the best

way they know how.

4.9 THEME 6: TRAINING FOR MANAGERS

4.9.1 Basic qualification

During the interviews the researcher learned tHhtoh the managers depended on the
qualifications they have, five managers stated toatently they are still studying and they also
rely on the knowledge that they get on how besy tten manage absenteeism. Most of them
admitted to the fact that when there are workshmpsainings they do not have the time to
attend them so they end up not going or they make point that they attend at least one
workshop in a year. However the managers statedréigardless of that they do not get any
training on how to manage absenteeism. This becanwesitradiction to say managers have the
desire to attend trainings but they actually domake time to go to the trainings provided. This
reflects that if nothing is done then nothing witlange, absenteeism will continue being an issue

within the department.
4.9.2 Lack of skills

Some managers stated that having a conversatibrthdir employees about absenteeism related
issues can be uncomfortable and challenging. BhHiecause of the fact that they do not have the
necessary skills on how manage absenteeism sauithvb@ important to up skill them with the
necessary skills and tools needed as a way of aldoe the absenteeism rate. A very few
managers in the public sector are well equippetiaw to manage absenteeism. In fact it should
be mandatory that every manager (new or old) shgeldtraining in managing absenteeism,
since absenteeism is an issue that essentially emanager will encounter at one or another
stage (Levine, 2008). Equipping managers with #eessary skills to manage this multifaceted
matter at times are crucial for the wellbeing of thrganization as well as the employees that
render services. It is also advisable that mandgetsained in Labour Relations issues. This will
not only assist them in managing absenteeism, Isatany other labour related matter such as

discipline etc. (Levine, 2008).
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Part of the training program for managers shouklienthat they are familiar with the rules and
regulations of the organization as well as the irtgod labour laws such as the Basic Conditions
of Employment Act (BCOE). They need to be empowerkeén it comes to implementing and

managing it (Hartman, 2017). For example, sometimasagers are uncertain as to when family
responsibility leave can be approved. The BCEA gjielear guidelines which is a valuable tool

in managing absenteeism (Hartman, 2017).
4.9.3 Raising awareness

Training and raising awareness should be provideddth managers and employees. All the
managers agreed to the fact that these trainingrgnmames and workshops should be specifically
focused on absenteeism; they should also be dekigneemployees so that they can become
aware of how absenteeism negatively impacts onépartment and also understand the reasons
why at times managers may be harsh towards thesciedly in issues relating to absenteeism.
Training should also be on raising awareness esipedo employees about the internal
Employee Health and Wellness Programme so that tla@yhave a better understanding of
health in the workplace, including actions they talte themselves. This will also help to reduce
the stigmatizing of health conditions like depreasiand will facilitate a more open approach to
disclosing health conditions. In financially chaiggng times, training employees to manage their
personal finances can be beneficial and staff caldd be offered resilience training to help

build their personal resources (Hartman, 2017).
SUMMARY

The aim of the study was to explore the experientéae managers when it comes to managing
absenteeism of employees within the GDARD. The socomprised of the gaps, challenges,
what they encounter or undergo and the dynamicelved when managing and addressing
absenteeism within the department. The aim of théyswas achieved because managers gave

in-depth experiences and perceptions in terms wfthey manage absenteeism.

They were clear on what absenteeism is but theg weclear on what presenteeism is. A few of
them understood the term; others understood tlierelift examples in terms of what it entails so
it was actually the first time they heard of thente They were aware of the importance of

managing employee absenteeism and the negativecintphas on employees, the managers
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themselves, costs associated with it, productiaity the department as a whole. However
regardless of knowing the factors mentioned abtwey still need to improve on the different
roles they play be it in minimizing or contributingwards absenteeism. Managers need
strategies and tools that they can utilize as adeent; they also need training to assist them on
how to manage absenteeism effectively.

4.10 Theoretical Framework

The theoretical framework for the study comprisé8mmnfenbrenner (1979) ecological systems
theory of human development. This was a good muaelse when trying to understand the
experiences and perceptions of managers when nmgnalgsenteeism.

The microsystemis the immediate environment in which the persoapsrating, in this regard
the micro systems is the workplace linking to tlaeises of absenteeism. When microsystems
interact, amesosystemis formed and it encompasses the relationship detwwo or more
setting. In this regard the relationship betweemé@nd the workplace, the type of relationship
the managers have with their employees, co-work&ationship, the different roles of the
manager in the management of absenteeism.ekbsystemss an environment in which the
individual is not directly involved but it impactnhathe individual. This is in relation to how
managers address the issue of absenteeism. Manage¥sresistant when it came to taking
further action should there be any misconduct @essive absenteeism. Since nothing is being
done it negatively impact on the remaining emplgyeto have to do work for two people. The
macrosystemsconsists of larger societal structures and valli@simpact on society as a whole.
In this regard it was evident that it is importdot manage absenteeism because if it is not
managed then it negatively impacts on the moraleemmployees, costs, productivity, the
department and government as a whole. The leaveypchn also be linked in this regard
because it has an impact on how managers addrdsgeah with absenteeisrthronosystem
examines over time the influence of environmentalnges on an individual's development. If
managers can get the strategies, skills and tigaiom how to manage absenteeism then the

department is likely to see a decrease in absamesnsts and more on employee attendance.

The chapter discussed the research findings bas#dteananager’s experiences and perceptions.
Highlighting the themes that emerged in the study lanking them back to the objectives of the
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study and the application of the theoretical frarmew The researcher will provide a summary

and recommendations in the next chapter.
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CHAPTER 5
CONCLUSION AND RCOMMENDATIONS

5.1 INTRODUCTION

Managing absenteeism is a managerial process afupirty a culture in the workplace that
encourages regular attendance. It does so by gattiasonable expectations for employee
attendance, managing their absenteeism, and hdbadittgmanagers and employees accountable
for meeting expectations (Beira, 2008). For any legrment relationship to be successful,
employees must attend work regularly. While perégtgndance is not a reasonable expectation,
it is reasonable that employee absenteeism notedxewerage absence rates within the
workplace (Beira, 2008). The above statement isomunction with the purpose of the study
which was to explore the experiences of line marsagden it comes to managing absenteeism
of employees within the Gauteng Department of Adtice and Rural Development. The focus
comprised of the gaps, challenges, what they erteowan undergo and the dynamics involved
when managing and addressing absenteeism within déygartment. The findings and

recommendations of the study will be discussedanagraphs to follow.

5.2 PRIMARY AIM AND SECONDARY OBJECTIVES

The primary aim of the study was to explore theegigmces of line managers when it comes to
managing absenteeism of employees within the GgubD=partment of Agriculture and Rural
Development. The focus comprised of the gaps, ehgdls, what they encounter or undergo and

the dynamics involved when managing and addresgisgnteeism within the department.

The objectives of the study comprised of:
I. Exploring how managers perceive and experiencenédasism of employees.
ii. Determining the challenges that mangers are fadéld and also the benefits of
implementing absenteeism management strategies
iii. Indicating the effective roles that managers carkemase of when managing
absenteeism

iv. Highlighting strategies that may be relevant to agamg absenteeism
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V. Deriving recommendations on how absenteeism candreaged effectively based on

the research findings.

5.3 BRIEF SUMMARY OF RESEARCH METHODOLOGY

A qualitative research approach was utilized amedstndy made use of the descriptive case study
design also called the intrinsic case study desidre population of the study comprised of
eleven line managers within the Gauteng DepartroérRRural Development and the type of
sampling that was utilized was purposively samplifige method of data collection was semi
structured interviews with the research instrumtgomnabeing a semi structured in-depth
interview schedule. The semi structured intervielieslule provided the researcher with the
platform to ask open-response questions, and alptoreng the managés experiences and
perceptions about the management of absenteeigiamw@a analyzed using thematic analysis by
carefully identifying significant themes that emedgfrom the informantsexperiences and

perceptions about managing absenteeism.

5.4SUMMARY AND FINDINGS
The findings of the study will be presented undherthemes mentioned above

Exploring how managers perceive and experiencagbsenteeism of employees

5.4.1 PERCEPTIONS AND EXPERIENCES OF MANAGERS
The findings of the study show that managers hagative perceptions and experiences about
absenteeism in the department. The following problevere identified during the course of the
study
» Employees are constantly sick and they do not sutmadical certificates when they are
asked to
» Employees always take time off work whenever thesi fike it and they don't make
arrangements in advance
» Absenteeism is costing the department so much monedirect costs such as missed
deadlines, low morale and productivity

» Employees come to work late and leave early witlasiking for approval
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This is to say that the managers perceive that@mpk are always distracting the normal day to
day business operations by abusing their leavdtiggun more costs for the department. The
managers went on to say they want to curb absenteand the abuse of leave especially sick
leave in the department but at times they are enatnere to start. This suggests that managers
have the same perceptions about employee absentdéisvever, managers do not raise major
internal issues that might be contributing to therqpomena possibly because these might reflect
badly on them. Instead they argued that they trpecas understanding as possible with their
employees. They try to be aware of the reasons ahployees would be absent and also

determine if the problem is widespread or not.

5.4.2 THE IMPORTANCE OF MANAGING ABSENTEEISM

The managers stated that the importance of manadisgnteeism is to encourage and support
regular employee attendance. Since they work feegonent they are called public servants so
if a public servant is not at work it means thatyttare not serving the people that they are
supposed to be serving into the mandate of thergowent. It is also important to manage
absenteeism because employees get paid based onrtteer of days that they have worked,
therefore it is the managers responsibility to msikes that people are for the services rendered
and that the government does not pay people whoamrgtantly away from work. They went on
to say that they are not only managing absentebignmuman behaviour as well. This is to say
that they also need to manage delinquent behawbamployees in relation to absenteeism so
that they know that in the department there aresraind regulations which everyone needs to
abide to. If they do not manage absenteeism theegatively impacts on the overall impact

comprising of employee morale, costs, impact ompctvity and the department as a whole.

I. Determining the challenges that managers are f@ed with and also the benefits of

implementing absenteeism management strategies

5.4.3 CHALLENGES AND BENEFITS OF ABSENTEEISM MANAGE MENT

Managing absenteeism is a challenge on its owntHer managers. This is to say that the

challenge is developing methods that support attecel and control absenteeism in such a way
as not to create mistrust, administrative procesltinat are costly and not for them to end up
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ignoring absenteeism. The challenge is largely mged on recording and monitoring of
absenteeism because managers are often busy withoitn work and they don’t have time to
follow up on issues when an employee was abseattptinits own could be a contributing factor
to the growing rate of absenteeism within the diepant. The reason why managers could be
faced with such challenges is their resistance fdsvaeporting cases that have exceeded the
level of absenteeism that is acceptable. Therefeslting in low employee morale and
decreased productivity, this could be based onfdle that employees feel that they are not

treated equally hence they will have the perceptian those who are absent get away with it

[ll. Indicating the effective roles that managers an make use of when managing
absenteeism

5.4.4 THE ROLE OF THE MANAGER
Managers agreed on the aspect that by the virtbeiofy a manager they are automatically given
that role of managing absenteeism in their worlk®tatTherefore their roles comprise of the

following:

> ldentify patterns and trends when it comes to alesesm. Managers are the first people
to be notified when an employee is not coming tokwegardless of not being told the
real reason behind the employees’ absence.

> It is the manager’s responsibility to have recoddstheir employees when they are
absent. However, some of the managers do not hatratagy for recording or tracking
employee absenteeism, they rely on HR when theg detailed records of the number
of times a certain employee was absent.

» They went on to say that their role also comprislesonducting one-on-one discussion
with an employee as a way of trying to understanthfthe employee’s perspective the
root cause of their absence and also derivingegfieg on how best to assist the employee
with their problem of absenteeism.

They made a strong emphasis on the fact that theyent a point that they encourage full
attendance of employees so that absenteeism daesipact negatively on the morale and

productivity of each and every employee
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IV.  Highlighting strategies that may be relevant to maaging absenteeism

5.4.5 LACK OF STRATEGIES

The Department does not provide strategies thatagems can make use of when managing
absenteeism. All of the managers agreed on thectalps there are no strategies of managing
absenteeism within the department; they derivertloevn strategies in the absence of

government strategies. Their strategies compriged o

» Time book register
» Calendar and diary
» Work plans

However the implementation of the leave policy wibbk seen as a strategy because it focuses
on the different types of leaves that employeeseat#led to. On the other hand managers feel
that the policy is not specific enough in termshofv they should manage absenteeism; it does
not guide them in terms of how to deal with casesmiemployee is absent when their leave was

not approved, how to deal with an employee whoisstantly late and leave work early.

V. Deriving recommendations on how absenteeism can benaged effectively based

on the research findings.

5.5 RECOMMENDATIONS

5.5.1 Establishing a system for tracking absenteers

The government should derive a tool that shouldgy@ied by all managers in assisting them to
track and also manage absenteeism. However thertaegpd should also derive their own
strategies of tracking absenteeism and they shalatulbe trained on how best to implement it.
Constant monitoring and evaluation of the stratglgyuld be prerequisite as a way of identifying

if the strategy serves its purpose or not.
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5.5.1.1 Time book register

There were managers who do not have a trackingadettat is in place, which raises a concern
in terms of how then do managers manage absenteeisow do they keep up to date with their
employee’s absences. In this regard the time begjster would be recommended as the
tracking method in the department. The time boodister will assist in keeping records,
particularly of regular latecomers, and to builchiatory of how the department goes about
dealing with late comers.

5.5.2 Developing an absenteeism policy

The policy should define absenteeism and outlimesequences for those who break the rules or
whose absences become unacceptably disruptive.GI&RD can be the first government
department to develop, design and implement amédsism policy because the policy that they
currently have (leave policy) is not an absentegisiicy, however the leave policy can be used
in conjunction with the absenteeism policy for effee management of absenteeism. The
attendance policy should also be reviewed with esliployees on an annual basis. Once
employees are educated about the attendance oidymanagement keeps accurate records,
management then has evidence if an employee isingpulse policy. When this occurs,
appropriate disciplinary procedures or correctiegoas, as defined by department’s policies,
should be adhered to. The manager should followptieeesses and procedures based on the
department’s policies such as verbal warning, mittvarning, suspension, and termination of

employment, a detailed recording of the steps taless to be available.

5.5.3 Managers role

Managers should play their role more effectivelytagkling the problem from head on. They
should hold employees accountable for their absdrmemause the implications for ignoring
absenteeism management would comprise of a pdteddiereases in employee morale,
productivity and profits within the department. Maers need to be assertive by recognizing that
their work plans strategy is ineffective becaug@egi way managers do not hold employees
accountable for their behaviour so even if theyrditi meet their targets based on the work plans
being submitted nothing would happen. It would Heamtageous for the department to clearly

write in a form of a document the different rolewlaesponsibilities a manager, employee, and
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human resources have to play when it comes to #d®iem. This would assist in raising
awareness and the different role players would laaslear understanding of what is expected of

them based on the management of absenteeism.

5.5.4 Training initiatives

Managers need to be trained on how to manage a&easemt effectively. This is to say that they
should be skilled on how to identify trends, recandl monitor absenteeism of employees and
also confronting an employee about their levellifeace. Training should be divided into three

parts comprising of

Training as an initiative to inform managers

» New and emerging issues (the management of absantead other workplace related
issues that they are faced with)

» The training should cover the departments poligeactices and procedures

» Available resources that the managers can makefugleen managing absenteeism (they
don’t have to do it alone)

> Available services within the department such #srimal Employee Health and Wellness
Program or the Gauteng Provincial Government (GB@ployee Health and Wellness

Zinakekele Program Occupational Health and Saktynan Resources

Training to assist managers
» Managers should be provided with skills on howdafoont an employee when there is a
trend or pattern of absenteeism
» Managers need to be trained on absenteeism, abweonddesertion and how to
determine and deal with each case differently
» How to handle the abuse of leave and also fake cakdertificates
» Recognize & foster workplace behavior that demarss respect (such as applying for

leave on time or the importance of informing thenager when one is absent)
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Training for employees
» Workshops on policies and procedures for both mamsagind employees on the
processes involved when applying for leave
» Interaction, communication, disseminate informatam policies about absenteeism (if
the absenteeism policy has been designed or iseirpitocess of being developed then

employees should be informed about it)

CONCLUSION

The aim of the study was to explore the experienfése managers when it comes to managing

absenteeism of employees within GDARD. The focummised of the gaps, challenges, what
they encounter or undergo and the dynamics involwdten managing and addressing
absenteeism within the department. The study fahatl managers have negative perceptions
and experiences about the management of absentediisin the department; they were faced
with a lot of challenges that negatively impact them as managers, employees and the
department as a whole. Therefore it is importaat thanagers should have attendance policies
in place, effectively communicate policies to enygles, adhere to policies and procedures and
use absence control strategies consistently. Masat@uld also play their role effectively and
deal with issues when they arise because failudotso results in them not being able to control
the employee’s absence level. It can also be cdedluthat managers be mandated by
government to attend trainings so that they camiieedhe necessary skills that are needed in

terms of managing absenteeism effectively.

The findings of the study will assist the departimarknowing the different types of challenges
that managers have gone through. The managers algti receive support from senior
management based on deriving effective stratep@sdan be utilized and implemented by all
the managers in the department. Through the stutyweé learned that managing absenteeism
related issues when they arise is important becéaikege to do so can result in multiple
problems caused by a single factor and the situaims up spiraling out of control which is
exactly what happened with the management of absisnh within the department.
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PARTICIPANTS INFORMATION SHEET

Experiences of Managers in Managing Absenteeism: ACase Study of the Gauteng

Department of Agriculture and Rural Development

Good day

My name is Nokuthula Nkosi. | am a post graduatelestt registered for the degree Master of
Arts in Occupational Social Work at the University the Witwatersrand. As part of the

requirements for the degree, | am conducting rebean the experiences of managers in
managing absenteeism. The primary aim of the stadp get an in-depth understanding of
manager’'s perceptions, experiences and challengas they encounter when managing
absenteeism with the emphasis on the role they plagnanaging absenteeism within the
department. By becoming aware of the experiences cnallenges that line managers go
through, it is hoped that they will receive the ot needed from management to derive
effective strategies on how best to manage abssntewithin the Gauteng Department of
Agriculture and Rural Development (GDARD) and taypltheir roles very well hence it

comprises of employee wellbeing and reducing alestsm. | therefore wish to invite you to

participate in my study. Your participation is ealy voluntary and refusal to participate will not
be held against you in any way. If you agree te@tpért, |1 shall arrange to interview you at a

time and place that is suitable for you. The inemwwill last approximately for an hour. You
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may withdraw from the study at any time ad you malsp refuse to answer any questions that

you feel uncomfortable with answering.

With your permission, the interview will be tapeoeded. No one other than my supervisor will
have access to the tape recordings. The tapesterdieéw schedules will be kept for two years
following any publications or for six years if nalgications emanate from the study. Please be
assured that your name and personal details willkdyet confidential and no identifying

information will be included in the final reseanaport.

Please feel free to ask any questions regardingttity. We shall answer them to the best of our

ability. | may be contacted on my emiibkuthula.Nkosi3@students.wits.ag.gau may contact

my supervisor Ms Laetitia Petersen on tel no: 0117 74474 and email addresses
laetitia.petersen@wits.ac.pa Deputy Director for Internal Employee Healtrdaiellness Mrs.
Nonhlanhla Bob on tel no: 011 240 2662 and emailhtemhla.bob@gauteng.gov.za. Should

you wish to receive a summary of the results ofstouely; an abstract will be made available on

request.

Thank you for taking time to consider participatiarthe study.

Yours sincerely

Nokuthula Nkosi

Human Research Ethics Committee (Non-Medical) Contact Details:

» ChairpersonJasper.Knight@wits.ac.za

e Administrator: Mrs Lucille Mooragan Tel 011 717 B46r Lucille.Mooragan@wits.ac.za
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Consent Form for Participation in the study-

Experiences of Managers in Managing Absenteeism: ACase Study of the Gauteng

Department of Agriculture and Rural Development

| hereby consent to participate in the researatiystlihe purpose and procedures of the study have

been explained to meéunderstand that:

* My participation in this study is voluntary and agnwithdraw from the study without being

disadvantaged in any way.
* | may choose not to answer any specific questiskedif | do not wish to do so.

» There are no foreseeable benefits or particulds rassociated with participation in this

study.

* My identity will be kept strictly confidential, anginy information that may identify me, will

be removed from the interview transcript.
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A copy of my interview transcript without any idéging information will be stored
permanently in a locked cupboard and may be ugefdtiare research.

* | understand that my responses will be used inwthie® up of an honours project and may
also be presented in conferences, book chaptersgbarticles or books.

Name of Participant:
Date:

Signature:

Human Research Ethics Committee (Non-Medical) Contact Details:

* ChairpersonJasper.Knight@wits.ac.za

e Administrator: Mrs Lucille Mooragan Tel 011 717 B46r Lucille.Mooragan@wits.ac.za

105



APPENDIX F

=

26 <
/Y"‘NNES“\)

Consent form for Audio-Taping of the interview for the study-

Experiences of Managers in Managing Absenteeism: ACase Study of the Gauteng

Department of Agriculture and Rural Development

| hereby consent to tape-recording of the interview

| understand that:

The recording will be stored in a secure locat@ibocked cupboard or password-
protected computer) with restricted access toékearcher and the research supervisor.
The recording will be transcribed and any infotimrathat could identify me will be
removed.

When the data analysis and write-up of the resestudy is complete, the audio-
recording of the interview will be kept for two yedollowing any publications or for six
years if no publications emanate from the study.

The transcript with all identifying informationirdctly linked to me removed, will be
stored permanently and may be used for future relsea

Direct quotes from my interview, without any imfieation that could identify me may be

cited in the research report or other write-upthefresearch.
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Name:
Date:

Signature:

Human Research Ethics Committee (Non-Medical) Contact Details:

» ChairpersonJasper.Knight@wits.ac.za

* Administrator: Mrs Lucille Mooragan Tel 011 717 B46r Lucille.Mooragan@wits.ac.za
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APPENDIX G
SEMI-STRUCTURED INTERVIEW SCHEDULE

. IDENTIFYING DETAILS

. Job Title:

Deputy Director

Assistant Director

. Age:

25-35 years

36- 45 years

46-50

51 and above

. Gender

Female

Male

. How long have you been working in the department?

0-3 years

4- 7 years

8-11 years

12 years and above

. How long have you been a manager in the unit?

0-3 years

4- 7 years

8 years-1lyears

12 years and above
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7. How many people do you supervise?
0-3
4-7
8-11

12 and above

2. INTERVIEW QUESTIONS

2.1 Please describe absenteeism and managehagenteeism in your own words?

2.2 Why do you think it is important to manadesenteeism?

2.3 Please clarify your role in managing absgism?

2.4 In what way have you addressed absent@eigour unit?

2.5 What are the challenges you have experteincimplementing the absenteeism policy?
2.5.1 Please give an example of when you foumbre challenging?

2.6 Describe what is useful or helpful wheoaines to managing absenteeism

2.6.1 Please give an example of when you foumbre helpful?

2.7 What work related courses have done thatfgund more useful in your managerial role?
2.8 What recommendations would you make irotd enhance the policy that is in place for

effective management of absenteeisnour gepartment?
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TRANSCRIPT

I: Interviewer

P: Participant

APPENDIX H

I: Thank you for agreeing to be part of the researgtu. will be
my first participant Uh my name is Nkosi and | haeguestec
this time to conduct an interview uh as part of MA in
Occupational Social Work. As part of the requiretaeior the
degree | am required to conduct research and nayairmterest
has been on experinces of managers when it contreanaging
absenteeism in the workplace. Before we start ttierview
uhm...for verification to my supervisor. | do haveotwonsent
forms, one is for agreeing to participate in thedgtand the
other is for agreeing for the session to be audomnded so i
you can just look through that then sign for mebehalf of the
uhm study. Do you consent for the uhm recording?

P: Yes

I: Okay...thank you so much. Uhm | also have a paditip
information sheet which clarifies the purpose o gtudy as
have indicated the topic as well as just to asyorethat uhm
the...the interview it will be kept uhm confidentiadhe only

other person that will have access to my transcapt the audi

O

recordings is my supervisor, her details are uhmrdthere, he
name is Ms Laeticia Petersen, you can call herldhgu have|
any questions for clarity regarding the researdimlalso just ta
clarify that the documents...the transcripts and tnedio
recordings will be kept for a period of at leasbtyears should
there be any publication of the study and in theeabe of the

publication they will be kept for a period of siears on which
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they will then be discarded. Okay... | also wish tates that your
participation in the study is completely voluntaagd you are
under no obligation to continue should you feelamfortable
by some of the questions that will be posed to yah.the only
other thing that | also wish to state is that uhm study ig
conducted purely for purposes of looking at yourcpptions
about the implementation, the gaps, the challetiygsare there
also how it can be improved going forward and uhrolg right
now I'm assuming the role of a researcher and hat of a
Transversal uh Employee Health and Wellness uhm kymw
uhm program, and also that uh once I've transcribleel
information | will give you a copy

I: Hmm

R: Just to verify that everything that is transedlthere is a tru

1%}

reflection of what transpired in this session
I: Hmm

R: And if you have any inputs that you would likerhake ther
you more than welcome to do so.

I: Alright

R: Okay...alright. The session should be about am however
we may just go beyond | mean below that, okay aod gre
more than welcomed at any point to stop and askgamegtions
for clarity purposes and so on

I: Okay

R: Uhm the only other thing that | also want to uheally
reiterate is that uhm you know should you any daestplease
speak to my supervisor, she is more than willinghub answet
any of your questions that you have. If you arelyelado have
an interview schedule

I: Hmm

R: Which is divided into two parts, the first pagally looks at
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uhm you know, your role in the organization

I: The first part of the interview is identifying déta

P: Hmm

I: So | would like to know your job title, here |1 have uhm
Deputy Director or Assistant Director

P: Deputy Director

I: Age is in the categories we have 25-35; 36-456-40; 51
and above?

P: What's the ...what'’s the third one?

I: Okay the third one

P: Yes

I: Okay gender is female

P: Hmm

I: So how long have you been working in the departfhent

P: Uhm eight years

I: So it falls in the third category...how long haveyou been
the manager in the unit?

P: Four years

I: So it's the second category

P: Since 2012...jah it's four years

I: How many people do you supervise?

P: Five...four sorry

Identifying details

I: Thank you very much now we will move to the act
interview questions...so my first question will be) @an you
please describe absenteeism and also the managewhs
absenteeism in your words. So | am looking the nit&dns
according to your perspectives on what absentesidrAnd then
what is managing absenteeism

P: Okay...uhm 1 think eh absenteeism juts from my g
perspective is uhm when employees are...do not ulportréor
duty eh for whatever reasons that may keep thenfraim

uQluestion 1

2Nt

wn
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reporting to their work stations. It's actually yteg away from
uh duty uhm whether its regards to uhm sicknessjilya
responsibility, uhm you know whatever other challes that
they might have and absenteeism therefore if ensgl®ystay
away and not come to work then it has an impacttreir
performance and uhm results in the government Isechwork

for government not meeting uhm the expectant targetause

D

uh you know due to absenteeism and uhm absentedsamn
the context of uh the employer is when uhm the eg®l pays

in monitoring terms the wages, the salaries of eyg#s that ar

1%}

not at work so you see a situation whereby the eyaplloses
out in uhm monetary terms uhm they continue to egple that
are not reporting for duty or are not in their waigtions and in
terms of managing uhm this is why you also see ukwork in
the unit called Employee Health and Wellness Prograve
monitor and evaluate program implementation for thieole
province so part of our uhm mandate is that we &tack
records, we also track risk trends of employees lao#t at
the...the return on investment for the employer wébards tg
absenteeism so one of our uhm dimensions thatagk in termg
of employee risks is uhm absenteeism and we anegdeat
uhm you know there is a lot of employees that arsenting
uhm with...that are not coming to work and that tumsause
the employer you know a lot of money because the. s#rvice

delivery mandate is delivered through uhm a wokdothat has

gaps because some people are not at work when ahey

supposed to be

I: Hmm

P: and then there is also uhm as managers our talatsve
need to be uhm vigilant about managing absentebmsoause

like | said it has a negative effect on the mordléhose that are

U
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at work because their work gets to be doubled Isthey have

to do work that is supposed to be done by othetrrshiay are no
there at the time and then it also contributeshtm stress level
of those that are at work and it also you knowamewhat we
may look at the issue of absenteeism and presentdscaust
uhm much as people may be absent from work for evieai
reason whether its sick leave or any other reasdhey should
present themselves to work meanwhile they havetradse
challenges it therefore translates into presenteeis

I: It does

P: Which is the worst form, | think this is the woifsirm of
indicator than absenteeism because if the persoatithere you
know that therefore you know they are not there aod
contributing in whatever form but if people tha¢ ot well they,
are at work then it's worse case scenario becaseyou know
they not delivering on your mandates as an emplioyany case
so | think uh the huge challenge is for managerbeable tg
manage absenteeism in Gauteng we have a...there
department called e-Gov that has online uh employelé
service uhm applications that has been developddaenuh as
employees we are supposed to capture our leavegihrthat
system and there are certain departments that Hawné the ESS
link as yet so the challenge for managers is thahey not
tracking and recording the number of absences Isir

subordinates then the leave gets uhm...it's not adedufor so

you may see that whilst we have a huge challenge

absenteeism in the province the status might be eden worse

because there are departments that are not trackiegnce:

because they don’t have ESS but another challeargadnagers

to track ESS...| mean absenteeism that should therdinates

not have captured or you know brought medical fieates

)
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to...to the workplace it might even be a challenge tioe
manager because then they lose track of how mamgstithe
employees have been absent from work. Uhm I'm no¢ & |
should go into this one again uhm in terms of mansnt of
absenteeism, we also supposed to follow an eigekwele as
the employer in the sense that uhm employees gmeosed to
according to the Basic Conditions of Employmenteamployer
is...I mean the employee is permitted to be absent fvork for
a day without submitting a medical certificate ut's two days
then the employee is expected to submit a mederéificate but
then there’s also the eight week rule uhm principleere in a
person is not allowed to repeatedly uhm or lets wéhin an
eight week rule an employee is not permitted toabsent fon

=

days in succession you know within a eight weekioge
without...say a person was absent last week Mondaly no
medical certificate if the person is absent agaithe following

uh week or within the eight week rule is expectedstibmit a

o

medical certificate even if they were absent fat jone day s¢
there is also that challenge where | don’t thinknagers are

really vigilant when it comes to that and therefbesce you se

(1)

issue of absenteeism just escalating and costiagethployer
billions of rands because there are people theyuatenot uhm
coming to work and performing their duties and stmes its
delinquency by employees but also | think thereaiduge
challenge by managers not really enforcing andihglgeople
accountable for the absences that you know theg@rducting
within the workplace.

I: Thank you for the in-depth perspective but | uniders you
also mentioned a lot of challenges that as manageus go
through when it comes to managing absenteeismtsmK the

second question | have you might have answeredaubitnof it
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I: Based on the definitions that you have just promded as
challenges, so why then do you think it's importantto
manage absenteeism?

P: Precisely for that because uhm like | said eadierthe...as
managers we don’'t manage absenteeism then we gabia?
employer money because uh people that don’t cometk end
up you know being paid full salaries and it's reaibt fair for
the employer or the citizens of the country because
supposed...we are about service delivery if peoplaataeport
for duty then it carries...it puts a burden on the feeople that
come to work...say in a team of ten uhm you know ehiar

constant uhm...three people that are constantly BQavin

challenges, they don’t come to work uhm sooneraberl the

l°2}

burden of the work of the team will be felt by tleam member
that are here and therefore we are looking at ubom know
people might be feeling there’s is favoritism, peomight be
feeling...there would be negative energy within team, the
morale will go down because you know the team werarried
by a few uh people but also there’s a situation rete if
absenteeism is not managed by managers it maytteaodu
know long absences from work like you find that pleomight
even end up exhausting their uh sick leave ancefibwer start
applying whether its short term or long term incapaleave
which | mean people are entitled to sick leave wiglou know a
three year cycle of 36 days however...that is a rglhtit’'s not

necessarily uhm that if people abuse that we mégitounter

challengers in the long run. It is critical for naaers to manage

absenteeism because also you see that the wayich thie wage
bill goes up yet you not yielding the expected ltssof uhm
service delivery that is expected by citizens ar@hmvhile the

wage bill continues to escalate we paying uh petiié do not
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report to duty. | think it's also fair that mareag track absence
because uhm absenteeism on its own uh costs thHeympuite
a lot of money like | said earlier on and also uinere is a lot of
people out there who are looking for work uh wewrtbat our
unemployment statistics are high and we have natpmi
keeping if a manager is not managing absenteeism uh that
manager runs a risk of you know also colluding wita systen
that is not functioning if people are allowed to ddesent from
work and yet continue to enjoy the benefits of pedpat are a
work and are contributing to the betterment of tosntry, and
sometimes managers uhm you find that it's a sintpieg of
managing a pattern of employees, if a pattern ptegeself and
you can see a trend as a manager it is well withegnmanager
right in fact it's their responsibility they need tbe held
accountable to approach the employee and you kreterrdine
what might be keeping the employee from work & gick leave
and...and be able to make the necessary referrals.h&/e
Employee Health and Wellness Program that can tg
employees that are presenting with absenteeisrdgngou know,
to manage if they are undergoing stress, if theysitk to be
referred appropriately and it's also the respofigibiof the
manager should the trend continue and you know itde
whatever intervention the manager has done it iIswithin the
managers right to also move on to the next stepgofknow
uhm issuing warning letters, verbal warnings, wntwwarnings
and ultimately be able to escalate the matter talistiplinary,
labour relations but | think the processes mudowlwhere the
concerned employer must engage with the employeg
determine what keeps them from work, and sometyoesfind
that people uhm are absent due to not just their parsona

challenges but you may find that it's the environttat uhm ig

2S

Uy

SSis

to

v

117




not as conducive for employees. You may find tlatexample
our building on its own sometimes you find that tresater...1
mean the air corn is not working sometimes it’s Itfie that are
not working so we also need to look at environmlestaes that
may also contribute to people either being sick ubim
sometimes staying away

I Hmm

P: If the lifts are not working it's an impairment far it's a
determent for people that are you know uhm theyoaezweight

for them to climb the stairs, it's a determent p&ople that are

AY %4

on wheelchairs, disabilities, so there are hugéofacthat you
know might actually contribute to people being aibset just at
a personal level so | think as a manager it'saaitthat we also
have an open mind and look at all these other $sand also be¢
able to advise our principals in terms of what taee trends that
we are picking up | mean when we do our health megdort for
the province we picking up a lot on injury on duype of uh
factors that may you know keep people away fromkware
picking up on uhm a whole lot of non-communicableesses
that people acquire within the workplace so thatlsy I'm
saying it's also critical to look at environmenfactors rathe
than it being just about individuals

I: | feel like all of your answers answer the nextsjion

P: (laughs)

I: that | have (laughs)

P: (laughs)

I: But | also feel that | should ask it anyway

P: Okay

I: You spoke largely of the different roles and whhowdd
managers uhm watch out for
P: Hmm
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I: But can you then please clarify your own role wien it
comes to managing absenteeism

P: Okay...alright. | think my own role is uhm as a mgeRmis
first of all ensure that people that are absenmfrgork I am
aware of you know their absence for starts, my asla manage
is not only to uhm ensure that people are at warkid try and
you know be a champion and lead by example by tegpto
duty when | am supposed to, by being uhm doing rmgkwhen
I’'m at work, by being productive, when I'm here aleéd by
example and also ensure that my team members atso Why
they are here because that's very critical also biem.| think
every day inspire people to come to work, to idgntiith why
they are here and to feel like they matter, feglartant that you
know they are part of a team that this is a chiaone of us are
not here then there is a gap, then there is a @molidut for
people to always you know wake up and want to ctoneork
and ensure that the environment is uhm motivatiamal...and
people know and are proud of what they are doing aiso
having said that my role as a manager is to keeppam door
policy for people to be able to talk to me shouidyt encounte
whatever challenges especially when it comes togoabsen
from work I'm not saying you know as a manager oudd pry
into people’s personal issues but just to be thahager tha
people can talk to you know about the reasons \Wwhy are not
coming to work but also being...to also uhm be abléd firm
and provide leadership, to have the interest ofetimployer at
heart much as | would have the interest of the eygas at heal
but also look at the bigger picture and alwaysaffpeople anc
bring them back to say here it's a workplace, we lagere to
perform XYZ and if you are not coming to work thsre

problem you know always have that open door pdiayalso be

=
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Question 3
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firm to say you know these are your trends uhmafmsenteeism.

I've noticed that you turn to be you know absemnfrwork
every Monday or every Friday you know talk to peo
communication is key in everything that we do ia thorkplace
but also be able to take it back to an employeesaydut thesg
are your trends, | have noticed this pattern caraleabout it if
you are comfortable what could be the challenge laowl as 3
manager can | be of assistance you know so it's beong
punitive but it's also saying this is a workplace wannot afforc
to have you absent four Monday’s a month you knomttiree to
four Friday's a month it becomes a problem it netusbe
acknowledged, it needs to be identified and compaiad with
an employee and help the employee to be able tkyow also
take ownership and do something about it but asaager my
role again is should things not uhm approve themdlso uhm in
my role and my capacity also expected to engagernm@oyee
of other steps that might be taken whether it's Joww
warnings, disciplinary measures and ultimately désead
because | think especially in government we shyyawaadot
there’s uhm a whole lot of red tape and bureaucaaclyou find
that uhm as a manager you know you also uhm unektaic
procedures and policies that should take placeybutfind that
for some reason you know the necessary steps thateedec
are not followed through and you find that we keejot of
people that are...for a lack of a better word deadlvivoour
teams because of whatever bureaucracy and | tHtnkately
my role would be as a manager speaking now you kwatv
regards to my team and my unit in what | would reotend is
maybe if you find that...sometimes you find that deoip the
wrong...not necessarily in the wrong teams you findt tthey!

are not preforming because they don’t identify witile work,

pl
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they are somehow demotivated or they don't see dbbrmes
contributing in this particular team and they fdety would be
better performing elsewhere so | think as a manéemalso
important to do that career pathing with your teamambers
know exactly how to motivate people to move frone devel to
the next, encourage that they study further, eragmithat they
you know...visualize where they want to see themsalveether
it's in a year, three years’ time, five years’ tiree just to keef
that path of your team

I: Hmm

P: So that you avoid people sitting in one positioot applying
for a job or not aspiring to do better because'shahat uh kills
team spirits and individuals if and that might justimately
contribute to just being absent from work becabey don't see

themselves fitting into you know that particulaane so this ig

why | think one of my roles as a manager is to arege people

to look at their career path uhm motivate peoplalteays aspirg
for more and also in areas where you can see higatperson
with whatever support that you have given this @ers not
improving rather recommend for you know reason:
accommodation and maybe in a different team whesg tay
perform uh differently and you know maybe job rmatif that
can be permissible in fact we do have a policy #iso talks ta
that and then maybe in that regard you not juscimgj people

but you really are interested in their developrmamd you know

hopefully in the long run this reduces the amounalosences

that we seeing because with some cases we seevittbg of
being in Wellness, you find that people have beeroag term
incapacity leave, they are being paid for not cgmio work,
those people are sick most of them that we’ve dwrae visits

for but you find that there are those uhm thatiara reasonabl

o
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uh capacity to come to work but they are not confiegause n

A=)

one is monitoring, no one is you know looking oot the
interest of the employer to really determine andage uhm
professional expertise to assess this person’skgow uhm eh
capability to come back to work, you find that gtate is losing
tons and tons of money and in this regard | woalghse literary
paying ghost um employees, they are there on theappaid
every month and yet they are not reporting to d&tyme of
them are legitimate cases but some of them somsaore doing

their job in terms of follow through and as a réshk state ig

losing out.

(Follow up question)
So what would you say about when it comes to manag absenteeism in your unit those
managers who would have their favourite employees lvat how do you think then that

impacts maybe on the whole team in terms of how yamonitor it and every individual

| think that is really sad because as a manadenk tyou are also lack of a better word there the
parent of the team the so-called the leader in Wdw is supposed to be consistent who is
supposed to be objective and treat everyone the sarif there our favourite ISM in the team all
it does is that it sends out the wrong messageesteof the team and it kills the morale of the
team and therefore you may find that other peapl&é team will follow suite because then as a
manager you not taking a leadership style thatois know | am that is firm and you know
acknowledging everyone’s everyone’s strengths andirtg those weaknesses into something
positive because that very one or two teen plalyersealise that they have been favoured then
they also tend to you know abuse and over to tiserdgtsm so | think it's always safe to treat
everyone with consistency the same and apply thee dgpe of fairness with one employee as
you would with the next one so | think it's it's iyevery critical |1 can’t over emphasize that’s
enough that as a leader you are also put in aipositear your team members will also test you
and should they see that you not applying the sames and Principles then you are headed for

trouble
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Question 4 is in what ways have you addressed absegism in your unit?

In my unit | think | have had... this is confideaaitright

| had to for the first time | think as a managerdiryears I've had to give a person a written
warning ok before giving a written warning whatddone is | have had to speak to one of the
employees looking st their absenteeism trend andhadd to refer do a format referral to our
Zinakekele wellness program and follow up as arrafenanager and what are also done is this
program what we have also has what we call marglggmsultancy because sometimes it's not
easy to manage human behaviour because at tirneea iifficult task to manage and we don’t
always get it right much as I'm in the social scerdiscipline but you find that sometimes
managing people comes with its own challenges thihk it is critical to manage behaviour you
talk to the behaviour of the employee and in whaténteraction with the employee you always
emphasize that | am Witnessing this kind of behavaan we talk about that so that you are not
attacking the person and you don’t come across$taskang this person and judging them so you
only look at what are the underlying issues whahésbehaviour saying so I've had to preferred
the employee I've had to be assisted with theirabedur to hopefully influence a positive
outlook on the work and encourage them to comedikw've had to unfortunately the referral
for some what reason it didn't quiet yield the extpd results I've had to write a written warning
to an employee and | have been constantly mongdhat and you know that once a person get
a second warning that warrants for a disciplinatyoa and be referred to employee relations so
I've had | have found myself unfortunately havirmylie firm and whatever intervention and
support that | have given the situation is justwotking out and that becomes so unfair because
like | said the burden is felt by other employees: yind that others tend to Cheap in and do
work for other team members and that’s really pmtfuses roles and then you see really the
burden being felt by other employees and therdHerstress levels and 4 someone reasons you
may also be challenged as a manager that you ardomug your job because here is 1 or 2
employees that are some what benefiting from thigsfiof other team members so | think yes |
am not saying people won't be sick but they ardacps and procedures that speak to that.
People can apply for sick leave it's 36 days ové&r year cycle and within one year a person

shouldn’t be using more than 12 days a year sonaanager | think we need to be in charge with
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our policies and you know implement go out of o@ywo implement policies because if we do

not do that then the whole system just collapses

(N) Then you speak about policies and the nexttiqpress on policies

Question 5

What are the challenges you have experienced in irfgmenting the absenteeism policy
hands | understand that the department uses the dicleave policy in relation to
absenteeism

(P) That policy focuses on in health and incapaaitg we have an outsourced service provider
that ensures implementation of the policy the serprovider is we call it a health risk manager
is there is a policy from DPSA who is our emploged that guides how we manage sick leave
due to ill health and incapacity then that regddtee absences of employees in the workplace
the challenges that we have | thought you find thamost cases we as the employer are
supposed to raise awareness that speaks to they gt everyone should be aware of but you
find that most of the cases that are rejected byhtalth risk manager applying for in health and
incapacity leave are because of insufficient ewigemsufficient reports that are submitted so
you find that even in legitimate cases a persoaally sick they are unable to come to work let’s
say a person who is on in health and incapacityl bealth retirement for that matter is due to
mental health because this person is you canndiigdily see that there is something wrong
with that person they often encounter challengesiee their applications Rd client there isn'’t
enough supporting documents in terms of the repattis submitted and then because we do not
| mean as a manager all that | have is somebodwistifig 2 ill health | mean to the health risk
manager their application but | am not aware oftwigge of documents are being submitted by
that employee so | feel that in most cases peaglenat aware why their applications are not
turned down because if people were aware of whaisired when you do your application then
they will submit relevant information so that itaags than being toheir applications being
rejected so it is lack of awareness that people laavund applying for sick leave and the Second
Challenge is often at times employee wellness ogram that is supposed to mitigate and
assist employees is always at the tail end is avilayited when the application has been turned
down rather than being involved right from the Imegng so you find that employee health and

wellness in departments and the health risk managerunning in silos there is no point when
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they assist one another when clearly we shoulbleta synergize and assist in cases where we
can even provide expecially cases where they armlseorkers and psychologist within the
program we can be able to do those reports or endais professional occupational therapist
that are involved get that report so that theren@e and more evidence that is submitted to
apply for leave cases but | think also | was spagkist now with the eight week rule principle
most employees are not aware of that and hencdirydypeople that are constantly applying for
leave on a continuous basis so | think we havepairgéerms of raising awareness and ensuring
that people are aware of this so | think what | ldaecommend is workshops not just managers
but also for employees as well so that people kegactly how the policies work even if they
are put in strategic places but we don’t alwaydhad’'s for instance it's not everyone that has
access to emails to read a poster policy So evere iput them in strategic places how many
people actually read that so | think I still bekeNm old school so | still believe interacting goe

a long way you know you can achieve so much in ashop by disseminating information

around policies around absentism

(Follow up question)

We are looking at the challenges in implementing # policy so can you give me an example
of when you found it to be more challenging even vem you are implementing the policy
either way it was still challenging?

| think in cases where | think in cases where peapbuld still think that you know there ill
health and applying for sick leave is a entitlenteat sometimes especially with regards to the 6
day rule that you know people would think | stilve 36 days that | haven't utilised for sick
leave so | will just apply for sick leave in eveien people are not sick | think that is the most
popular instance that | can relate to that you fimhember that sick leave is not an entitlement
you find that people that don’'t always apply fatksieave by virtue of realising or maybe you
find it in situations where | said on an annualig&ople can take up to 12 days per year you
find that it is a challenge come the six monthshia year you find people have taken over 12
days engine for example and they still have Juri2ewember what happened and when they are
really really sick | think those are the times whes been very difficult to implement wear
people just take sick leave has a sense of en@tieand they take willingly sick leave days and

comes a time when there really | desperately Sadkyau find that they don’t have and this is
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where it spills over to applying the policy whereyhhave exhausted That 36 days so you find
that still people you know do | don’t know whetheiis lack of awareness but you find that
people have this notion that over and above my a@neave even if | am | am not sick just to
give myself a day off and sometimes you find thabther challenge is that even with the
medical certificates that they submit you can dilgr see a person who has abused the system
you find that they are medical practitioners forardver reason they will give a person is sick
leave not even when they did not deserve it eveervthey are not sick you can literally track or
trace the trend because time and again you getnsitds from the same doctor over the same
type of condition that is written there so | thiak a manager you need to be mindful and vigilant
2 also track search search medical certificatesRapbrt you note to HR principles you pick this
up with also injury on duty | mean we are curreritbsy with their analysis of there our health
restaurants for the province and for some pecuéasons expecially with educators I'm just
making an example with education not that theythese most culprits I'm just looking at the
data that I'm busy with you find that in school&t is this injury on duty that is reported of a
child and a learner post pushed me and | acquimedjary the swell with this one educator who
is forever post by one learner and out of that gptyinjured it's the same type of reported injury
on duty which also raises concerns I'm not saylmeytare not legitimate but if the same type of
injury is reported by the same type of person ttiere is a problem they're so it's a huge
spectrum of you know we need to be mindful as margagxpecially when it comes to the

absence of employees because they are at timaaglag system

If you rightfully take up your role as a manager foe interest of both the employer and the
employee and be consistent apply you know the gaimeiples across the board and knowing
the police is what would also be useful is when ymeak to an employee approach the
employee with within the context of the policiesigirocedures of the employer and in that way
you cannot be found to be accused of malpractioenozasonably | taking an employee if you

speak from a context of policies and proceduresgbaern absences in the workplace

Question 7 is what work related courses have you de that you found more helpful are
useful in your managerial role
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| think the rules would be around human resoureetpres around recruitment the importance of
recruiting The right people with the right set ddlls with the right attitude because you can
recruit people based on training on the right skillit if you are having people that don’t have
the right sense of attitude the right principlesay | am hard worker | am in this because | share
in the vision of the organisation I'm here to leine amazing things that | don’t have necessarily
as the skills are the qualifications that mattetr you can work with changing if a person is
willing to change the attitude to work that for msea plus let alone the skills and whatever else
that comes with that | think that course was bemdfifor me when | see it in shortlisting and
recruitments | always add to the panel that howvddknow if this person is the right person for
the job what kind of assessment can be used sbehlito you know finding out how this person
will be able to work when under pressure if thisspa is bring on board the right ethics to the
job let's look at a situation that test the ethidalo judgement of this person so for me HRM
course was very helpful and | think managers 49aganal what do they call it managers for
non that was conducted by the University of Pratamd | think also my hair current Masters
course that I'm doing adverse right now has readlgisted me to look at not just the individual
but Health how organisations can really be useful @onducive in terms of supporting
employees to look at not only the skills and quediions but also to what is the right word to
elicit unique talents of people you know workingdagifferent workplace settings as well as
what other Course have | done managers for begiromerrses as well as a map course that | did
that had a HR element in SA labour relations eldnreit and a leadership course in it as well as
a financial aspect to it then that cause | haveany disciplines and 8 | think that was also one
of their useful courses that | have ever done hedped me understand workplace is better a
system Utility and what makes a system works imgeof the unique talents that are brought on
board by individuals and how we can better and lookstically at people rather than just look
at them and people that help us is service deliaey also add people as | said you know that
you are on the importance of career pathing andaVismployee and looting what did they

aspire to Dion what they are doing right now

what are the recommendations that is in place for féective management of absentism

within the department
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| think |1 have been I'm looking for accommodatioa hwas highlighting the processes of
challenges | think maybe what | can say it's just of recommendation with a bad sometimes
what places tend to put responsibility on employmasl think equally managers really need to
be a countable and then you put in a position asmager sometimes you find that managers
don't really play the part they don’t manage theyp'dbecome leaders in that you find people in
organisations people leave their own lives becadfisaganisations believe they leave because
they cannot bear to report to that to that parmicperson people don’t leave organisations they
leave managers so | think no matter how many ceunse can be taken to as managers if we
cannot change in terms of our attitudes and behav@what time we meet our team you know
no amount of courses that we attend will never mak#fference for it starts with individual
managers to really look at this letter on how is mgnagerial my leadership style and if things
don’'t go well in my unit do | stop to look at maylehave contributed so | think one
recommendation with that | hope for whatever reasamagers can be taken on a calls like that
to really reflect on how we are also contributimg tpeople not performing well 2 people not to
people being absent two people sitting the orgéinis&xiting the organisation because of how
certain people you know might even abuse the maizgell their power and you know behind
on their subordinates so | think for me Andersong of this interview and managing
absenteeism in organisations starting with you rasndividual and looking at my boss for
starters what stress ml contributing to my boskam underperforming and what stress am |
contributing to my team if | am being unreasonatmesxerting too much of my power to my
team how | can you know better you know by this lEiyge to my boss that is contributing to
the success other than always the negative aspmrtas a manager how | can contribute
positively to my teams work performance withoutrgethe police because you will find police
in the work place of managers that are just youwknaake it their mission you know to just
bully their subordinates so | think for me posimgl aeflecting on your contribution as a manager

for me would be one of the key lesson

Thank you so much for your time and your answergewery thorough it's like you looked at
the questions before because all the time whenslabaut to ask you a question at the back of
my head was like she’s already answered it butrdbgss of that thank you very much for your

time and I've also learnt a lot from this interviand through my experience and practice some
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of the things that you have been talking about ghtihave been of observing as well and the

things that I've been dreaming about do you hayecarestions
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