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ABSTRACT

The South African socio-political environment in which organisations have operated in

over the last fifteen years, has been extremely turbulent in both the internal and external

domain of the organisation. Due to the nature of the South African society,

organisations have th-is had to t;:,;~~ecognizance of the groups or individuals who affect

or are affectedby the organisations' purpose in order to ensure its continued business

survival.

identifying the most critical stakeholders in the retail envtrornner.t:

determining if there is a correlation between the time spent attending to

stakeholder concerns and the perceived importance of the various stakeholders;

identifying the managerial competencies required to manage those stakeholder

relationships effectively, by rating the managerial competencies as identified by

Dulewicz (19tI9);

identifying the potential stakeholders in the retail environment.

The purpose of this study was to identify the most critical stakeholders existing in the

retail environment for tnanagement and the managerial competencies required to

manage those stakeholder relationships effectively,

As no significant prior research in this area had been found, the nature of the research

was exploratory and took the form of theory building as opposed to theory testing. A

questionnaire survey was conducted in one retail organisation nationally, across two

managerial levels. The questionnaire comprised of open and closed questions, aimed at -

As the data was ordinal, non-parametrlc statistics were carried out, and tests for

between group differences were calculated.

The research confirmed that the four most critical stakeholders in the retail environment

existing for both store mana.gers and general managers, as being customers, employees,
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suppliers and the community. Those stakeholders were Included in the research

questionnaire used to identify managerial competencies. A surprise finding was that

trade unions were ranked by general managers as the fifth most important stakeholder

affecting the achievement of business success whereas the store managers rated them

eighth.

In addition, the research also highlighted the need for specific competencies to manage

specific stakeholders and that they were perceived to be different in importance fot

general managers and store managers.
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As a result of the research, it can be concluded that management align their time spent

on the various stakeholders according to the importance of the stakeholders in the retail

environment. Furthermore, the competencies required to manage the various stakeholder

relationships are significantly different from one another.

The results also reflectec ? wide range in importance of the competencies for managing

stakeholder relationships, This suggests that it is not possible to provide one stakeholder

management training programme encompassing all the skills required to manage

stakeholder relationships effectively, but rather a wide range and array of training and

development is needed to assist management manage their stakeholder relRt:ionships

effectively.

In conclusion, it was the first academic attempt used in South Africa as a means of

identifying the most critical stakeholders affecting the achievement of business success

and the managerial competencies required to manage those stakeholders effsctivelv.

The method used proved to be highly successful in determining a cohesive group of

critical stakeholders for one organisation, and a distinctive grouping of competencies

required to manage stakeholder relationships more effectivslv. Furthermore, the method

used in the study could be used in organisations as a valuable management development

instrument aimed at creating some certainty in an ever changing world.
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CHAPTER 1

INTRODUCTION TO THE HESEARCH

1.0 Introduction

In Chapter One the research rationale and a brief overview of tho further

chapters in this research are discussed. Chapter Two explores significant

prior research in the area of stakeholders and competencies, as well as the

business context in which the research was conducted. This chapter

concludes with a statement of the research problem" The research

methodology used in this research as well as limitations and key

assumptions are detailed in Chapter Three. The results of the research are

presented in Chapter Four, fol:owed with an analysis and interpretation of

the results in Chapter Five. Finally I the research report is concluded in

Chapter Six which covers a discussion of the results, limitations and the

contributions which this report may make to the existing body of knowledge.

1.1 Bacl(ground to the Research Ouestions

There can be little doubt tnat South Africa is moving towards anew,

different and in many way.;., a more challenging business environment

wherein business has been called upon to react proactively to these

challenges (Bernstein, 1988; Binedell, 1987; Burgess, 1989; Welsh, 1988).

The stability and predictability of the 1950's and 196('Ji'shas been replaced

by ambiguity, paradox and an increasing rate of change (Human and

Berthon, 1990).

As stated by Post (1978) organisations of all sizes and types face the

chanenge of operating in a social setting that is increasingly complex and

- 1 -



inherently political. He states that the manner in which organisations respond

to this commercial and social complexity is fundamental to their institutional

legitimacy and their business survival. He further states that the most

challenging frontiers of professional management today are probably those

in which change is occurring most rapidly, where the least is known. where

the most speculation occurs, and where the opportunities for imaginative

executive leadership are greatest (Post, 1918).

Today, organisations are viewed and are recognised to be "open",

inextricably interwoven and thus interdependent with the complex fabric of

their environment (Emery, 1969). Further, this fabric is fast becoming grolbal

in nature and organisations can no longer be viewed M separate. They are

viewed as part of their wider environment, and the current emphasis on the

customer and service suggests a growing awareness of this interdependence

(Human and Berthon, 1990).

Business in South Africa has increasingly been called upon to become

involved in activities and issues that transcend the boundaries of the

traditional manaqernent of the film and take part in the social restructuring

of society (Bernstein, 1988; Burgess, 1989~ Godsell, 19B7). Andrews

(1988) states that the com bined affect of changes in our society have

resulted in the workplace playing a much more important role in the

socialisation and selt-actualisatlon of individuals. Hence, the absolute

necessity for every business manager to involve him or herself in the serious

re-evaluation and development of the organisations' human resources, and

getlerally in constant assessment of changing environmental factors

(Andrews, 1988).

According to Tromp (1990) during the eighties "managing the environment

came to be seen as C' prime responsibility of managers". e;~ckhard (1985)

states that managers themselves can significantly influence the envlronment

within which their organisations operate and should not accept it as fixed.

Williams (1982) in Tromp (1990, p. 30) emphasises the rate at which this

-2-



environment is changing and points out that not only the rate of change but

also the complexity of change poses specific threats to orqanisatlons should

thsv not be able to adapt and adjust proactively.

Freeman (1984) states that the environmental shifts that have occurred,

place a need for a radical rethinking of our model of the firm (be it a

production or a managerial view point). He further states that we need a

theory or set of concepts which can turn external change into internal

change, thereby reducing uncertainty and discomfort. Such an "intellectual"

or "conceptual" move serves as a le~itimIsing force 50 that changes can be

positively managed. Freeman (1934) thus suggests that one possible

approach to this conceptual problem of dealing with the external

environment of the firm is to redraw the picture of the firm which takes into

account all of those grO~JPSand individuals that can affect, or are affected

by the accomplishment of the orqanisational purpose. Furthermore, each of

these gnoups plays a vital role in the success of the business organisation,

and each of these groups have a "stake" in the modern corporatlon, Hence

the term "stakeholder" and "the stakeholder model of framework" or

"stakeholder management". This allows managers responsible for that

stakeholder relationship to identifv the strateqic issues that affect that

stakeholder and to formulate, Implement and monitor strategies: for dealing

with that stakeholder group (Free!man, 1984).

Regaining or improving cur position 'n the international business arena, will

pose new challenges to business in gaining and ..mElintainir.g a cornpetitive

edge (Tromp, 1990). In oroerto maintain and attain ~~competitive advantaqe

will require numerous and diverse managerial competencies. Klemp (198~H

defines a job competency as "an underlying characteristic of a person which

results in effective and/or superior performance In a job" .

It has been argued by De Vries (1984) that developlnq skilled manpower

represents an essential requirement for the sustenance of the South African

economic system and therefore has a profound effect on the qualitv of lifEI

- 3 -



of all her peoples. Therefore, if any company or organisation wishes to

operate successfully in South Africa, or anywhere in the world f(11' that

matter, then the development of skilled manpower represents a priority (De

Vries, 1984). This process is imposed by a dynamic environment with

resulting changing skills requirements (De Vries, 1984).

'1,2 The Research QUestions

Thus, a key problem South African managers are facing today is an ever

changing complex environment. There is a need to understand what the

rature of the complexity is and identify the key !.>"OJppetenciesrequired of

managers to manage their various stakeholders effectively. By focusing on

stakeholders, management will be better able to understand and manage the

complexity in the external environment, and thus anticipate. stakeholder

expectations timeously, According to Tromp (1990) at the 1990 Conference

of the European Foundation for Management Development, it appeared that

the main task of any manager still remains the satisfaction of the customer

by providing quality in terms of products and services. H,jsseyand Langham

(1979) state that the task of management is to interpret stakeholders' neec~

and influences, define corporate! objectives, and plan and Implement

strategies which uchieve these objectives and exploit the market

opportunities all within the context of the business environment.

Given that there is agreement that the main task of any manage!' is the

satisfection of the customer by providing quality in terms of products and

services, and that business in South Af~ica operates in a complex and

turbulent environment :

1. Who are the most critical stakeholders existing in the retail

environment ?

2. What are the managerial competencies required of managers to

manage the stakeholder relationships effectively?

~4-



In summary, this research was designed to identify and rate the most critical

stakeholders existing in the internal and external environment of one retail

organisation for both store managers and general managers. Furthermore, to

identify whether there is a correlation between the time spent attending to

stakeholder concerns and the most critical stakeholders in the retail

environment.

Thereafter, the research aims to identify and rate the most critical supra-

competencles identified by Dulewicz (1989) needed for managing

stakeholder relationships in both the internal and external retail environment.

Participants are asked to state the stakeholders with whom they have the

most difficulty managing ana the reasons therefor.

FinailY, the research aims to identify the perceived future stakeholders

existing in the retail environment and their training and development needs.

As no significant prior research was identified which determined

competencies for managing stakeholder relationships, this research takes the

form of theory building and is exploratory and descriptive in its nature.

1.3 !.m!?JJrtanceof the Research

There can be little doubt that there is a marked difference in the managerial

composition of South Africa's workforce to those of the sophisticated

economies of the first world countries (De Vries, 1984). Furthermore, the

onus of responsibility on our high level manpower to create employment for

the. huge unskilled section of the South African labour force is much larger

than is the case in developed countries.

De Vries (1984) further states that this large scale surplus of unskilled

workers necessitates the rapid development of skilled manpower via

improved and accelerated training and educational methods. In short, if the

country is to achieve a real growth rate of 5% per annum, a growth rate of



at least 3,2% in trained manpower is imperative, provided the difference is

mads U'jl in productivity (De Vries, 1984). Hence, there is an onus on

organisations to identify managerial potential thatis more rep('f)sentative and

a better reflection of the wider South African society at large, as well as to

train and develop their human resources. As stated by Livingston (1971)

how effectively a manager performs on the job cannot be predicted by the

number of degrees he holds, the grades he receives in school or the formal

education programmes he attends. Hence the research thus advocates a

competency based approach in identifying specific job profiles as well as the

selection and recruitment of staff.

Bluen and Burns (1990) conducted a study amongst line management,

human resource practitioners and human resource managers to identify the

human resource research priorities of the 1990's.

From the list of thirty nine human resource research priorities, the following

were identified as second and third respectlvely :

·1. The Impact of soclo-polltical and economic impacts on human resource

management as well as the commensurate impact on organisations and

employees.

2. Appropriate management training and development for the South

African scenario. Specifically, a need was expressed to research the

exact concepts and competencies managers of the 1990's required

relevant to the South African conditions.

It is believed that the stakeholder concept of identifying managerial

competencies forces organisations to be future orientated and outward

focused as opposed to introspective and myopic in terms of their current job

functions, that is tasks and responsibilities, thereby being proactive instead

of reactive. Tombari (1984) states that when organising around stakeholder

concerns, the corporate unit concentrates on the expectations of these

- 6 .



groups and how they fit the issues. The idea behind such a design is to have

a business unit that can deal with its many publics. Units in this arrangement

seem to concentrate on the relationships with the corporate publics and

focus on developing specialised skills to deal with each of them.

Furthermore, Tombari (1984) states that when arranged by stakeholder

groupSI each unit has the flexibility to deal with issues as they develop and

there is no need to increase units as new issues evolve.

This is particularly pertinent to the retail industry, dur· its high public

profile as well as the nature of the retail environment, that is labour intensive

and the wide customer base for which retail organisations provide goods and

services. Hence, the research proposes to identify the most critical

stakeholders in the retail environment, in order to assist management to

create meaning of the turbulence existing in the external and interr 11

environments. Furthermore, the research aims to identify a "profile" of the

most critical competencies required to manage stakeholder relationships

more effectively in order to assist. in the selection and recruitment of

managerial potential for the positions of store managers and general

managers. Finally, the research aims to provide significant and meaningful

input into the training and development requirements of existing and

potential retail managers.

As stated by Porter (1990) national prosperity is created, not inherited. It

does not grow out of a country's natural endowments, its labour pool, its

interest rates or currency value, as classical economists insist. A nation's

competitiveness depends on the capacity of its industry to innovate and

upgrade.

1.4 Limitations and Key Assumptions

The following limitations are detailed :

~7-
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The population from which the sample was drawn, that is the retail industry,

is too large to investigate in the present studv, The survey was limited to

store managers and general manaqers in a large South African retail

company. The study was conducted in the Pick 'n Pay group of companies.

The results cannot therefore be automatically generalised to retail companies

outside of the Pick 'n Pay group of companies as the nature of jobs may

diffel; from company '1:0 company. The sample is from the retail industrv and

the results may not be generalised beyond thaft industry.

Cata was collected using a questionnaire. Although data collection via this

method is used extensively in the social sciences, it may be argued that

there is a large element of subjectivity in the use of questionnaires which

could bias the results. The purpose of the questionnaire is to seek

perceptions as well as differing views and opinions, and hence subjectivity

in terms of 'the person's world view could once again bias the outcome.

The research questionnaire was administered in English. Although English is

the spoken or espoused medium of communication in the researched

company, there are many people in the South African context whose home

language is not English. It may have influenced the understanding and

interpretation of the questionnaire in a manner not intended by the

researcher.

The research questionnaire was confidential, however, the fact that the

researcher never remained anonymous and was known to most respondents,

could have influenced the responses by the participants completing the

questionnaire in a manner that could make them appear more favourable.

The respondents may have attempted to "give the right answers" despite

the anonymity of the repiy form.

Research involves the researcher, and the questions and answers are thus

open to those interpreting them. The researcher also brings into the research

her own interpretations and personal bias.
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1.5 Structure of the Report

The research report is structured in the following manner :

o Chapter 2. ~ literature Review

Thi$ Chapter embodies the literature review and commences with a brief

overview of the context in which the rt:isE:iarchis analyzed - namely an open

systems approach. The notion that business doss not operate in a vacuum

but is an interdependent component of the environment, and as such has a

larger role to play in the broader sccio-polltical and economic environment

is discussed. This provides the foundation and rationale for investigating the

importance of identifying managerial competencies for managing stakeholder

relationships in the retail environment.

Chapter 3 _.Research Methodology

The research process is discussed in greater detail in this Chapter.

Specifically the survey population, survey sample, structure and design of

the questionnaire as well as tile pilot study and method of collecting data are

detailed. The survey method of data collection is also defended.

Chapter 4 - Research Resuits

The research results of the statistical analysis are presented in this Chapter.

The sample demographics are detailed describing, the sample composition.

This is followed by a discussion of the statistical techniques employed and

the corresponding results.
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Chapter 5 - Dlscusslon and Interpretation of the Results

This Chapter begins with an analysis of the results and their relevance in

terms of the reviewe:1 lit-arature. The findings with regard to the research

questions are explored and discussed. The open ended questions are

discussed with reference to the literature.

Chapter 6 - Conclusion and Recommendations

In this Chapter, final conclusions are drawn ..The scope of the research will

be discussed and the major findings will be made with regard to the

perceptions of the most critical stakeholders existing in the retail

environment for store managers and general managers, as well as the

competencies required to manage stakeholder relationships. The contrlbution

which til~iSreport may make to the existing body of knowledge is detailed
.'

and sugGestions and recommendations for future research are made.
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CHAPT~ 2

LiTERATURE REVIEW

2.0 Introduction

The essence of this research rests on the assumption that organisations in

todav's ever changing environment do not exist and operate. in a vacuum but

function in an open system that is both affected by and affects the external

and internal environment. Furthermore, if organisations want to be

successful, they wi!: have to align their strategies in accordance With the

environment in order to achieve an organisation - environ. . tit, thus

attempting to maintain some kind of equilibrium or competitive aq·l!.antage.

A system's framework will therefore be used as an aid to understanding and

conceptuallsiuq the impact of internal and external stakeholders on the

organisation. ihe aspect of stakeholders and competencies will be explored

after first gaining an appreciation of the environment in which business is

currently operating, managerial demands and the role of business.

2.1 Systems Approach

Systems theory contains the doctrine that the whole of a structure or entity

is more than the sum of its parts, and therefore helps organise a large body

of information that otherwise might make little sense (8each, 1985).

Furthermore, systems theory aids in diagnosing the. interactive relationships

among task, technology, eINiiOl",:nent and organisation members. As stated

by Koehler (1938) in Emery (1969, 'P. 9) the value of a systems approach to

management is that the primary task of management is to manage the

boundary conditions of the enterprise, that is those levels of exchange with

the environment which allow it to survive and grow. Furthermore, they can
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2.1.1

2.1.2

be managed only by managing the co-variation of internal and external

processes and thereby members of the organisation seek to maintain t~e
organisation and to have it survive (Beach, 1985). For this reason a systems

ap'proach will be adopted as a framework in which the research will be

analyzed.

Definition of Systems

Systems are neither new or startling in their fundamentals. Asystem

has been defined in the Oxford Dictionary as simply "a set or

assemblage of connected, or interdependent, so as to form a complex

unity I a whole composed of parts. in orderly arrangement according to

some scheme or plan". This definition thus suggests .~batalmost all life

is a system, that business, government, universities are interconnected

with various other systems and each within it has a number of sub-

systems. S6nge (1990):states that systems thinking is a discipline for

seeing wholes. It is a fl'amework for seeinO inter relationships rather

than things, for seeing patterns of change rather than static snapshots.

The Organisation of a S '< ~m

General Systems Theory has become popular in the past twenty five

years because of its apparent ability to serve as a univercal model of

systems including diverl"e physical biological, social and behavioural

phenomena (8each, 1985).

The development of general systems theory has drawn from

concurrent conceptions in cybernetics, meteorology, information

theory, game theory and network theory in mathematics each of

which, has returned to its contributions (Emery, 1969).

It was Von Bertalanffy (1950) in Emery and Trist (1965), a theoretical

biologist who was generally credited with having first formulated the
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general outline of the general systems theory, who in U"ms of the

general transport equation which he introduced, first It:IW;Jisclosed the

importance of openness or closedness to the erwlronrnsnt as a means

of distinguishing living organisms from inanimate objects.

Senge (1990) states that it is a set of general principles distilled over

the course of the twentieth century, spanning fields as diverse as the

physical and social sciences, engineering and management.

Systems thinking is a discipline for seeing the structures that underlie

complex situations, and for discerning high from low leverage change

(8enge, 1990). He further states that systems thinking starts with

understanding the 'feedback concept, whereby it shows how actions

can reinforce or counter balance each other. Furthermore, it helps us

recognise types of structures that recur again and again.

carleo and Adams (1980:1 state that a system can be either "closed"

or "open". A system is r~garded as open if it exchanges information,

energy or material with its environment. It is regarded as closed if it

does not have such interactions with its environment.

A~r:ording to Kast (1S~b) all living organisms and social organisms are

open systems, as they exchange informaticn. energy and materials

with their external environment. In systems thinking, it is an axiom that.

every influence is both cause and effect, and nothing is influenced in

one direction. This cause effect relationship is known as the "feedback

process" (Senge, 1990).

All organisations are dependent for their survival on exchanqes with

the environment. Business, furthermore has always been subject to

external influences, however, the boundaries between business and its

environment have become more permeable, and external forces are
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having a greater impact upon internal management practices (Kast,

1980).

The environment is svervthinq external ttJ ehe organisation's boundary

and has been viewed' in many different ways (Emery and Trist, 1965;

Kast, 198.0;Lawrence and Lorach, 19(7). Kast (1980) differentiates

the environment into two different streams, namew the societal or

general environment and the task specific environment. Many 'forces

in the general environment influence business such as basic culture,

including historical background, ideologies and values.

The task environment encompasses the forces relevant to an individual

business such as customers, suppliers, competitors, regulators etc.,

the forces in the general environment are continually breaking through

to the task environment and hence the distinction between the general

and task environment is not static (Kast, 1980).

Lawrence and Lorsch (1967) view an organisation as an open system

in which the behaviours of members are themselves interrelated and

the behaviours of members of an organisation are interrelated and

interdependent. Furthermore, under this concept of a system, the

behaviour of anyone manager can be seen as determined not only by

his own personality needs and motives but also by the way his

personality interacts with those of his colleagues (Lawrence and

Lersch, 1967). This relationship among organisation members is also

influenced by the nature of the task being performed, by the formal

relationships, rewards and controls and by the existing ideas within the

organisation about how a well accepted member should behave.

In summary, all living organisms are open systems and as such are part

of sub-systems that are interrelated and connected. If a system is to

achieve dynamic homeostasis, 01' a kind of dynamic equilibrium, it must

have feedback. How organisations respond and adapt to meet those

- 14 -



challenges is, of oaramount importance, if the organisation values its

long-term survival.

2.2 A Changing Environment

There seems to be little doubt worldwide that the environment in Which

business operates is rapidly changing (BuchholZ, 1986; O'Neal, 1985). It

appears that major socto political, economic and technological moves are in

progress, It has been termed by Alvin Tofffer (1980) as "The Third Wave"

and by Charles Handy (1989) as "The Age of Unreason".

From such descriptions. it appears that the environment is in a period of

massive transition and that a period of this nature j full of potentials and

risks, requires' recognition of the signals of change in order that we as

individuals and society, suffer less and prosper more (l-landv f 1990; Tornbari,

1984). According to .Barczak, Smith and Wilemon (1987) the sources of

change are varied, often unpredictable and difficult to understand. It is

further stated that in the past decade, companies have had to deal with such

traumas as dramatic technological shifts. deregulation, economic

uncertainty, fast growth, increased global competition and major shifts in

demography and values.

As stated by Tombarl (1984) four basic trends have emerged through the

haze of change, as follows:

* Exponential growth of knowledge.

* Rapid rate of change in every phase of the environment ~ social,

political, economic; and technological.

Slurring of lines between the public and private sectors - involvement

of government in everyday business practices.
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it Increasing demand by employees and public inter-est groups for

participation in management,

Understanding what the underlying trends in the environment are, permits

an entarprise to anticipate the types of issues forming arrd what their

possible impacts will be,

The more the environment is understood, the greater are the chances of

recognising issues that offer opportunities and threats. Without an

understanding of environmental change, managers are ill prepared to deal

with issues when they surface"

As summarised by MortaniJll1 e~,,_.,;d<~tJ!l." (1987, p 23) :

"Wit!~ some affort, WA :..:ouldlearn to cope with very
high speed change that fiowed along a reasonably
predictable course, Th ~9reater thu ~hallenge by tar,
.3 to cope with high speed change that is subjectto
frequent alterations in direction. More difficult still is
to cope with change that follows an apparently
random course whore th~ linkages between cause and
effect are obscure. I nose are the kinds of unsettling
changes we (;11face more frequently with each
passing day. In such a world, behaviour that has been
reinforced by yesterday's success can become a
liability tomorrow when the environment shifts".

Strauss (1u90) states that South Africa is moving towards a new, different

and in many ways a more challenging business environment. of which some

changes are already apparent, some have yet to emerge, some are clearly

positive but there is uncertainty about others, Furthermore, these changes,

whether perceived as positive or not, in the political, social and economic

environment will fundamentally alter the way business will be conducted

(Bernsteir':, 1988; Kane-Berman, 1988; Nel, 1990; Welsh, 1988).

- 16 -



* Incr,easing demand by employees and public interest grourps for

participation in management.

Understanding what the underlying trends in the environment are, permits

an enterprise to anticipate the types of issues forming and what their

possible impacts will be.

The more the environment is understood, the greater are the chances of

recognising issues that offer opportunities and threats. WithClut an

understanding of environmental change, managers are ill prepared to deal

with issues when they surface.

As summarlsed by Morland in Barczak et aI., (1987, p 23) :

"With some effort, we could learn to cope with very
high speed change that flowed along a reasonably
predictable course. The greater the challenge by far,
is to cope with high speed change that is subject to
frequent alterations in direction. More difficult still is
to cope with change that follows an apparently
random course where the linkages between cause and
effect are obscure. Those are the kinds of unsettling
changes we all face more frequently with each
passing day. In such a world, behaviour that has been
reinforced by yesterday's success can become a
liability tomorrow when the environment shifts".

Strauss (1990) states that South Africa is moving towards a new, different

and in many ways a more challenging business environment, of which some

changes are already apparent, some have yet to emerge, some are clearly

positive but there is uncertainty about others ..Furthermore, these changes,

whether perceived as positive or not, in the political, social and economic

environment will fundamentally alter the way business will be conducted

{Bernst~in, 1988; Kane-Berman, 1988; .a], 1990; Welsh, 198B} .
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2.2.1 Managing in a Changing Environment

Much has been said by numerous researchers and academics about

managing in a changing world, and the need to develop n,ew

managerial skills and vaiues in the market piece to cope with these

changes (Buchholz, 1986; Bordow and Stephenson, 1984; O'Neal,

1985; Tornbari, 1984). The consequence of change is that

management is not what it used to be or not what we thought it was.

Yesterday's managerial skills and values are becoming Obsolete and

will become even more so as the pace of cnanqe escalates (O'Neal,

1985).

In recent years managers have had to face new and more intense

problems in directing the work of their subordinates. Labour difflcultles,

energy shortages, rising costs" lack of capital and increased

government regulations have all contributed to problems of productivity

and profitability. The manager has to work under pressure to achieve

organisational goals in spite of the complications of modern economics

(Bordow and Stephenson, 1984; Jones and Woodcock, 1988).

According to Jones and Woodcock (1988) new laws governing how

one fires and hires people have been passed, people no longer seem

committed to working fairly for a fair wage. Soaring interest rates have

made improvement of plant and machinery difficult. Public pressure

groups attempt to force organisations to change their products and

services, COnserve the environment, and alter their consumption of

energy. The market place has become less predictable.

The rules have changed and the changes are irreversible. People now

know how to organise against managers and they have legal support

that they can use in the process. Managers must br.) careful not to foul

t~)e environment, waste energy or discriminate against women and

minority groups (Buchholz, 1986; Tombari, 1984) All of these
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2.2.1.1

changes that affect the work of managers require that they look at

their responsibilities differently. It is also more imperative than ever to

keep in touch with changes in the outside world. The individual

manager' has to accomplish tasks by supervising the work of others in

a world which contains more pressures and restrictions than ever

before.

The Role of the Manager in a Cha.ngiog Environment

As asserted by Held (1967) in Buchholz (1986, p. 11.) the major

problems confronting a business, executive are becoming less

business and more societal in one or another of their aspects and

increasinglY, societal problems are becoming governmental in

nature. Thus, in addition to technical, administrative and human

relations skills, the manager of a modern corporation must also

learn and develop skills that are relevant to the public policy

dimension of a manager's task. Tombari (1979) in Buchholz

(1986, p. 1:2) has described the role of the manager as being

politico-economic in nature. According to Bordow and

Stephenson (1984) this new emphasis on externalities is likely to

change the role of top management at the very least as he

attempts to maintain an equilibrium in the internal and external

environment.

Tombari (1984) states that top managers of corporations spend

a major portion of their time today dealing with environmental

problems: These include addressing social concerns of society,

complying with new social legislation, communicating with

legislators and government executives concerning new proposed

laws and regulations, meeting with various self-interest groups

concerning their demands and/or grievances and administering

their organisations in such a way as to respond to the new

attitudes of people working in the organisations. He further
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states that the increased attention of top management time to

social and political questions results. in different allocatlons of

time of lower level managers than in the past. They too are

spending more time on social or political issues and are being

measured more and more on.their performance in these areas.

Bower (1988) argues that we must understand what aspects of

top management work change and what new roles are defined

once one accepts and organises to deal with both activities that

are external to the firm, thatls policy making activities as well as

internal to the firm, that is trade unions.

Hence, it can be stated that managers require new skills and

values in order to cope. with changes in the internal and external

environment. Furthermore, being a good technical specialist was

sufficient for managing yesterday's corporation, however today

one must have a more of a generalist orientation to be a good

manager and know-how to deal with more parameters, and more

publics and be better informed on a wide range of issues

(Buchholz, 1986).

2.2.1.2 Managerial Skills and Values in a Chanoing Environment

According to O'Neal (1985) managers who do not understand

environrnental trends and therefore do not change their values

and develop new skills will lead their organisations into

inefficiency, takeover or oblivion. Furthermore, skills and values

that managers needed in yesterday's organisations are at odds

with the environment they now must operate in and are in fact

counterproductive in today's companies {O'Neal, 1985}.

Management development specialists need to understand what

happens to the general management functions, when some of the

resources needed to implement an intended strategy, and those
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who assess the value and affect the shape of the corporate

purpose will alwavs be outside the firm (Bower, 1988).

According to O'Neal (1985), some of the skills that managers

lack are entrepreneurial skills, necessary for survival in a

competitive continually developing service economy, strategic

plannin~J skills for effectively meeting long term customer needs

and analytical skills for conceptualising how one manages in an

environment of constant flux.

Katz (1974) identifies three basic skill categories: technical,

human and conceptual. Technical skill is proficiency in a specific

activity involving specific procedures, techniques ortools. Human

skill is the ability to work with other people - subordinates,

superiors and groups. Conceptual skill is the ability to visualise,

understand and relate various elements/activities to the whole of

an organisation, a market, a community or a nation. O'Neal

(1985) adds another category, i.e. foundation or basic skill.

Foundation skill comprises the basic skills everyone needs for

interacting in an organisation such as, the ability to communicate

verbally and to narrate, to make numerical calculations, to

manage one's time, to understand organisational etiquette and to

make ethical judgments. Without these rudimentary skills,

managers cannot effectively plan, direct, control or assess work

activities.

Buchholz (1986) states the following management skills and

knowledge as being important in relating to the external

environment :

1. A broadened awareness of influences in the external

environment that affect the corporation and management

decision making.
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2. The ability to integrate traditional business concerns with

influences from the external environment into a

comprehensive decision making framework, based on a

holistic view of business and its relationship to the larger

society in which it functions.

3. The development of political skills (compromise and

negotiation) to resolve the conflicting interests among

different constituencies that have diffe(ent values and

objectives.

4. the need for communication skills to articulate business'

position on a very complex public issue and persuade

people that this position has met and deserves serious

consideration.

5. The development of intellectual skills to analyze and

understand complex public issues - the ability to th'
clearly about these issues and exchange ideas with tl ..i:

various business publics.

According to O'Neal (1985) a great many human skills are

needed to manage effectively, but the most important is a

capability for managing change. This skill is rooted in an

understanding that organisations are political systems in which

issues of power, influence, resistance and conflict must be dealt

with. Furthermore, conflict management becomes increasingly

important with more integration of groups and individuals with

different demands, needs, goals and interests. In addition,

managers must be able to make necessary modlficatlons in

organisational culture according to changing values, beliefs and

norms of employees. Finally, if a manager is to be effective, he
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or she must have a vision of the organisation as a political I

social I technical system.

In summary, it can be stated that organisations today are

operatinq in an extremely turbulent and ever-chanqlnq

environment, both internationally as well as in South Africa. In

order to maintain a competitive advantage, managers need to be

equipped with the relevant knowledge, skills, and hold the

attitudes and values to cope with these changes, in order to

manage their environment with greater succes; ;

2.3 Management Education and Training

Management education is often criticised for not producing competent

managers (Hofrnevr, 1990; Tromp, 1990). There is a grave shortage of

skilled and management people in the economy. Unskilled labour is outpacing

the addition to high level rnanpow sr, which is a precondition for Its

employment (Hofmeyr, 1990; Sadie. 1988). According to Nel and Nel

(1990) I current estimates are that there will be in excess of 210 000

management vacancies by the year 2000. This is against an estimated

maximum o~A.2 000 available Whites for managerial positions. There will be

a shortage of approximately 200 000 technically skilled people by the year

2000.

The research of Human (1988) in Human and Human (1989, p. 17) suggests

that the paradigms of most Whl' th African managers are such as to

place a low priority on management. ,.", • .leprnent, moreover the research has

also indicated an antipathy to the development of Blacks, Management

development is a strategic issue which should be recognised by top

management during the strategic planning process (Human and Human,

1989). Furthermore, it is not an issue which should be consigned to the

personnel department but ruther I its importance should be recognised at the

strategic level and weighed up against other strategic decisions.
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Research findings by Hofmeyr (1990) found that there was a need for

attitudinal change, the need to move away from discrimination, and the need

for tolerance and openness. t Ie further states that one purpose of

management education in this country is to prepare students for institutional

and societal change, therefore management educationalists will have to pay

far more attention to change processes, how it takes place and how it is

resisted. Furthermore, values and ethical considerations underlie attitudes

and it seems that managers, particularly South African managers, need to

understand what values are, gain an insight into the values that determine, .

their own behaviour snd be able to compare and contrast the ill' values with

those of others. In terms of the current debate, managers need to have the

opportunity to think through different and competing value systems and

related concepts such as liberty, justice, equality, rights, privileges. power,

competition and co-operation (Hofmeyr, 1990). As stated by Searle (1989),

the primary role of business is business and not politics or matters of a

socio-political nature, however in the circumstances in which we find

ourselves today, it is not possible to ignore political ~nd socia-political

factors.

Binedell (1987) suggests that organisations adopt a major management

education programme that addresses the values, attitudes and perceptions

of what is largely a managerial elite. Furthermore, he suggests that the

views and visions of white managers concerning the process of social

change and the role of business within that process needs to be challenged,

reassessed and shaped.

In the literature, various management education strategies are found

(Cunningham, 1988; Hofrnevr, 1990; Margerison, 1989; Mur.1ford, 1988;

Tromp, 1990). However, considering the age and quatificetions of

candidates for senior management positions as well as the level of

knowledge and skills required for the position concerned, not all of these are

likely to be optimal.
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There appears to be consensus amongst most of the prominent authors in

their field of management education, that the focus must be learner

orientated and a work related teachii;g or learning process needs to be

adopted (Tt-;:anl!),1990).

Cunningham (1988) is of the opinion that in the future, the process aspect

will become more important than the content ani::~delivery aspects. Finally,

the skill to manage successfully in a fast and changing environment such as

that in South Africa, cannot be taught by means of a recipe approach, and

it is therefore important that organisations adopt an integrated and holistic

approach drawing from numerous multi~disciplinary approaches covering a

Wide range of topics and a variety of learning techniques and strategies

(Tromp, tt90)'

The political challenges in South Africa probably rank higher in South Africa

than in many other countries in the world and therefore by making potential

managers more politically aware, they would be more prepared to take up

leadership positions in business in the future (Hofmeyr, 1990).

In conclusion, it is beyond the scope of this research to discuss the I

chailsnqes facing management education in South Africa today, suffice to

say that numbers of students and of certificates issued are no guarantee of

the educational qustlty, which is conducive to the required culture of

development and work ethic. Ar.cording to Sadie (1988) the quality depends

upon the educators and they are a product of their social environment, and

so the outcome devolves upon whether this environment is .rcspltable to the

evolution of quality people in the economic sense.

In summary, the purpose of this research hopes to identify the training and

development requirements required to manage the current and future

stakeholder relationships and thus provide input into the managernent

development needs of the researched companv,
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2.4 The Role of Business

The business organisation used to be viewed solely as an economic

institution havhg economic responsibiJIities (Buchholz, 1986; Tornbarl,

1!~84). These economic respcnsibilltiss included producing goods and

services to meet consumer needs, providing employment for most of the

nations' work force, paying dividends tel shareholders and making provision

for future economic growth.

11: the economic responsibilities were fulfilled adequately, business was

consldered to have discharged its obligations to society and made its

maximum contribution to society's wealth, as wealth was defined in

economic terms and measured by economic criteria {Buchholz, 1986~.

However. during the past fifteen to twenty years, a dramatic change has

taken place in the environment in which business functions as society has

devoted a lot of its time and attention to issues such as pollution control,

work place safety and health, equal opportunity for mlnoritles, product

quality and safety. The diff'ilrent ways in which companies operate in a

competitive market system can result in conflicts between a business

venture and environmental forces.

As stated by many business leaders in Buchholz (198Ei, p 101), a summary

of statements by selected ~eaders are as follows:

"No longer are society's wants and needs vis-a-vis
business measured, strtctlv in terms of market place
demand. Instead, tine corporation is now viewed as
having a wide varletv of responsibilities transcending
the market place. 11)'ol1'leof those responsibilities are
to society at largo. Whether a business has social
responsibilities is 81 subject of widespread debate.
Today, I know of 11'1) leader of business who sees his
function as limited to the pursuit of profit. I know of
none who does not realise that the business that tot'
profits sake ignon7s the impacts of its actions on
society is not likl31y to make profit very long."
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The results are felt by many people, shareholders, employees, customers and

the general pv:"liq. Each group therefore may have conflicting perceptions of
\

what a business organisation should be providing in societal as well as

economic terms. At the core of many of these disagreements are some

fundamental concepts that tend to shape business environmental

interchanges, namely economic rationality, legitimacy and responsibility.

There are many differing schools of thought on the above three notions.

However, due to growing public criticism of business and the 10$s of

legitimacy experienced by the business as a social institution, companies

cannot expect to leave a sociopolitical problem and walk off without

providing resources to resolve it {Davis, 1980; Keirn, 1981; Tombarl, 1984;

Ullman, 1985). This school of thought, moreover considers business as

having considerable power to bring about societal change and should

exercise that benefit to society. Bus'<ess persons are in a special position,

they will be listened to more carefully and government will watch more

closely what they do (Coleman, 1988).

The modern notion of legitimacy according to Tombari (1984) has been

taken to a higher order of complexity than its older version. It once may have

been sufficient to argue that the legitimacy of the corporation rested on its

ability to produce goods and services efficiently and at affordable prices.

Currently, arguments seem to focus on how the corporation will respond to

the broad expectations and needs of society, and the debate has moved to

a political plane.

A survey in America has shown that people question the honesty} integrity

and dependability of business and that there is a decline in the moral

legitimacy of business (Buchholz, 1986). Silk and Vogel in Tornbari (1984,

p, 81) contend that the legitimacy of business centres around two basic

questions : 8y what right do you who manage these large corporations

exercise your power? And what means do we have to ensure that corporate
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2.4. i

power will be exercised in accordance with some gene~ally accepted notion

of public interest?

Tombari (1984) states that in a democratic society greater participation will

probably be demanded by corporate constituents - stockholders, employees,

customers, suppliers and the general public for some say in the affairs of

business. It has been suggested by Kristol in Tornbari (1984, p. 81), that

this desire for increased involvement stems from the perception that large

corporations have lost their connection with the values of society which they

were supposed to serve. Others such as Yankelovich in Tombari (1984,

p. 81) indicate that the public seeks more input into corporate decision

making because it tends to mistrust the management of large firms in the

way they perform their tasks.

Silk and Vogel in T~im!;}ari (1984, p, 82) further state that no longer is the

corporations conscience to be the sole judge of how management fulfils its

obligations to society, but society itself has a right to define and shape

corporate actions and objectives.

The Role of Business in a Changing South Africa

Much has been said and stated about the role of business in South

Africa by politicians, government, business and academics (Bernstein,

1988; Burgess, 1989; Godsell, 1987; Nel, 1990).

Management have been urged continuously to take a more proactive

stance about bringing about change in the internal business

environment, via removal of dlscrlrnlaarlon employment practices and

affirmative action programmes and in the external environment by
being pro8c;"ive with primary health, educetlon, housing and social

upllftrnent programmes (Bernstein, 1988; Godsell, 1987; Van lingen,

19::'7; Zimbler, 1988).



Van Lingen (1987) states that Black power is now a force in our

society I which is not new but it has acquired new confidence and

avenues for "expression". Black consumption is a political weapon, the

image of the company, its role in the social struggle, have for the Black

consumer often become more important than product quality or price.

Profit is not only a dirty word, but its traditional function is entangled

with a web of political mythology that constitutes or equates the

capitalist system with the apartheid government under which it

operates. As stated by Nel and Nel (1990) consumerism has become

a very powerful force dictating the trends in a society. t:u;-+hermore,

the Black society of the future will be abl I to either reward or punish

any organisation who is not in keeping with the needs and aspirations

of the mf,Ljority of consumers (Nel and Nel, 19901.
;/

Business has a respon!;ibillty to its shareholders and employees to

strive for an environment which is conducive to growth, increased

profit and greater opportunity (Burgess, 1989; St1a'()oss,1990). In

addition, long term prosperity is a major strategic issue. It IS therefore

true to say that the majority of employees expect business to playa

more meaningful and active role in the change process, provided this

is done with sensitivity and with all the audiences in mind. Business

should assume a more active role in helping to find the best solution

to our complex problems (Burgess( 1989).

Hence, it can be concluded that business both in America as well as

South Africa have come to the realisation that the notion of the firm

in a free enterpr' ...tl system is not only to provide goods and services

for the ben(:fit of socletv; but that it has a responsicility and social

obligation to ensure the legitimacy M a free market em,t;'rprise system

by responding proactively to the demands of the various constituents

that are affected either directly or indirectly by its business operations.
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In South Africa it has also been suggested by the now legitimate

voices representing many of the country's less advantaged and

developed communities that business ought to playa greater role in

shaping the future of the society and specifically their future regulatory

environment (BinnedeH, 1987; 8urgess, 1989; Strauss, 1990).

Furthermore, it will not be enough for companies to be good corporate

citizens as society is demanding far more than that (Bernstein, 1988;

Botha, 1990; Godsell, 1987; Strauss, 1990; Van Lingen, 1987; Van

Zyl, 1988), If the business community fails to respond both

constructively arid aggressively, it will have only itself to blame if its

views are not taken into account (Strauss, 1990). It iS~'::I_~!lestedthat

business ought to come forward timeously with their resources and

analytical skills to assertively engage the political parties involved in

the negotiation process.

In summary, business can no longer "turn a blind eye II to the

environment in which it has been operating, and not take cognizance

of the requests of a democratic society. It needs to become an active

participant in the socio-political arena and concern itself with issues

beyond the production of goods and services if it hopes to ensure its

lonq-term survival.

Stakeholders

Definition of a Stakeholder

According to Freeman (1984), the word "stakeholder" firS', appeared

in the management llterature in an internal mernorandrm at the,
Stanford Research Institute in 1963. It was meant to generalise the

notion of stockholders as the only group to whom management need

be responsive. The term "stakeholders" were thus defined as "those

groups without whose support the organisation would cease M exist"
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(Freeman, 1994), Stakeholders refers to groups of constituents who

have a legitimate claim on the firm (Freeman, 1994; Pearce, 1982).

This legitimacy is established through an exchange relationship. March

and Simon (1958) in Hi!! and Jones (1992, p. 133) state that each of

these groups can be seen as supplYing the firm wiP'l critical resources

(contributions) and in exchange each expects its interests to be

satisfied by inducements.

2.5.2 Stakeholder Expectations

The stakeholder theory thus suggests that a firm has obligations not

only to shareholders and customers, but to all individuals and

organisations with which it has transactions and relations (Sturdivant,

1979). Hussey and Langham (1919) claim that the firm exists because

of its markets, and the markets themselves are also in a dynamic

relationship with the environment. However, the firm, although it

cannot exist without a market, does not exist solely to serve that

market. Different stakeholders have different expectations and

perceptions of the business, all of which have an interest in the

continuation of the business, although their objectives might be very

different (Hussey and Lanqbarn, 1979).

According to Honevborne (1987), management would not ve able to

formulate corporate" strategy without first understanding the needs and

concerns of the stakeholder groups. If corporate strategy 1!eiledto take

account of stakeho'der groups, the support would not be forthcoming

to ensure continued survival of the finn.

According to Hill and Jones (1992) the expectations are as follows ~

Stockholders provide the firm with capital. In exchange they expect the

firm to maximise the risk adjusted return on their investment. Creditors

provide the firm with finance and in exchange they expect their loans

to be repaid on schedule. Managers and employees provide the firm
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with time, skills and human capital commitments and in exchange they

expect fair income and adequate working conditions. Customers supply

the firm with revenues and in exchange expect value for money.

Suppliers provide the firm with inputs and seek fair prices and

dependable buyers. Local communities provide the firm with locations,

a local infrastructure and perhaps favourable tax treatment and in

exchange, they expect corporate. citizens who enhance and do not

damage the quality of life. The general public, as tax payers, provides

the firm with a national infrastructure, in exchange, they expect

corporate citizens who enhance and do not damage the quality of life

and do not violate the rutes of the garpp established by the public

through their legislative agents (Hill and Jones, 1992).

Manning 1,1988) further argues that the demands of these various

stakeholders are usually in conflict and are seldom in alignment with

management goals. In effect, these individuals and groups "vote" for

or against the success of the organisation and self interest always

prevails. He further states that once business had to deal with a few

easy to identify stakeholders and now every manager has multiple

constituencies, including insiders - employees - but also many

outsiders, suppliers, customers, competitors, government, media, civic

bodies, trade unions. Each has a different pel ception of reality, a

different agenda, different ways of making its presence felt and

different power to play with.

According to Hill and Jones (1992) stakeholders differ with respect to

the size of their stake in the firm. As. stated by Williamson (1984) in

Hill and Jones (1992, p. 133) the magnitude of an individual actors'

stake IS a function of the extent to which that actor's exchange

relationship with the firm is supported by investments in specific

assets. By specific assets, we mean assets that cannot be redeployed

to alternative use without a loss of value. For example, employees with

general purpose skllla and krowledge can leave the firm and be
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replaced without productive loss to either worker or the firm (assuming

efficient labour markets}. In such cases, their "stake" is low.

Alternatively employees with skills that are uniquely tailored

(specialised) to the requirements of the firm cannot leave without

bearing substantial exit losses.

According to Hussey and Langham (1979) stakeholders are influenced

by their perception of the firm, its markets and the environment. The

way in which employees perceive profit, for example, will affect their

view of what the firm should achieve, its stratenv and its wages

policy, and is a potential recipe for conflict.

According to their perceptions of the firm and also their own

requirements as individuals, so the stakeholder groups will behave.

Furthermore, it is partly from the behaviour of the stakeholders that the

ma.nagement of the firm draws its own perception and in tum causes

the organisation to behave in a particular way (Hussey and Langham,

1979).

Thus, it is the responsibility of management of the firm to not only

interpret the requirements of its stakeholders, but to decide which

objectives it will meet and which it will not. It is therefore critical that

for orqanisations to survive, management have the necessary

competencies in order to Interpret and manage stakeholder

relationships effectively.

2.5.3 The Stakeholder Concept

.Ar"t)fding to Freeman (1984), the original work at the Stanford

Research Institute (SRI) led to tM stakeholder theory being used and

applied in the corporate planning, systems theory, corporate social

responsibility theory and organisation theory.
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In the 1970's, the stakeholder concept began to surface in a number

of places in the strategic planning literature. Freeman (1984) states

that the basic idea stemmed from the research and writing in the area

011 the corporate planning literaturo insofar as planning and policy are

concerned with the configuration vi an organisation's resources in

relationship to its external environment. Thus, the concept of

"stakeholder theory" grew when various researchers - Hasselhorf,

1976; Rothschild, 1976; Derkindern et aI., 1979; King et al.. 1978 in

Freeman (1984, p. 34) started using stakeholder theory to explain how

corporations plan. In particular, it was used to account for the move

away f",m an "owner view" of corporate planning to that which

actively used the theory to assess strategy formulation and techniques

for strategy analysis.

The systems model of stakeholders re-emphasises participation and is

a far reaching view of the nature of organisations and society.

Furthermore, it has been quite useful in problem formulation and

represents an ongoing stream of research using the stakeholder

concept.

The question of corporate social responsibility of business

organisations was also re-evaluated with reference to the stakeholder

concept developed at SRI (Freeman, 1984). According to Freeman

(199;4), the distinguishing feature of the literature on corporate social

responsibifitv is that it can be viewed as applying the stakeholder

concept to non-traditional stakeholder groups who are usually thought

of as having adversarlal relatiorrships within the firm and less emphasis

is placed on satisfying owners' and comparatively more emphasis is

put on the public or community of employees.

Freeman (1984) states that the organisation theory literature stops

short, for the most part of producing a framework for setting and

implementing direct jon in organisations. He further states that
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Thompson's (1976) elassic study of organisations resurrected the

notion of clientele as a way to designate outside groups, and put the

notion quite simply that we ar~ now working with those organisations

in the environment which makes a difference to the organisation in

question.

According to Freeman (1984) it is precisely this notion of "those

groups who make a difference" which underlies the stakeholder

concept. His approach is primarily concerned with the management of

the relationships of those groups which make a difference. Or stated

differently, how can executives in corporations begin to understand

and manage in the external environment which they currently face?

Hence, this research is building on Freeman's work by looking at the

competencies required of individuals to manage stakeholder

relationships.

2.5.4 freeman's Theory on Stakeholders

-:

Freeman (1984) states that by using the concept of "stakeholder"

managers and theorists will come to see these groups as having a

"stake". Furthermore, the term "stakeholder" connotes "legitimacy"

and while managers may not think that certain groups are "legitimate"

in the sense that thel: demands on the firm are inappropriate, strategic

managers need to acknowledge the legitimate claims of other

stakeholders on the firm (Pearce, 1982).

According to Tombari (1984) societal or political management

determines the legitimacy and viability of the firm in sooletv. It

concerns itself with the firm's non-commercial environment, legislative

and regulatory governmental bodies, as well as social groups which

have a "stake" in the firm. The end product of sor-leta] management

are the freedoms, constraints and rules of the game, under which the

firm operates within society. For this reason, the researcher feels that
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it is appropriate to research the competencies required to manage

stakeholder relationships.

Freeman (1984) has argued that the turbulence in the external

environment has had a major impact on the way business currently

operates and performs. Furthermore, the current theories and

approaches emphar':;e the static nature of organisations and the

predictable and relatively certain parts of an organisation's external

environment. As this study examines both internal and external

stakeholders. the researcher vIm. discuss internal and external change

in greater detail. Freeman (1984) explains that the turbulence business

managers have experienced in recent years can be understood as

coming fro IT! two main sources, namely internal change and external

change:

2.5.4.1 Int~rnal Change

Figure 1 ~ Internal Change - The Managerial View of the Firm:

EMPLOYEE~)

_____________J~._..~
ENVIRONMENT
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It is suggested that change has occurred in each of the

relationships in Figure 1.

According to Freeman (1984), internal change requires us to

constantly reassess current objectives and policies in light of new

demands ,by groups that we are used to dealing with such as

customers, employees! and their unions, stockholders and

suppliers. lnternal change requires action and occurs within the

current "filing system" (Freema"" 1984). Furthermore, it happens

according to well-understood rules, and difficult as it is, Internal

change is what we are used to dealing with on a daily basic, but

it does not directly challenge our conceptual map of the world.

Examples of internal changes that have occurred over the past

few years are as follows :

(a) Customers

According to Freeman (19\~4) customers have many more

choices today. "Made in Japan" has set new standards of

quality, and where these standards have been ignored, the

customer relationships have changed dramatically. Burgess

(1990) states that research at Wits oontlnuallv proves

South African consumers are subject to the same

influences as consumers around the world. He states that

the relative weight of different influences is different, but

the basic influences are the same.

(b) Employees

:n America the workforce is younger and its values are

changing. According to Freeman ('1984), many have argued

that authoritarian management styles must be replaced
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with ~~o):tl0re "human" approach, or that the concept of

"participation" must be explored in practice.

Tombari (1984) states that in the social realm (';'Idividual

expectations seem to be rising while traditlenal social

institutions are falling. Individuals are demanding more from

their jobs as well as from all that serve them. He further

states that things that were once considered expectations,

are now considered in some cases rights or eHtitiements.

Instead of supporting live institutions, people are font.ing

groups to protect their rights through political action.

Tombari (1984) further states that underlying values and

attitudes seem to be in conflict. Once accepted life styles

and values such as hard work, personal responsibility,

competition and rewards for ability, seem to clash with

those that centre on the "rights revolution". The values of

the old appear to contrast markedly with those of the

young, Some groups want to go "back to basics" while

others press forward to "the good life".

Freeman (1984) further states that emplovees are often

times c:...stomers, stockholders and members of special

interest groups. The internal change in this relationship

therefore must be analyzed in conjunction with the external

changes surroundir.g the organisation.

In South Africa the ourreru recession, accordinq to

Stratoudakis (1992) has led to a steep decline in

employment levels. Since 1989 the rate of decline in

p,r.,rJoyment has been sharper than in the last two decades.

The main reasons for this are the long recession, the fact

that it was initiated after a lengthy period of low growth



2.5.4.2

and trade union activity which continued to .exert strong

upward pressure on wages until the middle of the year.

Furthermore, as stated by Stratoudakis {199;'l) at an

industrial level, employers and unions ,z>_reco-ordinating

collective barga.ining forums addressing industrial r~)lations

and specific economic issues, such as Job security I and job

creation schemes, moratorium on retrenchments, provident

and pension funds, literacy and training. Taxation and VAT

as well as poverty relief programmes are also being

encol,':raged and discussed bY~iTIployers, unions and

worker bodies.

External Change

External change according to Freeman (1984) is the emergence

of new groups, events and issues which cannot be readily

understood within the framework of an existing model or theory •.

Furthermore, external change causes uncertainty, and it makes

us uncomfortable because it cannot be readily assimilated into

the relatively more comfortable relationships with suppliers!

owners, customers and emp'ovees.

Freeman (1984) further arpIJ8S that external change can be

understood in terms of the emergence of several new groups and

the restructuring of the relationships of lesser importance. Many

of these changes have been around for some time, yet we have

been slow to incorporate them into our framework for managing

the firm (Freeman, 1984). So, events and pressure groups with

which we should be familiar become crises because We have not

incorporated the idea of their existence into our day-to-day

routine.
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Figure 2 depicts the difference between internal and external

change. It is important to note that the difference between

internal and external change is relative to a particular framework

or theory (Freeman, 1984).

FigUre 2 - The Difference r twes,'.: internal and External Change :

ENVIRONMENT------___ -----

/
CORPORATION ~'. ., -;-£1~

AND ITS Intem~QMERJ

M~~~S~

~,

ENVIRONMENT

Moss Kanter (1983) further states that evert the best leader may

not be able to control an organisation, or acoomplish all its

objectives in a turbulent environment in which the organisation is

success may depend less on its own decisions than on decisions

made elsewhere, by others according to different criteria.

According to Manning (1988), every manager likes to think he is

in control of his company's destiny. However, in reality most

managers are out of control most of the time, their stakeholders

are pulling the strings and external events are their masters.
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2.5.4.3 Stakeholder Framework,-

freeman (1984) states that from a rational perspective, business

needs to understand who the stakeholders are Inthe organisation

and what are the perceived stakes. Secondly, business needs to

understand the organisational processes used to either implicitly

or explicitly manage the organisation's relationships with its

stakeholders and whether these processes "fit" with the rational

"stakeholder" map of the organisation. Finally, the businesses

must understand the set of transactions or bargains among the

organisation and its stakeholders and decide whether these

negotiations "fit" with the stakeholder map and the

organisational processes for stakeholders.

Freeman (1984) thus starts his model on stakeholders, by firstly

examining the "enterprise strategy" and by answering the

question "what do We stand for"? The basic model discusses ths

following factors, stakeholder analysis, values analysis and

societal issues as seen in the Figure 3 below.

Figure 3 - Enterprise level Strategy :

Enterprille
Strategy

V81~let>\
A!v~(rslfl~-------~----------~ Issues

WhO We our stakeholders 7 What are the dominant
organisational values ..,

What are the major issues
facing our society over the
next 10 years 7 (economic,
political, social,
technological) •

What effects do we have
on each in political,
economic and social
terms?

What are the values of the
key executives and board
members 7

* How do these stakeholders
perceive these effGcts ?

What are the values of the
key stakeholders?

How do these issues affect
our orqanlsatlon and OUr
stakeholders?
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Freeman (1984) thus suggests that in formulating enterprise

strategy, stakeholder analysis is used to help executives think

through the effects that their actions have on external groups at

a macro level. Furthermore, he suggests that without such an

analysis, answering "what do we stand for" will be done in a

vacuum, and the result may well not be acceptable to those

groups whom it will affect.

Freeman (1984) argues that it is imperative to analyze the values

of the organisation, and claims that if there is dissonance

between the values of an organisation and its members, and

dissonance between the values of a "stakeholder organisation"

and its members, then it is little wonder that successful

transactions ever OCC~jr. Thus, the task in assessing values,

would be to determine the intrinsic and instrumental values of

executives, and the intrinsic and instrumental values of the

organisation and thereafter, to look at and analyze the difference

(Freeman, 1984). Conflicts and inconsistencies between

executives and the organisation would be realised. Thereafter,

the intrinsic and instrumental values of the stakeholders would be

examined bel=Or9recognising the conflicts among organisations

and their stakeholders,

Finally, Freeman (1984j suggests that the firm, embark on a

social issues analysis and dsterrnine, what the major issues

facing society today are, what the major issues facing our

society in the next 5 to 10 years are, and the central differences

between these two sets of issues. He suggests that the firm

divide these issues into economic, technological, political, social

and managerial. He states thatthere are many ways to put these

pieces of analysis together into a statement of enterprise level

strategy, however, the outcome should be some sort of "flt"

with the society in Which managers find themselves.
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2.5.5 Stakeholder Management

The move ioday is from stakeholder influence towards stakeholder

participation and co-operation (Dill, 1975; Van den Bergh, 1992).

Through a co-operative strategy, a firm builds good will, credibility and

trust with its stakeholders (Tornbarl, 1984). Furthermore, Tornbari

states that the firm is thus able to combine its own long run objectives

with those of its constituency and enables a firm to manaqe

stakeholder expectations without manipulating them. Binedell (1987)

states that stakeholder management is becoming increasingly

important in South Africa, as multiple stakeholders make demands on

organisations. He further states that the traditional managerial model

of the firm has as the stakeholders, the customers, suppliers and their

employees. He argues that in turbulent times this is too narrow a focus

and that the model of stakeholder analysis should be broadened to

include the forces and issues that work in the macro environment.

According to Sturdivant (1979), the most efficient and effective

strategies for managing stakeholder relations involves efforts ."",ich

slmultaneously deal with issues affecting multiple stakeholders.

Furthermore, in order for the stakeholder management process to

occur I a company must first be aware of its strategic options, and

secondly have participative input from a number of people with diverse

backgrounds and knowledge of different stakeholder groups

(Sturdivant, 1979).

The term "stakeholder management" may imply manipulation, it is in

fact more akin to the development of marketing strategy: know your

market (and segments thereof); know yourself (oblectives resources);

devise the appropriate strategy (Sturdivant, 1979). It has been

suggested by sociologists that stakeholders need to be viewed in a

holistic fashion and dimensions such as sex, age, ethnic background

and community ties need to be looked at (Dill, 1975). As, out of their
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2.5.5.1

characteristics as persons and groups, out of single and.-9ybrid roles

that they play, come the stances that stakeholders take vis-a-vis

strategic decision making in the firm.

Binedell (1987) states that in order to understand the stakeholders,

organisations need to systematically engage, understand, negotiate and

respond to various stakeholders' interests in order to play a more

effective role. Such an analysis will furthermore give new insight to

management and broaden their understanding of the values and

assumptions that-are driving behaviour in society and more speclficallv

their market places. He suggests that we need to change our

organisation mentality from one of efficiency and a narrow coping with

problems to orqanlsatior.s that are willing to experiment, feel, sense,

and willing to challenge the way things are.done. Thus, organisations

should try and find methods of managing through a fundamentally

different paradigm of organisation management.

Finally, the notion of stakeholder management does not suggest that

managers must change their attitudes to conform with activists or vice

versa, nor does it imply that managers should roll over and play dead

in the face of opposf 19 views (Sturdivant, 1979). It does argue

strongly for recognising that significant attitudinal differences are likely

to exist and suggests the importance of understanding the attitudes

and behaviour of stakeholder groups. It further permits stakeholder

values to be incorporated with those of management, resulting in a

closer, more positive relationship (Tombari, 1984).

The Role of Management in Managing Stakeholders

According to Hill and Jones (1992) whatever the magnitude of

their stake, each stakeholder is part of a connected group with

implicit and explicit contracts with the firm. As a group,

however, managers are unique in this respect because of their
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posltiori at the centre of the nexus of contracts. Furthermore,

according to Hill and Jones (1992), managers are the only group

of stakeholders who enter into a contractual relationship vvlth all

other stakeholders. They also posit that managers are th~ only

group of stakeholders with direct control over the decision

making apparatus of the firm (although some stakeholders, and

particularly those suppliers of capital, have indirect controll.

Therefore, according ',",)Hill and Jones (1992) it is incumbent

upon managers to make strategic decisions and allocate

resources in tht' ~,"\,nnar most consistent with the claims of

stakeholder group;:

Ma\"'Iagement must therefore balance conflicting interests and

somehow create a'\\sense of harmony between stakeholders so

that they collectivelv can help the firm rather that) harm it.

Manning (,1988) fll'·'I...O\'claims that managers have failed to take

charge, as for tr 109, they have lived with benevolent

stakeholders (or in the South African context, subservient

stakeholders) who have chosen not to exercise their real power,

or to challenge managers' control,

As has been evident in South Africa, both in an industrial as well

as a commercial setting, people have increasingly voiced their

opinion via strikes, mass action and stay aways. Management

will therefore need to learn to manage stakeholder expectations

both internal and external to the organisation more efficiently.

Significant Prior Resejlrch

I' ccording to Freeman (1984) the following research was conducted

in the United States of America with regards to stakeholders:
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Sturdivant (1979) investigated whether the values of senior

management and certain stakeholders in the firm were different.

He t'ound that there were fundamental differences in the values

of executives and activists when measured by the Sturdivant-

Ginter questionnaire,

Sonnenfeld (1981) surveyed the forest products industry in an

attempt to define the whole array of public issues and responses

to these issues. The findings of his study will go a long way

towards understanding the ability of strategic manaqement

models to respond to public issues.

Chakravarthy (1981) studied the ability of several companies in

the coal industry to respond to environmental change.

Miles (1982) conducted an in depth analysis of the tobacco

industry and tried to merge the concepts to corporate stratepv,

"constituencies" and business government relations.

Tiffany (1982) analyzed the evolution of the steel industry since

the turn of the century sharing the complex interactions and the

conscious strateqles which were put in place to manage

stakeholder groups.

Emshoff and Freeman (1979) reported the results 01 a specific

intervention with New England Telephone on a more traditional

business issue which was surrounded by a number of stakeholder

concerns, and began to develop several prescriptive propositions

for management.

Roberts and King (1989) conducted a stakeholder auc..;" for a

commissioner assigned to head a department of education and to

promote excellence in the educational system. The audit was expected
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to help ease the commissioner's transition into the new position and

help set the agency's direction. Roberts and King (1989) further

contend that the audit is especially well suited to assist managers who

are confronted with the potitics of management wherever it is

practised.

At the Societal Strategy Project of the European Foundation for

Management Development and of the European institute for Advanced

Studies in Management in 1981, academics and managers met to

identify ways to meet the critical need to balance socio-political

response and economic realities for. business. Based on a sample 0'1
managers, a group of six stakeholders was rated very highly in terms

of importance over the next decade, namely, managers themselves;

competitors, final customers, banks, national government and unions.

The highest increase in relative importance centred around other

emerging stakeholders, namely white collar workers, worker councils,

consumer associations, raw material suppliers, local governm~nt and

society at large (Kenny, 1984).

As can be seen, a limited but significant amount of research has been

conducted in the arena of stakeholder management, however, it has

limited relevance to the researchers chosen area of research. In South

Africa, the following research bas been conducted:

Hofmeyr (1989) investigated the feasibility of the stakeholder approach

amongst developers in the black-zoned urban areas. The objective was

to determine whether it should form part of the strategic planning

process to identify the different attitudes and perceptions various

interest groups may have of developments, which may impact on the

viability of these developments. The aim being to reduce some of the

uncertainty associated with developments.
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Accmding to Hofmevr (1989)1 interviewees expressed doubts about

the practicality of the application ofthe stakeholder model. In their

opinion, it was difficult to find the time to identify all possible

stakeholders. They further expressed that by identifying the

stakeholders it was possible that a planned development might be

exposed to competitors 81 ..• the development may 'thus lose some of

its competitive advantage. Furthermore, it would be difficult to

prioritise the requirements of the stakeholders identified. However, the

findings further revealed that there was sufficient support for the

stakeholder concept, with the majority of interviewees finding

=---c sufficient benefit to justify the use of the model to some degree.

Honeyborne (19B7) attempted to establish what sources are used by

strategic. managers to collect information and to discern whether these

are dependent upon the structure of the organisation stakeholder map

or the organisation's strategic path. It was found that a relationship

does exist between tl ~f.J sources of information used and the number

of stakeholders a corporation has.

Mendelow (1982) sf rdisd the relationships between a chief executive

officer's background and his perception of stakeholders' effectiveness

orlteria, corporate financial performance and strategy. Stakeholder

bodies Were thus polled to determine the eHectiveness criteria by

which they would judge the organisation's output.

2.5.7 Conclusion

Hence, very little empirical research has been conducted in the area of

stakeholders. Specifically, no empirical research was found that set

about determining .or identifying specific competencies required for

managing stakeholder relationships. The purpose of this research is to

identify those stakeholders critical to the success of a business

organisation and the commensurate time spent managing the
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stakeholder relationships. In this way I the researcher hopes to

ascertain whether management priorities are aligned with the

environmental demands of stakeholders existing in the retail

environment.

The research attempts to identify the reasons why management

experience difficulty in managing stakeholder relationships and the

commensurate training and development needed to assist manag:ament

In managing stakeholder relationships.

2.6 Competencies

2.6.1 Need for Competence in Individuals

According to Klemp .tlndMcClelland (1986/, leaders of organisations

want to know what kinds of intelligence, that is what adaptive

characteristic qualities, are needed by managers to do the

organisation's jobs well. Specifically, they want to know what is

needed for success as a senior manager, for it is on such managers

that the success of the or.ganisation hinges. For organisations in the

world of business, education, government and the armed services, it

is important not only to be able to identify what the attributes of

successful executive leaders and managers are, but to select people

accurately on the basis of these attributes or to help persons acquire

those attributes that they do not possess to the needed degree (Klemp

and McClelland, 1986).

Hence, in this turbulent and changing environment it is imperative to

select awl recruit the "riqht'' individuals for the right jobs in order to

assist in the strategic survival and growth of the firm, when the only

certainty is that tomorrow will bring a new day, different from the

challenges and demands that management faced today.



According to Hall (1979) people learn to be competent as a natural part

of the development process, as long before individuals come into an

organisation, each person has acquired problem ;;,olving skills and

numerous coping mechanisms. Furthermore, as environmental

demands change, people adapt themselves to meet the new demands

and become adaptivelv fit, as the more effectively we adapt, the longer

we survive.

Hall (19'9) further states that the competent individual is one who is

equipped with adaptive skills and individual competence. Competent

individuals comprise the vast majority of the human race. He states

that the task of management is about trying to harness this basic

individual competence, this key to adaptive fitness, this insurance to

surviva bility.

Managers therefore do not create competence, but they do control its

expression through the organisational contexts they create and the

manager's job of facilitating the expression of individual competence

is made easier by the fact that there is a competence motive among

people (Hall, 1979). The purpose of this research is to Identify those

critical competencies required to manage stakeholder relationships in

today's environment.

2.6,2 Definition of a Job Competency

The concept of a competence is not new, but dates from 1959 when

the psychologist Robert White labelled it "8 basic drive for

effectiveness" (Klemp, 1982). According to Klemp (1982) there has

been no generally agreed upon meaning, however, for common

understanding "competency" is defined as any attribute of a person

that underlies effective performance. He further defines a job

competency as "an underlying characteristic of a person which results

in effective and/or superior performance in a job".
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Boyatzis (1982) defines a job competency as an underlying

charactstistic of a person in that it may be a motive, trait, skill, aspect

of one's self image or social role, or a body of knowledge which he or

she uses.

Klemp (1982) further states that a job competency is simply an

attribute related to doing a job effectively. A personal attribute in this

context can take many forms. It can be a kind of knowledge, an ability,

....0 interest, ai trait, a motive, even a self concept ~ but the only way

that such ~n attribute becomes a competency is in its relationship to

performance (Klemp, 1982). He furtheil' states that people carry with

them a wide assortment of knowledge, abilities, interests, traits and

motives, but unless these attrlbutes relate demon ..trablv to doing a job

well, they are not job competencies.

Boyatzis (1982) states that in orde/ to define a competency. we must

determine what the actions were and their pir.;{:e iii a svstem and

sequence of behaviour and what the results OJ effects were and what

the intent or meaninq of the actions and results were.

Thus, according to Boyatzis (1982), it is through such-a definition that

the concept of a job competency represents an ability. Furthermore, a

person's set of competencies reflect his or her capabilitv And are

describing whe;t he or she can do, not necessarily what he or she does,

nor does all the time regardless of the situation and setting. He further

states that cornpatertcles are characteristics that are ';3u,sally related

to effective and/or superior performance in a job. Boyatzis makes a

distinction between those characteristics which are essential \0

performing ajob, i.e. a threshold competency and th '\e characteristics

that differentiate superior performance hom average and poor

performance, i.e. competencies. This can be compared to the view of

Klemp and iVlcClelland,. (15186)who SU9ge.3tthat competencies can be

classified into two broader types :.
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1. OOn'centCompetencies or usable knowledge related to a role,

2. Process Competencies or attributes that bear on how knowledge

is applied offectively. Thus, according to this definition, age and

experience are not competencies themselves but may contribute

to the acquisition of content and process competencies.

Klemp and McClelland, define competencies more specifically as

attributes of an individual that are necessary for effective performance

in a job or life role. An attribute is a competency only it it contributes

to effective performance in the role speclfied.=

These attributes can include -

1. general or specialised knowledge of use in an occupation;

2. abilities, both physical and intellectual;

3. traits, such as energy level and certain personality types;

4. motive and need states that direct individuals towards desired

behaviour patterns; and

5. self images that reflect the roles people see themselves in and

their concept of how effective they are in themselves.

2.6.3 The Origin of Competence

According to Goleman (1981), the first usage of what McClelland now

calls competence assessment had its beginning in the early 1970's in

the United States Information Agency. The USIA had very few blacks,

members of other minority groups or women stationed in foreign

countries and staffs were made up almost exclusively of white men.
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2.6.4

Goleman states that although blacks and other minorities were

applying for the jobs, very few among the several hundred top scorers

were called back for more detailed interviewing, According to the

USIA, the problem was the aptitude tests which measured general

intelligence, English usage and the background knowled~~ of history

and government. An internal state department study found that scores

on the test had no relationship to how USIA officers actually performed

on the job overseas. On the basis of questionable criteria, the agency

was turning down otherwise talented candidates in the first screening

among them, many women and minority members.

Thus, McClelland was called in to identify the motives, attitudes and

habits of outstanding USiA officers and, after identifying the "right

stuff" developed specific criteria that could be used instead of the

aptitude tests in choosing new officers for the agency (Goleman,

1981). The first attempt into what McClelland now calls competence

assessment ended in disappointment, but it laid the ground work for

a bold new approach to personnel screening and testing. Dozens of

organisations have adopted McClelland's alternative to intelligence and

aptitude tests i.e., competence assessment with the help of McBer, a

Boston based consulting firm set up in 1970.

The Competence Process

According to Hall (1979) responding in a productive manner to the

social and physical demands of the environment is the essence of

competence. Part of adaptive fitness involves the solving of problems.

To respond competently to problems people encounter, they must be

able 1;0 sense the meanings of events and create appropriate ways or

raspondinq, Furthermore Hall (1979) states that people must be able

to perceive the nature of the environment in a fairly accurate way, be

able to understand and interpret accurately the meaning of whatever

task is to be done, and thereafter invent an on-the-spot response to the
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demand. It may mean that they must be able to intuitively see into the

future and anticipate the consequences of behaving one way as

opposed to another I or invent a new way of behaving or rely on very

unlikely resources that were not even designed to bear upon that

problem (Hall, 1979).

According to Hall (1979) these are all creative processes and therefore

the competent response then calls for a certain amount of creativity on

the part of the individual. He thus surmises that competence demands

an equal part of creativity and commitment and the less creative we

are, the less adaptive we are.

Competence thus demands creativity. creativity in turn demands

commitment and people are not going to exert the kinds of energy,

mental or physical, required to adapt to environmental demands in

effective ways if they are not committed to solving the problem at

hand. They are not interested in being adaptive without some

underlying motivation. Commitment is thus the psychological energy

which powers and facilitates achieving a creative interface of the

internal and external environments.

Hall (1979), therefore argues that competence is a sustained capacity

for meeting environmental demands in both a creative and committed

fashion.

2.6.5 Bovatzis' Model of Compet\~nce

2.6.5.1 Dimensions of the Management CompetencY Model

According to Boyatzis (1982) a competency model of managers

should have two dimensions, one compromising the type and

two the level of competency. Different types of management

competencies are associated with various aspects of . nnan
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2.6.5.2

behaviour and a person's capability to demonstrate such

behaviour. For example, a planning competency would be

associated with specific actions such as setting goals, assessing

risks and developing a sequence of actions to reach the goal.

Levels of competency suggests that each competency may exist

within the individual at various levels, with motives existing at

the unconsclous level, self image at the conscious level and skills

at the behavioural level. Each level may vary in its impact on the

disposition of the person to use the competency. This would be

reflected in the frequency with which the person applies the

competencies in his or her job, as well as in the degree to which

the competency is applied in any situation. For example, a

planning competency may exist at multiple levels.

Boyatzis (1982) further states that the second dimension of the

competency model was thought to have three basic levels,

namely the motive and trait levels; the self image and social role

level and the skill level. These categories reflect the components

of a competency appearing in the dsfinition of a competency.

Dynamic Interaction

Bovatzis (1982) describes the dynamic interaction of the

components of the conceptual model used as a basis for this

study in terms of .::1 force field representation. He further states

that the interactlon between the person and his or her

environment results in action or demonstrated behaviour.

Furthermore, feedback occurs between the person's

competencies and specific actions. Boyatzis states that a

person's competencies have a direct impact on what specific

actions are demonstrated and there is some (mpact on the

person's competencies. Each time an action is demonstrated,
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there is same impact between the functional and situational

demands of the job as well as specific actions, thereby prompting

feedback. Furthermore, the demands of a job have a direct

impact on what specific actions are demonstrated and how they

are demonstrated, regardless of whethar they are mental of

physical actions, Boyatzis states that the f"'gani :l;:~tional and

cultural environment set the stage as to what approp"hate actions

is, but exert their impact on individual action through affecting

the functional and sltuetlonal demands of the job.

Each of these ccJir;ponents, which relate to performance in a job,

have some impact on each other. The nature and strength of the

impact varies. In so.ne cases the impact will be a refinement, or

fine tuning of what specific action will be demonstrated. In other

cases, the impact will be a stimulation, or arousal of something

in one of the other components.

Boyatzls (1982) states that over a period of timer each of these

components should af1ect each other sc as to increase

consistency. That is, if certain tasks and functions are repeatedly

required by the job, the person will either -

1. increase the frequency with which certain cornpetencies'are

applied, or aroused, to address this function, thereby

improving the quality of performance of that function; or

2. avoid that task or functions of the job if he or she does not

have any of the competencies which are applicable to

performance of the function.
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2.6.6 General Model of Managerial Competence

Jones and Woodcock (1988) have developed a general model of

managerial competence. This is portrayed in a concentric model with

managing self being at the core or centre. Thereafter, it is followed

with managing subordinates, managing organisational interfaces and

managing external relations. They further suggest that each of these

four levels of responsibility require that each manaqer has different

knowledge and skills.

Figure 4 - General Model of Managerial Competellce :

Managing
subordinates

\ C:),,",.\ \ self

\ \ \ <.

\~
'", /'

~--~

---
Managing external ~

relations..... .,.......,' •
interfaces

The essence of this research revolves around the competencies

required to manage external relations and organisational interfaces.

Thus, Jones and Woodcocks' model will be discussed in some detail.

Managing External Relations - Jones and Woodcock (1988) state that

managing external relations refers to the areas of responsibility that the

manager has vis-a-vis people outside the organisation, such as

customers. clients, suppliers, potential clients and the general public.
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They further state that there are three important skill areas to take into

account when considering how effectively the manager conducts

external relations, namely: '

managing public relations;

managing customer / client I supplier relatio.rs: and

recruitment and orientation.

Figure 5 - Managing External Relations:
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Managing Organisational Interfaces - Jones and Woodcock (1988)

state that managing organisational interfaces involves working

effectively on the interchanges between their unit and oti.ors whether

they are above, at the same level or below. This can be related to the

work of r'eeman, who advocates that there are both Internal. and

external stakeholders. In addition, change has occurred in both the

internal and external environment. Furthermore, many of these
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2.6.7 Derivation of Supra-Competencies

The competencies tested in this research have been derived from a

study conducted by Victor Dulf~wicz and Professor Peter Herbert at the

Henley Management College in England (Dulewicz, 1989)"

Dulewiez, (1989) states that high fliers attending the general

management course at Henley are assessed by their bosses and by

themselves on 40 specific competencies, derived from the assessment

Centre literature and Dulewicz's own research as part of a personal

development workshop.

Dulewicz (1989) states that for their analysis, they took an average of

the self and boss ratings on each of the 40 basic competencies and

through rigorous statistical factor analysis of these average ratings, 12

independent dimensions of managerial performance were identified.

Dulewicz (1989) states that these 12 independent dimensions of

managerial performance, called "supra-competencies" can be used to

assess the entire range of managerial behaviours.

These supra-competencies have been grouped under four main

headings, namely intellectual, interpersonal, adaptability and results

orientation. Dulewicz (1989) further states that these supra-

competencies are the key criteria that managers and their bosses use

to assess variations in job performance and so constitute core

managerial competencies at middle management level.

As these supra competencies form the basis of the questionnaire for

this research, they have been defined and detailed as follows :
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Intellectual

1. Strategic Perspective - Rises above the detail to see broader

issues and implications; takes account of wide-ranging influences

and situations both inside and outside the organisation before

planning or acting.

2. Analysis and Judgment - Seeks ail relevant information; identifies

problems, relates relevant data and identifies causes, assimilates

numerical data accurately and makes sensible interpretations;

work is precise and methodical, and relevant detail is not

overlooked. Makes decisions based on logical assumptions that

reflect factual information.

3. Planning and Organising - Plans priorities, assignments and the

allocation of resources; organises resources efficiently and

effectively, delegating work to the appropriate staff.

interpersonal

4. Managing Staff - Adopts an appropriate interpersonal style for

achieving group objectives; monitors and evaluates their work;

shows vision and inspiration; develops the skills and

competencies of staff.

5. Persuasiveness - Influences and persuades others to give their

agreement and commitment; in the face of conflict, uses personal

influence to communicate proposals to reach bases for

compromise and to reach an agreement.

6. Assertiveness and Decisiveness - Ascendant, forceful in dealing

with others; can take charge; is willing to take risks and seek
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new experiences, is decisive, ready to take decisions, even on

limited information.

7. Interpersonal Sensitivity - Shows consideration for the needs and

feelings of others; listens dispassionately, is not selective, recalls

key points and takes account of them, is flexible when dealing

with others, will change own position when others' proposal

warrant it.

8. Oral Communication - Fluent, speaks clearly and audibly, with

good vocabulary; in formal presentations, is enthusiastic and

lively, tailors content to audience's level of understanding.

Adaptability

9, Adaptability and Resilience- Adapts behaviour to new situations,

resilient, maintains effectiveness in the face of adversity 01'

unfairness. Performance remains stable under pressure or

opposition; (!D{3S not become irritable and anxious, retains

composure.

Results Orientatir.m

10. Energy and Initiative, - Makes a strong, positive impression, has

authority and credibility, is a self-starter and originator, actively

influences events to achieve goals, has energy and vitality,

maintains high level of activity and produces a high level of

output.

11. Achievement Motivation - Sets demanding goals for self and

others and is dissatisfied with average performance; makes full

use of own time and resources: sees a task through to

completion, irrespective of obstacles and setbacks.
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1.2. Business Sense-Identifles opportunities which will increase sales

or profits, selects and exploits those activities which will result

in the largest returns.

2.6.8 Commonality of Competence

Dulewicz (1989) felt that a generic set of competencies exist for

similar levels ofmanaqerna.tt in different organisations. He estimates

that 70% are general requirements across different organisations and

30% are organisation specific. Researchconducted in numerous multi-

national organisations has found a number of very similar core

competencies that differentiate effective and les s effective managers.

According to Klemp and McClelland (1986) competencies or

combinations of competencies are often specific to each occupation.

But as they accumulated more and more information, it became

apparent that certain competencies are generic, appearing in all the top

performers of jobs of the same general type. This dlscoverv is

important because it enables us to compile a set of competencies that

describe the outstanding senior manager in any type of orge,isatlon.

When comparing Dulewicz's (1989) supra-competencies v'fith 80yatzis'

model of management. the following competencies appear to be

similar, "efficiency orientation" with Henley's "planning and

organising", "proactivity" with "assertiveness and decisiveness",

"diagnostic use of concepts" with "strategic perspective". "concern

with impact" with "persuasiveness", the "use of soclalrsed power"

with "persuasiveness", "positive regard" with "interpersonal

sensitivity" r "managing grou~'processes" with "managing staff", "self

confidence" with "energy and initiative", "use of oral presentations"

with "oral communication", "logical thought" with "analysis and

judgement", "conceptualisation" with "strategic perspective",

"developing others" with "managing staff", "self control" and

- 62-



"perceptual objectivity" with "adaptability and resilience", "stamina

and adaptability" with "energy and initiative".

In conclusion, the research sample used to derive the supra-

competencies, comprised UK and overseas managers shortly destined

for general manager or equlvatent.roles in their organisation. Althaugh

this research does not test the relevance of the supra-campetencies

across all responsibilities of management but purely for managing

stakeholder relationships, it will be relevant to. note the mast critical

competencies required to.manage stakeholder relationships and further

refine Dulewicz's study to the South African scenario.

2.6.9 Significant Prior Research

The literature was reviewed to. ascertain whether any empirical

research had been conducted in the area of competencies, specifically

to determine whether any other significant prior research had been

conducted to identify competencies for managing stakeholder

relationships.

Lapinsky (1989) examined the cornpetencles demonstrated by

outstanding managers at senior management level and examined

differences between this local sample of South African managers and

a large international study conducted by Boyatzis (1982). According to

Lapinsky (1989) the results of the study indicated a similarity with the

findings of the two studies although important differences emerged.

The ability to handle complex socio-political change emerged as a

distinguishing competency for the local management sample.

Brest (1981 i investigated the perceptions of managerial competencies

amongst men and women at the middle to , ;r~or management level in

the Life Assurance Industry. The purpose of the research was to

establish whether gender based factors impact on the perceptions of
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managerial competencies and have a corresponding influence on the

advancement of women in management. The results of Brest P 99" )

indicated that men and women do not differ in their perceptions of

managerial competency. Differences in perceptions, however, were

found in relation to managerial level and the length of total work

experience.

The researcher found no other significant prior research that

investigated the competencies required to manage stakeholder

relationshlps.

2.7 The Research Que6:tions

In conclusion, the literature review has provided the context and framework

in which the research questions will now be posed and stated. Hence, the

research questions are as follows :

Question 1

Wno are the most critical stakeholders existing in the retail environment for:

1. store managers ?

2. general managers?

Question 2

Are there significant differences in the time spent attending to stakeholder

concerns existing for :

1. store managers?

2. general managers?
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QUestion 3

Is there a relationship between the time spent and the perceived Irnpartance

of various stakeholders existing for management?

Question 4

What are the most critical competencies required for managing stakeholder

retationshlps for the:

1. store maaaqer ?

2. general manager?

Question 5

Are there differences in the competencies required to manage different

staketiolders for:

1. store managers ?

2. general managers?

Question 6

Who cia store managers and general managers perceive to be their potential

stakeholders in the next 5 ~ 10 years.

The nature of the research is exploratory,
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CHAPTER 3

RESEAaCH METHODOLOGY

~LO Introduc.tion

The research rnsthcdoloqv used to lnvestiqate the research questions

identified in Chapter One and Chapter Two is discussed in this chapter.

Specifically it discusses and defends the use of the survev approach, the

design of the research questionnaire used for data collection, the sampling

technique applied in selecting the survey respondents, the data gathering

process and the statistical techniques applied in anl:llysing the research

results, As the research was exploratorv in nature and took the form of

theory building, the researcher developed the questionnaire personally, after

reviewing the literature.

3.1 The Survey Approach

The survey is used when the researcher wishes to elicit opinions and not

hard facts as the primary objective (Pirow, 1990). Furthermore, surveys tend

to be more sfflclent and economical than observation, ilil that it can expand

(if a questionnaire i" used) the geographic coverage at a fraction of the cost

and time required bv observation.

Babbie (1989) states that surveys may be used for descriptive explanatory

and exploratory purposes, They are chiefly used in studies that have

individual people as units of analysis, as was the case in this research.

Furthermore, the survey research is probably the best method available to

social scientists interested in colieeting original data for describing a

population that is too large to observe directly (Babbie, 1989).



3.2 The Survey Populatiol1.

The research conducted was aimed at identifying the mast critical

competencies required to mflll:il;Je stakeholder reletionships in the retail

environment. The reason for selecting the retail environment, is that the

retail sector contributes :2.6%towards the overall gross domestic product of

South Africa (Cumulative 1991 Statistics, Central Statistical Services). Of

the economically active population in SouthAfrica, 4.09% of the population

are employed in the retail sector (S.A. Reserve Bank, 1990, 3rd Ouartar,

Central Statistical Services).

Retailing or retail dlstributlon is an essential and nat insignificant part of the

total economic activity in industrlallv developed countries. Another

significant feature of the retailing r·Gctor of the economy is the large number

of independent decision making units which it comprises. Many significant

decisions for the economy as a whole are made by the relatively small

number of multiple supermarket store groups. it is part of the workings of

the economy which affects almost everyone on a daily basis.

Given the exploratory nature of this study and the fierce competition existing

in the retail environment as well as non-comparability of jO'to;) in the retail

sector, the researcher was limited to conducting this research in one retail

chain.

3.3 the Survey Sample

The organisation used in this research was Pick 'n Pay Stores Limited. At thJ

time the survey was conducted there were approximately 28 273 employees

employed within the group operating throughout South Africa. The group of

companies is involved in the buying, SelH'i'ld and marketing of consumer

goods including foods, non-foods and clothing within the retail sector to all

sectors of the South African society. There are six distinct different

operating units, comprising Hypermarkets, Superstore£, Supermarkets, Price
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Club, Chain Reaction and Boardmans. Within the Pick 'n Pay Group only

Hypermarkets, Supermarkets, Superstores and Price Club were used as the

survey sample.

At the time of conducting the. research, there were fourteen Hyperrnarkets,

throughout the group of which nine are situated in the Transvaal, two in the

Western Cape and the remainder in the other geographical regions.

Superstores is currently managed with a head office function onry in the

Transvaal, although the Western Cape does have two "Superstores" in their

geographical location. There were one hundred and fifteen stores

geographically divided into six Supermarket regions, headed' by a general

manager, located in Natal, Orange Free State, Western Cape, Eastern Cape,

Natal and in the Northern and Southern Transvaal. Price Club is cur.sntlv

operating only in the Southern Transvaal and in the Orange Free State ..The

group head otftce is located in Cape Town, which sets corporate policy and

procedures and renders a variety of services to the operating regions and

Hvpermarkets,

Participants selected to take part in ths study were limited to store managers

(i.e, those managers directly responsible for the operating performance of a

given store), and general managers (i.e. those managers directly responsible

for the operating performance of a given region or Hypermarket). Staff

reporting to supermarket managers range from one hundred and fourteen to

three hundred and seventy eight and for General Managers four hundred and

seventy five up to one thousand and forty. Average turnovers for a

supermarket store range from twenty five million to one hundred and ten

million per annum and for. a Hvpermarket from one hundred and fifteen

million to approximately two iumdred and sixty rnil'ton per annum. Hence the

range of responsibilities would thus differ between that of a store managers

and for a general managers.

At the tlrae of the study, the identified population included one hundred and

fifty store managers and twenty two general managers, of which seventy
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seven store managers and all general managers participated in the study.

The participants were chosen via convenience sampling.

3.4 Design of th3 Research Questionnaire

According to Pirow (1990) the most frequently used method of collecting

mensural and observational data for survey research is that of the

questionnaire .. As tne research involved the perceptions of both store

managers and genetal managers nationally, and the researcher had limited

funds available, a questionnaire was used as the method of collectIng survey

delta.

Babbie (1989) states that (he term questionnaire suggests a collection of

questions, but an examination of a typical questionnaire will probably reveal

as many statements as questions. When using statements, the researcher

tries to determine the extent to which respondents hold a particular attitude

or perspective. Furthermore, both questions and statements may be llsed

profitably giving the researcher more flexibilit'i in the design of items and can

make the questionnaire more interesting as well. Thus, this research involved

the use of both statements as well as questions.

Some of the pitfalls of questionnaire design that Babble (1989) outlines are

particularly relevant to this research and are as follows :

1. Questionnaire items should be clear and unambiguous. They should

also be precise so that the respondent knows exactly what the

researcher wants to do.

2. Double barrelled questions should be avoided. The researcher needs to

ensure that he is not asking for a single CH .ower to a combination of

questions.
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3. Respondents must be competent to answer the question and the

researcher should continually ask himself whether respondents are able

to do so reliably.

4. Questions that are asked of respondents should be relevant. When an

issue is real, there may be no way of telling which responses genuinely

reflect attitudes and which reflect meaningless answers to an irrelevant

question.

5. The respondent should be able to read an item quickly, understand its

intentand select or provide an answer without difficulty, therefore, the

researcher should provide clear, short items that will not be

misinterpreted.

6. Negative items should be avoided, as well as biased items and terms.

In asking questions, researchers have t"IIO options. They may either ask open

or closed ended questions (Babbie, 1989). Closed ended questions arevery

popular, as they provide a greater uniformity of response and are more easily

processed. The chief shortcoming of closed ended questions lies in the

researcher's structuring of responses whereas, open ended questions must

be coded before they can be processed for analysis (Babbie, i 989).

Furthermore, the coding process of open ended questions often requires that

the researcher interpret the meaning of responses, opening the possibility of

misunderstanding and researcher bias (Babbie, 1989). There is also a danger

that some respondents will give answers that are essentially irrelevant to '(he

researcher's intent. Emory and Cooper (1991) state that the questioninq

technique has its shortcomings, however, the major weakness is that the

quality of information secured depends heavily on the ability and willingness

of the respondents to co-operate.

However, open ended questionnaires are usually used for complex questions

that cannot be answered in a few slrnpln categories (Pirow, 1990).
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Furthermore, they are desirable when the research requires detail snd

discussion from the respondents and when his unique views, philosophy or

goals are being probed. Questionnaire design i~J ierefore a complex process.

3.5 Structure of_the Questionnaire

As the data was ordinal, a five point Likert rating scale was used. The idea

of using scaling methods is that instead of learning whether or not a

respondent is favourably inclined on an issue, one gets a measure, and a

reasonably rel.able one of his actual position on the attitude continuum.

Instead of being satisfied with differences in kind, one attempts to measure

differences in degree (Moser and Kalton, 1977).

The questionnaire used in this research was four pages long, comprising

open and closed ended questions (See Appendix 2). It included three

sections that the respondents had to answer. The questionnaire was

accompanied by a covering .note from the researcher and research

supervisor as well as a personal note from the researcher. A paqe on

biographical information was attached at the end of the questionnaire.

In Section One, partietpants were asked to rate in order of importance those

stakeholders critical to the achievement of business success. The

stakeholders identified for the retail organisation under study was a

distillation of the stakeholders presented by Freeman (1984, p: 25) and Irwin

(1969, p. 74) and from the questionnaire pre-testmq.

Thereafter, participants were asked to allocate out of a total of fifty units,

the number of time spent attending to stakeholder concerns. The reason for

this was to ascertain whether store managers and general managers had

aligned themselves with stakeholders that WNe the most critical to achieve

business success.
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In Section Two participants were asked once again to rate the importance

of the management performance factors ll.e. supra-oompetencles derived

from the Henley Management Study conducted bv Dulewicz) (1.989) required

to manage stakeholder relationships. The purpose of this was to ascertain

the most critical competencies required for managing the stakeholders

identified as being of great importance at the outset of the study, namely

customers, suppliers, employees, trade unions and the community.

Lastly, in Section Three, participants wert, sskad open ended questions,

aimed at eliciting their personal opinions and perceptions regarding -

* the stakeholder relationships they currently have the most difficulty

managing and the reasons therefor;

* their potential stakeholders in the next five to ten vears and finally the

training and development required to manage those stakeholders more

effectively.

3.6 Pilot Study of the Questionnaire

According to Pirow (1990) one important thing to get out of the pilot

questionnaire is the estimated time to completion, the non-response

questions and questions to which the answers show little deviation.

The questionnaire was administered to a pilot group of three store managers,

three general managers and the Group Human Resources Manager. The

purpose of the pilot study was to ensure that the instrument was easily

understood, consistently interpreted by respondents and to make any further

amendments to the questionnaire if and where necessary.

This was done in face to face interviews with the respective managers.

Where necessary, they were told that it would in no way affect their

promotion prospects, but purely to assist in the design of the research tool



and assist the researcher in the study. The researcher also asked the

respondents if the stakeholders identified wei e the rr'.ost relevant to the retail

sector. The "community" was seen by one of the g3neral,nanagers as being

critically important and was thus added to the list of stakeholders. After the

first interview, the questionnaire format was totally rearranged and reduced

from ten pages to :four pages as the format appeared to be too long and

cumbersome. Thereafter the questionnaire was shown to two additional

general managers, the Group HUman Resource Manager and two store

rnanaqers:

The researcher enquired if the instructions on the questionnaire Vln;;;n:.-

adequate and would be understood by the "average" store manager. It was

suggested that the researcher give the participants more comprehensive

instructions, guidelines and examples. This was attended to.

It was also deemed necessary to add whether the store was located in a

suburban or a country area, where the influence of the community could

have been more prominent.

One of the general managars sl..!ggestedthat the questionnaire "content or

subject" could be too complex for the average store manager to interpret,

however, as none of the other respondents used in the pilot study expressed

concern, the researcher deemed it appropriate to administer the

questionnaire once the necessary changes had been made. During

questionnaire administration it appeared that participants experienced no

difficulty in interpreting and answering the questionnaire.

The researcher conducted a second pilot study with the Superstore region

comprising five store managers to test the adequacy of the presentation and

questionnaire. The store managers present, once again stressed that the

research instrument was adequate and unambiguous. The questionnaire

results were used in the sample survey, i.e. replacement sampling was used.
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3.7 Administration and Method of Collecting the Survey Data

The research }lroject was sanctioned by the Group Human Resources

l>irector and by the Group Human Resources Manager. which probably

affected the response rate. A note was sent to all general managers

inforrning them of the survey and study as well as the purpose and perceived

benefits. The sanction facilitated the agreement by participants to participate

in the research.

The researcher thereafterpersonally phoned the respective general managers

in the different Supermarket operating regions informing them that a

questionnaire would be forwarded to them within the next few days, and

asking them to return the questionnaire as soon as possible. Permission was

also asked it the Human Resource Manaqers could administer the

questionnaire to their store managers at their earliest convenience, of which

they replied in the affirmative.

The Human Resource Managers were thereafter contacted in all the

geographical regions, asking them if they would administer the questionnaire

to store managers, and telling them that their genefal managers had agreed

to this. The relevant number of questionnaires per region were forwarded to

the respective Human Resource Managers nstlonatlv together with prepared

overheads and additional questionnaire guidelines. On receipt of the

questionnaire adrrrfiistration pack, the researcher phoned the respective

Human Resource Managers and discussed the presentation guidelines with

them to ensure consistency and standan isation of administration nationally.

HUman Resource Managers were thus asked to personally administer the

questionnaire to store rnanaqers, to assist them if necessary and to ensure

that questionnaires were returned.

The researcher personally administered the questionnaire to Hvperrnarket

general managers who were fortunately all at a general managers' meeting
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in the Transvaal. The researcher also administered the questionnaire to the

Southern Transvaal, Northern Transvaal and Superstore store managers.

The research was coded. on Survey System computer package, which

included only the closed ended questions. Open ended questions were

analysed qualitatively via frequency analysis, where appropriate. As the

research data is ordinal, the statistics used were rrorr-parametrlc and tests

for between group differences were carried out. Both the Number Cruncher

Systems as well as the Survey System were used for analysis.

3.9 Limitations and Key Assumptions of the Methodolggy

The following limitations and key assumptions should be considered before

examining and interpreting the results.

The researcher assumed that all respondents were competent at interpreting

the research questionnaire. Emory and Cooper (1991 ) state that respondents

may interpret a question or a concept differently from what :Itwas intended.

Furthermore, a respondent may intentionally mislead the researcher by giving

false information. Thus, it becomes quite important to keep in mind that

survey responses must be accepted for what they are - statements by others

which reflect varying degrees of truth (Emory and Cooper, 1991/. The

researcher, however, assumed that the participants saw the value of their

participation in the research and had no reason to bias the research answers.

According to Pirow (1990) whenever a questionnaire is applied to a non-

uniform group, there is a danger that some members of the group will

misinterpret one or more of the questions. One way that this can be

overcome, is by using multiple wording so that the respondent can pick the

correct words. This was hopefully achieved in this research.
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A limitation of this study is that the research is confined to one industry, and

One organisation of that industry. Hence, it may be questionable whether the

research results could be generalisable across the industry at large. A further

limitation is that the research was only conducted across two job categories.

The sample used in the study is relatively small bearing in mind the total

employment figure of the industry throughout South Africa. The internal and

external environment in which the retail industry is operating is changing at

an ever increasing pace and what may have been relevant six months ago,

could be outdated today. By focusing on a stakeholder approach, it is hoped

to provide a degree of certainty, that would not be open to extreme

fluctuations in the environment.

A discus .sion of the survey results and their impik'ati,on~ i;; contained in the

following chapter.
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C HAP T_E R 4

RESEARCH RESULTS

4.0 Introduction

This Chapter presents a summary of the research results and statistical

analysis employed in the research design. The sample dernoqraphios are

detailed, describing the sample composition. This is followed by a discussion

of the statistical techniques employed and the corresponding results. The

results are discussed and .:;iterpreted in Chapte-, 5.

4.1 Sample. Demogrc,phics

Of the total population of one hundred and thirty eight store and general

managers in the company used in the research, a sample of seventy eight

store managers fl." 'i twenty one general managers responded. This is

indicativa of a 6'1,L4% response rate for store managers and 95,45%

response rate for general managers.

The sample demographics were as follows:

Table 1 - Sample Demographics

F-3ian
Black.
White

Coloured

7~~1L__j
The purpose of including this category was initially to ascertain whether

there wore any similarities and differences across the population group
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according to race. However, this was discarded later, due tc fliere being

insufficient representation of certain population groups. This/is a typical

reflection of the composition of managerial teams of most South African

companies to date.

The age dlspersion amongst the respondents was as follows:

(i Table 2 N Age Dispersion

Below 215 [ 1 I25·30 22
31 - 35 32

36 - Above 44

The geographic regions of the respondents were dispersed as follows;

Table 3 N Geographical location

Orange Free State
Transvaal

Western Cape
Eastern Cape

Natal

8
51
21
8
11

l!::::::============~=;I;';;ii=============::::!J

The educational qualifications of the respondents is reflected as follows!

Table 4 - Educational Qualification

Std 8/9
Matrlc

Technikon Diploma or
equivalent

University Degree
Other

13
65

11
7
3

Finally, the store location was represented as follows:
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Table 5 - Store location

4.2 Rating of Critical Stakeholders

In Section 1, o.uestion 1, respondents were asked to rate ten stakeholder

groupings with regard to how critical they are to the achleve-nent of
"business success, using a five point Likert scale, whereby:

1 = No importance to achieve business success; and

5 = critically important to achieve business success.

As the data was ordinal in nature, the interpolated medians were calculated

for the sample, using Survey System, to be able to rank stakeholders in

order of importance. The median is the ntidpoint of the distribution, whereby

half of the observations in the distribution fall above and the other half fall

below the median (Emory and Cooper, 1991). 8elow is a summary of the

findings:

Table 6 - Stakeholder Importance to Business Success

Ie .Stakeholder IL_ Interpolated· Median

4.94
4.51
3.69
3.26
3.26
4.98
4.12
2.92
2.37
3.3~

Employees
Suppliers

Shareholders
Media

Trade Unions
Customers
Community
Government

Political Groups
Financial Community
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4.2.1 Rating of Critical Stakeholders by Job Category

The research attempted to identify if there were any significant

differences between the ratings of store managers and general

managers of the most critical stakeholders to achieve business

success. This was achieved using interpolated medians.

Below is a summary of the findings :

Table 1 ~Rating of Critical Stakeholders by Job Category

Ei.·••••••Ejtak·~hQ,da~~r--....
Employees
Suppliers

Shareholder.
Media

Trade Union
Customers
Community
Government

Political Groups
Financial Community

4.95
4.63
3.71
3.25
3.82
5.00
4.00
2.33
2.38
2.81

4.94
4.46
3.68
3.26
3.14
4.97
4.16
3.08
2.36
3.46

A Mann Whitney U-Test was used on the Number Cruncher System to

test for differences. A Mann-Whitney U-Test is a non-parametric test
"of significance used to compare samples fr6m two populations. ,Ij., non-

parametric test for significance was chosen as it can be employed

without the stringent data and distribution assumptions demanded by

T-Tests (Downie, 1974). All the Mann Whitney tests were carried out

at the 0.05 significance level.

In each case, the null hypothesis (Ho), that there are no significant

differences between general managers and store managers with

regards to stakeholders was tested. The results are given in Table S :
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Table 8 - Mann Whitney Il-Test by Job Category

,~mployees ·0.017 0.9861 Accept Ho
~uppliers 0.645 0.5190 Accept Ho

Shareholders ·0.610 0.541 S Accept Ho
Media • 0.545 0.5860 Accept Ho

'trade Unions 2.161 0.0307 Reject Ho
Customers 0.349 0.7274 Accept He
Community • 0.588 0.5564 Accept Ho
Government • 2.061 0.0393 Reject Ho

Political Groups o. '~~2 .. J.. 0.6949 Accept Ho
Financial Community • {/ i'$ 0.0169 Reject HoL~==~========~==~~ ..~-~======~========~

The only significant difference betw~~!1general managers and store

managers was with regard!) to the importance of trade unions,

gpvernment and flnanclai cormnunitv I whereby t~!3 general managers

rated the Importance of trade unions higher than that of store

managers. The Importance of government and financial community

were rated lower by genAral managers then store managers.

4.2.2 Rating of Critical Stakeholders_IDt....StoreLocation

It was postulated that store location could significantly affect the

research results with regards to the critical importance of the

stakeholders. This was studied using interpolated medians.

Below is a summarv of the findings ;
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Table 9 - Rating of Critical Stakeholders by Store Location

Employees
Suppliers

Shareholders
Media

Trade Union
Customers
Community
Government

Political Groups
Financial Community

4.95
4.54
3.66
3.29
3.27
4.98
4.07
2.81
2.34
3.33

·4.94
4.38
4.00
3.14
3.21
4.97
4.50
3.50
2.50
3.28

II

Once again. a Mann Whitney U-Test was computed to test for

significant differences between suburban and country stores whereby

the null hypothesis (Ho) was tested to determine whether there are no

significant differences between suburban and country stores with

regards to stakeholders. The results are shown in Table 10 below:

Table 10 - Mann Whitney U-Test by Store Location

I ~ Stakeholder .
f-~est
~tistiC·

Employees
Suppliers

Shareholders
Media

Trade Unions
Customers
communltv
Government

Political Groups
Financial Community

0.018
0.00

- 0.897
0.187

·0.093
0.107

- 1.075
- 2..190
• 1.017
- 0.529

0.98
1.00
0.36
0.85
0.92
0.91
0.28

U·0
.
2

0.30
0.59

Accept Ho
Accept Ho
Accept Ho
Accept Ho
Accept Ho
Accept Ho
Accept Ho
Reject Ho
Accept Ho
Accept Ho

The only significant difference was witt,. regard to the government,

whereby the country stores voted the importance higher than that of

the suburban store.
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4.3 Ranking of Stakeholders

To summarise, the data was ranked in order to gain a better overall picture

of the most significant stakeholders as perceived by the total sample.

Ranking from the most crltical stakeholders to the least critical to achieve

business success, the following was evident :

Table 11 - Ranking of Critical Stakeholders According to Medians

Customers
Employees
Suppliers

Community
Shareholders

Flnahclal Community
Trade Unions

Media
Government

Political Groups

1
2
3
4
5
6
7
7
9
10

4.98
4.94
4.51
4.12
3.69
3.32
3.26
3.26
2.92
2.37

Customers were therefore seen as the most critical stakeholder affecting the

achievement of business success; followed by employees with a 0.04

difference. The two lowest were political groups and government.

4.3.1 Ranking of Critical Stakeholders by Job Category

The results were thereafter ranked to identify the most critical

stakeholders of general managers and store manaqers respectively. The

rankings are displayed in Table 12 :
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Table 12 - Ranking of Critical St. kehotders by Job Category

CUstomers
Employees
Suppliers

Community
Trade Unions
Shareholders

Media
Financial Community

Political Groups
Government

1
2
3
4
5
6
7
8
9
10

1
2
3
4
8
5
7
6
10
9

4.4 Time Allocation Towards Stakeholders

Question 2 in Section 1 asked participants to quantify out of a total of 50

units the relative time spent attending to various stakeholder concerns. The

50 units was a reflection of the total time spent attending to stakeholder

concerns only, and not of other work activities. The purpose of this question

was to ascertain whether there was a strategic fit between time spent

attending to stakeholder concerns, and the perceived importance of the

respective stakeholders.

As the data was ratio. the means per stakeholder were calculated using the

Survey System. The mean is the arithmetic average and is the sum of the

observed values in the distribution divided by the number of observations

(Emory and Cooper, 1991). Below is a summary of the means per

stakeholder:
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Table 13 - Mean Time Units Spent per Stakeholder by Job Category

Employees
CUstomers
Suppliers

Trade Unions
Media

Shareholders
Community
Government

PoiJtical Groups
Financial Cornrr,tmity

Genersl .
. Manager.·

17.38
11.14
5.14
5.67
3.14
1.38
3.67
0.57
0.67 I
1.24 I

16.00
11.71
7.08
3.90
1.79
1.95
4.76
0.71
0.67
1.45

16.28
11.59
6.67
4.27
2.08
1.83
4.53
0.68
0.67
1.4

A Mann Whitney U-Test was computed-to determine if the differences in

time spent attending to stakeholder concerns were of any significance

between general managers and store managers. The test was carried out at

the 0.05 significance level.

In each case, the null hypothesis (Ho) tested was that there is no significant

differences between the time spent by general managers and store managers

attending to the different stakeholder concerns. The results are shown in

Table 14:
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4.4.1

Table 14 - Mann Whitney UwTestfor Significant Differences between Genera!

Managers and Store Managers with Regards to Time Spent on Stakeholder

Concerns

1.394
- 0.732

_ _:_3_._124
--2.331

2.802
- 0.680
- 1.930
- 6.580
- 0.009
- 0.144

0.3620
0.4641
0.0018
0.0197
0.0051
0.4967
0.0356
0.5106
0.9930
0.8857

Accept Ho
Accept Ho
Reject Ho
Reject Ho
Reject Ho
Accept Ho
Reject Ho
Accept Ho
Accept Ho
Accept Ho

Employees
Suppliers

Shareholders
Media

Trade Unions
Customers
Comrnunity
Government

Political Groups
Financial Community

The research proved that there is a significant difference on time spent

attendinq to stakeholder concerns between general managers and store

managers with regards to Trade Unions, Media, Community and

Shareholders, whereby the general managers spend less time with

Shareholders and Community than store managers, and more time with the

Media and Trade Unions than store managers.
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Mean Time Units Spent per Stakeholders by Store Location

Once again it was felt that there could be significant differences

between the time spent i:lli.ending to stakeholder concerns between the

suburban and country stores.

The findings are as follows:



Table 15 ~Mean Time Units Spent per Stakeholder by Store Location

I. H··· ....Stakeholder ..

Employees
Customers
Suppliers

Trade Unions
Media

Shareholders
Community
Government

Political Groups
Financial Community

I Total~: I Suburban! I Countl)"P J
16.29 16.78 14.11
11.59 11.59 11.56
6.67 6.53 7.28
4.27 4.48 3.33
2.08 1.99 2.50
1.83 1.60 2..83
4.53 4.52 4.56
0.68 0.54 1.22
0.67 1.37 1.56
1.4 0.59 1.06

A Mann Whitney U-Test was used to test for significant differences.

In each case, the null hypothesis (Ho) that there are no significant

differences with regards to time spent between suburban and country

stores, was tested at the 0.05 significance level. The findings are

tabled below in Table 16.

Table 16 - Mann Whitney U-Test for Significant Differences between

Suburban and Country Stores with Regards to Time Spent on

Stakeholder Concerns

I Stakeholder .

0.6460
0.8485
0.3218

Accept Ho
Accept Ho
Accept Ho
Accept Ho
Accept Ho
Accept Ho
Accept Ho
Accept Ho
Accept Ho
Accept Ho

Employees
Suppliers

Shareholders
Media

Trade Unions
Customers
Community
Government

Political Groups
Financial Cornmunitv

Probability
Test

Statistic

1.848
0.191

- 0.991
0.653

~0.631
- 1.448
0.218

- 1.062
-1.861 II
-0.711 __

0.5137
0.5281
0.1475
0.8277
0.2883 .
0.0627 Il
0.4772

- 87 ..



The research proved that there were no significant differences with

regards to time spent attending to the different stakeholder concerns

between the suburban and country stores.

4.4.2 Rankings According to Time Spent per Stakeholder

The data was thereafter ranked in order to determine those

stakeholders with whom managers were spending the most amount of

their time with. A summary of the rankings is tabled bel('·!V :

Table 17 - Rankings According 10 Time Spent per Stakeholder

Stakeholder

Employees
CUstomers
Suppliers

Community
Trade Unions

Media
Shareholders

Financial Community
Government

Political Groups

16.29
11.59
6.67
4.53
4.27
2.08
1.83
1.4
0.68
0.67

1
2
3
4
5
6
7
8
9
10

4.4.3. Correlation of Level of Importance and Time Spent on Stakeholders

Once the medians and means were determined for Question 1 and

Question 2 of the questlcona. 'pectively, the Spearman's

correlation test was administered usl. l.~ 11 j~ Number Cruncher computer

package. This was done in order to determine if there was a strategic

fit between the importance of the stakeholders and the time spent

attending to stakeholder concerns.

The test revealed a 0.887 correlation which indicates a significant

corrc.stion at the point 0.01 level of significance. This indicates a

highly significant relationship between the perceived;' nportartce of the
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stakeholders and the time spent by management attending to

stakeholder concerns.

4.5 Competency Results

4.5.1 Perceived Competencies for Managing Five Stakeholders

In Section 2 of the questionnaire, participants were asked to indicate

how important thtW believed the management performance factors

listed Were for managing various stakeholder relationships by rating the

competency on a 5 point Likert scale, whereby:

1 = No importance; and

5 = Critically important.

As previously stated, the management performance factors were those

supra r-ompetencles identified by Dulewicz (1989) in a study done on

managers attending the Henley Management College. Dulewicz (1989)

states that these "supra competencies" can be used to assess the

entire range of managerial behaviours. The median of the medians is

shown in the total column. Once again, the interpolated medians were

determined for each respective competency per five stakeholder

groupings. They are portrayed as follows:
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Table 18 - Stakeholder Competency Interpolated Medians

Achievement Motivation 3.74 4.79 3.06 2.68 2.83 3.06
Adeptability and Resilience 4.33 4.73 3.05 3.23 3.18 3.23
Analysis and Judgement 3.45 4.69 3.62 (';'.06 2.81 .'3.45
Assertiveness and Decisiveness 3.17 4-44 3.91 3.00 2.42 3.17
Business Sense 4.16 4.35 4.48 2.33 2.82 4.16
Managing Staff 3.03 4.90 3.00 2.95 2.21 3.00
Oral Communication 4.45 4.66 3.85 3.52 3.52 [3.8SPersuasiveness 3.00 4.68 3.76 4.03 2.66 3.76
Planning and Organising 2.85 4.86 3.54 2.75 2.18 2.85
Strategic Perspective 3.7.1 4.32 3.76 3.00 :U5 3.76
Interpersonal Sensitivity 4.44 4.8/ 3.31 3.43 3.25 3.48
Energy and Initiative 3.93 4.81 3.67 3.1!l 3.07 ~.67

II

\
\.

_j
The average rating of competencies per stakeholder was 3,69 'for

customer, 4.67 for employees, 3.58 for suppliers, 3'.09 for unions and

2.84 for the community. This reflects a significant range in the ratinq

of competencies per stakeholder.

The Kruskal-Wallis Analysis of Variance test was computed on the

Number Cruncher system to ascertaln whether there were Significant

di.1ferences per competency in managing the 5 different stakeholder

relatidnshlps. The Kruskal-Wallis Analysis of Variance test is a one way

analysis of variance and is appropriate for data which were collected

on an ordinal scale or interval data that do not meet F-test assumptions

(Emory, 1991). The Kruskal-Wallls test for corrected ties atths 0.05

significance level was used, whereby-

Ha =

the rating of competenclesis the same for all stakeholders:

and

the rating of competencies is not the same for all

stakeholders.

Ho =

The results are displayed Table 19 :
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Table 19 - Kruskal-Wallis Test for Significant Differences on

Competencies for Managing Stakeholders

I .... . ...,.. . .
. . • .Competency .

Achievement Motivation
Adaptability and
Resilience

. Analysis and Judgemt'nt
Assertiveness and
Decisiveness
Business Sense
Managing Staff
Oral Communication
Persuasiveness
Planning and Orgenising
Strategic Perspective
Interpersonal Sen...itivity
Energy and Initiative

169.15 0.00

Reject Ho
Reject Ho
Reject Ho
Reject Ho
Reject Ho
Reject Ho
Reject Ho
Reject Ho
Reject Ho

The findings proved that there are significant differences on the rating

of every competency per stakeholder, at the 0.05 significance level.

4.5.2 Ranking of Competencies

133.22
113.75

108.46
151.12
180.93
63.39
128.13
197.32
40.97
127.17
127,91

Reject Ho

0.00
0.00

Reject Ho
Reject Ho

In order to determine the most critical competencies for managing the

specific stakeholder relationships, the competencies were thus ranked

in order to gain a more useful picture. Thus, tabled on the following

pages are the ranked competencies required for managing tile

respective. stakeholder relationships for the entire management group

with 1 being the highest and 12 the lowest :

0.00
0.00
0.00
0.00
0.00
0.00
0,00
0..00
0.00
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Table ~Q • Competencies fol" Managing Customers

'. .... '., .,.:] .'.' _ • - en, ,.,~ ,..,. ., .. ',. "'~iJ~
CQl11patoncy ._" . ' . '.' fUJIJI\UI!J I . 'Ml1diao L.':.~ ' ,-. - --

Oral Corriihunication
Interpersonal Sensitivity
Adaptability and Resilience
Business Sense
Energy and Initiative
Strategic Perspective
Achievement Motivation
Analysis and Judgement
Assertiveness and Decisiveness
Managing staff
Persuaslveness
Planning and Organising

1
2
3
4
5
6
7
8
9
10
11
12

4.45
4.44
4.33
4.16
3.93
3.76
3.74
3.45
3.17
3.03
3.00
2.85

Table 21 - Competencies for Managing Employees

[ " Compatency

Managing Staff
Interpersonal Sensitivity
Planning and Olganising
Energy and Initiative
Achievement Motivation
Adaptability and Resilience
Analysis and Judgement
Persuasiveness
Oral Communication
Assertiveness and Decisiveness
Business Sense

U Strategic Perspective

II , Rankins

1
2
3
4
5
6
7
8
9
10
11 .
12
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']1
4.90
4.87
4,86
4.81
4.79
4.73
4.69
4.68
4.66
4.44
4.35
4.~2



Table 22 - Critical Competencies for Managing Suppliers

Business Sense
Assertiveness and Decisiveness
Oral Communication
Persuasiveness
Strategic Perspective
energy and Initiative
Analysis and Judgement
Planning and Organising
l'1terpersonal Sensitivity

, Achievement Motivation
Adaptability and Resilience
Managing Staff

"R~J1king ,

1
2
3
4
4
6
7
a
9
10
11
12

4.48
3.91
3.85
3.76
3.76
3.67
3.62
3.54
3.31
3.06
3.05
3.00

Table 23 - Competencies for Managing Unions

[

perSUasiveness
Oral Communication
Interp,ersonal sensit, iVity
Adaptability and Resilience
Energy and Initiative
Analysis and Judgement
Assertiveness and Decisiveness
Strategic Perspective
Managing Staff
Planning and Organising
Achievement Motivation
Business Sense

Ranking, ' I[ ~~Medjl;lO ,]

1 4.03
2 3.52
3 3.48
4 3.23
5 3.15
6 3.06
7 3.00
7 3.00
9 2.95
10 2.75
11 ~68
12 2.33
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Table 24 - Competencies for Managing the Community

Oral Communication
Interpersonal Sensitivity
Adaptability and Resilience
Strategic Perspective
Energy and Initiative
Achievement Motivation
Business Sense
Analysis and Judgement
Persuasiveness
Assertiveness and Decisiveness
Managing Staff
Planning and Organising

1 3.62
2 3.25
3 3.1£1
4 3.15
5 3.07
6 2.83
7 2.82
8 2.81
9 2,6'0
10 2.42
11 2.21
12 2.18 JJ

4.5.2.1
)i ..\>

CI~~petenci!L~.ML)ob CateRorllir Stakeho'-(j_~Ulfuill.1!geJTIent--"-.,~<:?- ..--,, - - - - - '> - -,' - - -~

In order.to ascertain whether there were any diffs,'emcss or

similarities required separately of store mana~EH(:1. and general

managers, in managing stakeholder relationships, the semple was

stratified into job catogories, and the Interpolated medians were

computed for each group,

Below is a summary of the findings :
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Table 25 - Managerial Competencies by Job Category for

Customers

Achievement Motivation 3.74 3.57 3.81
Adaptability and Resilience 4.33 4.25 4.36
Analysis and Judgement 3.45 3.58 3.42
Assertiveness and
Decisiveness 3.17 2.92 3.24
Business Sense 4.16 3.43 3.50
Managing Stan 3.03 2.69 3.14
Oral Communication 4.45 4.29 4.50
Persuasiveness 3.00 3.00 3.00
Planning and Organising 2.85 2.63 2.88
Strategic Perspective 3 •.76 3.42 3.82
Interpersonal Sensitivity 4.44 4.34 "r.45
Energy and Initiative 3.93 3.81 3.98

Table 26 - Managerial Competencies by Job Category for

Employees

t; Achievement Motivation
Adaptability and AesilienGe
Analysts and Judgement
Asseftiveness and
Decisiveness
Business Sense
Managing Staff
Oral Communication
Persuasiveness
Planning and OrganiSing
Strategic Perspective
Interpersonal Sennitivity
Energy and Initiative

4.79
4.73
4.69

4.44
4.35
4.90
4.66
4.68
4.86
4.32
4.87
4.81

General
Manager

4.84
4.69
4.80

4.15
4.25
4.90.
4.29
4.75
4.84
4.22
4.84
4.88

Stora
Mana91i\'

4.78
4.74
4.65

4.55
4.42
4.89
4.50-
l;h65
4-.86
"j1..36
'4.87
,1:.79
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Table 27 - Managerial Competencies by Job Category for

Suppliers

Achievement Motivation
Aclaptability and Resilienc.e
Analysis and Judgement
Assertiveness and
Decisiveness
Business Sense
Managing StOlff
Oral Communication
Persuasiveness
Planning and Organising
Strategic Perspective
Interpersonal Sensitivity
Energy and Initiative

3.06 3.05 3.07
3.05 2.81 3.11
3.62 4.19 3.41

3.91 4.25 3.79
4.48 4.55 4.45
3.00 2.92 3.02
3.85 4.11 3.75
3,76 4.05 3.65
3.54 3.56 3.53
3.76 4.06 3.68
3.31 3.56 3.23
3.67 4.19 3.50

Table 28 • Manageri~1 Competencies by Job Category for Unions

Goneral
Manager

.. Store.
. Manager·.

Achievement Motivation
Adaptability and Besllienca
Analysis and Judgement .
Assertiveness and
Decisiveness
Business Sense
Managing Staff
Ora! Communication
Pursuasiveness
Planning and Orgof lising
Strategic Perspective
Interpersonal Sensitivity
Energy and Initiative

2.68
3.23
3.06

3.00
2.33

I
2.95
3.52
4.03

Jll·75
3.00
3.48 I
3.1~

2.98
3.60
3.29

4.00
2.78
3.14
3.69
3.42
3.00
4.00
3.63
3.45

2.56
3.14
3.00

3.00
2.18
2.90
3.45
3.93
2.66
3.00
3.46
3.02
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Table 29 - Managerial Competencies by Job Category for the

Community

Achievement Motivation 2.83 2.38 2.89
Adaptability and Resilience 3.18 3,60 3.14
Analysis and Judgement 2.81 2.58 2.85
Assertiveness and
DeCisiveness 2.42 2.27 2.48
BUsiness Sense 2.82 2.25 2.98
Managing Staff 2.21 1.94 2.29
Oral Communication 3.52 3.69 3.45
Persuasiveness 2.6u 2.29 2.74
Planning and Organising 2.18 2.19 2.18
~'trategic Perspective 3.15 3.00 3.21
Irt~erpersonal Sensitivity 3.25 .'3.08 3.29
Enl\rgy and Initiative 3.07 3.14 3.05

The Kruskal-Wallis test for significant differences was computed

using the Number Cruncher statistical system to ascertain

whether there were significant differences per competency in

managing stakeholder relationships for both job cate'Ejories. This

was calculated using the Kruskal-wallis test for corrected ties at

the 0.05 significance level, whereby ~

Ho = the rating of competencies is the same for all

stakeholders for General Managers; and

Ha = the rnting of competencies is not the same for all

stakeholders for General Managers.
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Table 30 - Kruskal-Wallis Test for Significant Differences

Between Competencies for Mana,ging Stakeholders by Gerleral

Manager

Achievement
Motivation 41.923 0.00 Reject Ho
Adaptability and
Resilience 35.241 0.00 Reject Ho
Analysis and
Judgement 38.721 0.00 Reject Ho
Assertiveness and
Decisiveness 34.824 0.00 Reject HQ
Business Sense 42.709 0.00 Reject Ho
Managing Staff 42.674 0.00 Reject Ho
Oral Ccmmunication 18.500 0.00 RejElCtHo
Persuasiveness 53.390 0.00 Reject Ho.
Planning and
Organising 41.600 0.00 Reject Ho
Stratl)gic Perspective 11.521 0.00 Reject Ho
Interpersonal Sensitivity 28.637 0"'"0.00 Reject Ho
Energy and Initiative 31.695 0.00 Reject Ho

Similarlv, the Kruskal-Wallis test was conducted for store

managers at the 0.05 significance level with:

Ho = The rating of competencies is the same for all

stakeholders for Store Managers.

Ha = The rating of competencies is not the same for all

stakeholders for Store Managers.
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Table 31 ~ Kruskal-Wallis Test for Significant Differences

Between (';ompetencies for Managing Stakeholders by Store

Manage;

t ."com~etellcy.·

Achievement
Motivation
Adaptabillty anti
Resilience
Analysis and
Jqdge"'" w;,t
Asser» -sness and
De\1ic.,(/eness
Business Sense
Managing Staff
Oral Communication
Persuasiveness
Planning anti
Organising
Strateqlc Perspective
Interpersonal
Sensitivity
Energy and Initiative

129.928

101.728

82.101

79.206
119.578
139.614
48.068
83.930

0.00 Reject Ho

0.00 Rejeot HI)

0.00 Reject Ho

0.00 Reject Ho
0.00 Reject Ho
0.00 Reject Ho
0.00 Reject 1-10
0.00 Reject Ho

0.00 Re.iect Ho
0.00 Reject Ho

0.00 Reject Ho
0.00 Reject Ho

The findings proved that there are significant differences on the

rating of every competency per stakeholder according to both job

categories at the 0.05 significance level.

156.347

I 32.731

1_._100.375
. 102.281

4.5.2.2 Competency Ranking by Job. Category for Stak~.holder

Management

Finally, for ease of understanding and interpretation, each

competency was ranked according to job category to ascertain

whether there were any differences and similarities in

competencies required by general managers and store managers

in managing stakeholder relationships. The results are tabulated

below:



Table 32 - Competencies Required to Manage Customers by Job

\":ategory

Interpersonal Scr;:;iiivity
Oral Communication
Adaptability and Resilience
Energy and Initiative
Analysis and Judgement
Achievement Motivation
Business Sense
Stti3tegic Perspective
Persuasiveness
Assertiveness and Decisiveness
Managing Staff
Planning and Organising

1
2
3
4
5
6
7
8
9
10
11
12

1
2
3
4
8
6
7
5
11
9
10
12

Table 33 - Competencies Required to Manage Employees by Job

Category

1
4
:3
2
5
7
7
6
10
11
12
9

,.

Cornpetency~
General Store
Manager I. .lVIaniJg~r· .

Managing Staff
Energy and Initiative
Planning and Organising
Interpersonal Sensitivity
Achievement Motivation
Analysis and Judg~ .1ent
Persuasiveness
Adaptability and Resilience
Oral Communication
Business Sense
Strategic Perspective
Assertiveness and Decisiveness

1
2
3
3
3
6
7
8
9
10
11
12
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Table 34 - Competencies Required to Manage Suppliers by Job

Category

Business Sense
Assertiveness and Decisiveness
E:nergy arid Initiative
Analysis and Judgement
Oral Communication
Strategic Perspective
Persuasiveness
Interpersonal Sensitivity
Planning and Organising
Achievement Motivation
Managing Staff
Adaptability and Resilience

1
2
3
3
5
6
7
8.
8
10
11
12

:!
7
8
3
4
5
9
6
11
12
10

Tah~'e 35 ~ Competenci&$ Required to Manage Unions by Job

Category

~~=================9~====~=~==~~
[:: co~etel1CY j. ~:~~. M~~~:Qr

1

~61

6
3
2
4
5
1
6
9
10
11
12

Assertiveness and Decisiveness
Strategic Perspective
Oral Communication
Interpersonal Sensitivity
Adaptability and Resilience
Energy and Initiative
Persuasiveness
Analysis and ,Judgement
Managing Staff
Planning and Or;~anising
Achievement M~\tivatjon
Business Sense '

1
1
3
4
5
6
7
8
9
10
11,;: I

"
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Table 36 - Competencies Required to Manage the Community by

Job Category

Oral Communlcation
Adaptability and Resilience
Energy and Initi8*ive
Interpersonal Sensitivity
Strategic Perspective
Anfllysis and Judgement
Achievement Motivation
Persuasiveness
Assertiveness and Decisiveness
Business Sense
Planning and Organising
Managing Staff

4.6 Analysis of Open Ended QUestions

1
2
3
4
5
6
7
8
9
10
11
12

1
4
5
2
3
8
7
9
10
6
12
11

In Section 3 of the questionnaire, participanti were asked-five open ended

questions to give them an opportunity to articulate their concerns with

regards to present stakeholders, as well as their most critical stakeholders

in the next five to ten years. They were also asked to state what training

and development requirements they felt the company should provide them

with in order to cope more effectively with the stakeholders they :~urrently

had the most difficulty managing. In addition, they were asked what training

and development they felt they required to manage their future stakeholder

relationships in the next five to ten years. Answers to the open ended

questions were analyzed .qualitatively via frequency analysis where

appropriate and are presented in summary below:
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4.6.1

4.6.2

4.6.2.1

Most Difficult Stakeholder Relationshio..

In QUestion 1, partici~ants were asked which stakeholder relationshins

they currently had the most difficulty manaying.

Table 37 - Frequency of Most Difficult Stakeholder Relationship

99

29
17
10
7
6
5
o
3
1

Employees
Union

Customers
Government

Political Groups
Community--
Suppliers

WeeklY Paid Emp!oyees
Management EIn~loyees

None
Not Applicable

5
11

Total Response

Reasons for Difficulties in Managing Stakeholder Relationships

In Question 2, participants were asked to state the reasons why they

had difficulty managing specific stakeholder relationships. Answers are

summarised as follows:

Employees

The majority of respondents stated that the main reason for

having difficulty managing employees was due to the turbulence

and uncertainty in the socio-politlcal environment. They felt that

as a result of the political uncertainty, violence in the township,

employees distrusted manaqernent, In addition, as people were

unhappy at home, they were unhappy at work and hence too

much tl' ,:)ewas spent solving the personal problems of staff at

work. They also stated that staff were highly unionised and

aggressive due to the political situation in the country.
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Some respondents were of the opinion that staff needed to be

educated on the basic needs required to run a successful

business, as they do not realise the effects of their actions on the

end result.

Respondents also stated tha-, staff had very high expectations of

the business, for better working conditions, yet staff were

inflex1hle, unproductive and not producing sufficient for the

money they get pa!d.

4.6.2.2

Once again respondents stated that due to the soclo-political

'situation in South Africa, managing unionlsed staff is very

difficult. They felt that unions (shop stewards) were inconsistent

and unpredictable with their bargaining position. In addition, they

felt that dealing with trade unions wasvery time consuming and

led to the dropping off of other priorities. Respondents felt that

the union had insincere dealings with management and that they

had a conflicting approach to business issues.

4.6.2.3 Customers,

Respondents 'felt that customers expected far too much from

business to a point of bsing unreasonable. It was also stated that

due to the changing South Africa, customers were beginning to

have a poor perception of the company's imaqe, as a result of

inflation and pricing of products.

In addition, maintaining a levei of service and ccnslstent

standards was difficult due to flexibility issues (that is the

unwillingness of staff to do other jobs than for what they were

initially recruited to do in times of fast and slow trading), stay
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4.6.2.4

4.6.2.5

awavs, strikes and staff complaints. Customers were

unsympathetic to these factors which affected the level of

service and out of stock situations. As one respondent stated -

"being in a store that is serving A and 8<_'ncome groups, the

demand on-our services are of Eurooear'i~r))::American standards
~~ i

and although this is good, it has its problems insofar that our
:\.

'wtW~~forcehas hot yet developed to these first world standards".

Government

It was stated that by the government setting unrealistic rules and

regulations it hindered the running ot. the business. The

government's standpoint on a perspective issue affected the

customers and staff in a particular area from whichever

population group they belonged, for example, stay awavs and

mass action as a result of Value Added Taxation.

Political Groups

Respondents felt that due to the complexity of the country,

different ideolenies amongst the various political groupings,

directly affected staff in the work place. Furthermore, it was

stated that political groups intimidate and influence potential

customers either positively or negatively through their struggle

for power, and this had a direct influence on the business, in

terms of customer-staff relationships. It was further stated that

the ch'~nges in South Africa VI' :e not coming together to build a

new South Africa for all races. it was felt that due to political

ideologies, the union was preparing and pressurising staff into

political thinking and hatred for a "white" company and regime.

This was befng reciprocated by customers and led to "politics"

in store.
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4.6.2.6 Suppliers ('-.

Of the respondents who stated that suppliers were difficult to

manage, the main reasons were as a result of! the industrial

relations problems experienced by suppliers which led to

inefficiencies and unavallabilltv of stock. Also, during peak

season, certain suppliers were on vacation and in certain

instances stock thus became unavailable. Another concern was

that suppliers had become incredibly powerful, and very big, and

as such they became inflexible in terms of supplying the retailer

with product when required.

4.6.2.7 Community

Respondents felt that they were not "in touch" with the

community as they would have liked to have been. This they felt

was due to the political situation, in that access was difficult to

the community.

4.6.3 Training and Development

In Question 3, participants were asked what training and development

they thought the company should provide to help management manage

their current stakeholder relationships. The following training and

development needs were expressed :
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Table 38 " Frequencies of Requests for Current Training and

Development

Interpersonal Communication
Management Development
Business Sense
Strategic Perspective
Analysis and Judgement
Adaptability and Resilience
AdaptabilitY and Judgement

Other
Education of Staff
Industrial Relations
Relationship Building
Process of Managing Change
Negotiation Skills
Literacy in a Black Language

10
10
9
8
2
2
2

10
"=6

2
2
2
2

With regards to interpersonal communication, the participants

requested training in, listening and human relations skills. They also

suggested the facilitation of a cultural exchange programme between

management and staff so that management have a greater awareness

of staff problems.

Included in management development were. requests for management

skills, time management, on-the-job training, continuance of the in-

house executive development programme and assisting management

and staff develop trust.

Specific training for staff with regards to business skills included

education on the distribution of profits tax, future company

developments, shares, merit of a free enterprise system, the

importance of a Western work ethic and the relationship between a

productive work ethic and standard of living. Finance and acccuntinq

skills were also requested.
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\\

Participants requested broader understanding of where the company

is heading for ard flreater communication with staff on company

developments in order to inspire loyalty and a filtering through of the

company philosophy and culture to all levels of staff. It was also

suggested that managemsnt be exposed to seminars on strategic

changes and developments in South Africa.

4.6.4 Potential Stakeholders

In Question 4, participants were asked who they perceive their

potential stakeholders to be within the next 5 ~.10 years in order of

importance.

The purpose of this question was designed to determine whether

managers perceived that there would be a change in the stakeholders

they currently had the most difficulty managing and to determine

whether respondents had given their future potential stakeholders

some thought. The frequency of response is tabulated below and

reflects the first and second choices of potential future stakeholder as

perceived by management:
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Table 39 - Potential Stakeholders in the Next 5" 10 Years

Customers 42 Employees 42
Employees 33 CUstomers 20
Shareholders 7 Suppliers 6
Government 5 Shareholders 5
Community 2 Community 3
People 2 Political Groups
Financial Trade Unions 2
Community 1 International 2
Not Sure 1 Community
Unanswered 6 Government 1

None 1
Total 99 Unanswered 1

16

L Total 99

4.6.5 Future Management Training and Development

In Question 5, participants were fhlallv asked what training and

development they thought they will need to prepare them for their

future stakeholder relationships. Once again, they were asked to make

reference to the competencies in the questionnaire if they so required.

The following wore expressed as training and development needs to

assist managers to manage future stakeholder relationships ;
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Table 40 - Frequencies of Requests for Future Manat~ement Training

. "CQ;npetency .' ...•~II
Business Sense
Strategic Persrectlve
Interpersonal Sensitivity
Management Skills
Adaptability and Resilience
Achievement Motivation
Oral and Written Communication
Energy and Initiative
Persuasiveness

18
13
n
8
5
2
2
1
1

6
3
1
1

Other
Education of Staff
Literacy in a Black Language
Leadership Skills
Negotiation Skills

Specifically, respondents requested training in business skills in

advanced marketing and r;'I .' segmentation, market trends in

retailing, customer care, s, .. t:I and excellence, as well as the

importance o~ ;e customer and the community.

Participants expressed a need for knowledge on business strategy in

particular with regards to changes in South Africa, evaluations on

achievements in a changing South Africa and the strategic direction of

the company. In addition, they requested ongoing updates on the

political situation in South Africa, with specific reference to

parliamentary procedures and knowledge of different political groupings

and ideologies.

Once again, participants requested a need for a cultural exchange

programme between management and staff to facilitate better

management staff relations. Participative management was also

requested.
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Finally, participants felt that there was a need to provide non-

management staff with ongoing training and education in bllsiness

skills and principles in order to facilitate an appreciation of the free

enterprise system and in the process, highlight the role of staff in

contributing towards a successful company and a higher standard of

living.

In conclusion, this Chapter presented a summary of the research findings

and statistical analyses. In Chapter 5 the research results will be discussed

and interpreted with reference to the Literature RevieW in Chapter 2.
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CHAPTER 5

DISCUSSION AND INTERPRETATION OF RESULTS

5.0 Introduction

In Chapter 5 the research results presented in Chapter 4 will be analysed

with their relevance to the reviewed literature in Chapter 2. The research

questions posed at the end of Chapter 3 are explored and discussed in

greater det;:>'!.

5.1 \ Critical Stakeholders in the Retail Environment

Research Question 1 aimed to identify the most critical stakeholders existing

in the retail environment for store managers and general managers. The

purpose of this question was to assist management to understand and

manage the complexity in the internal and external environment, as

discussed by Strauss (1990) and thus anticipate stakeholder expectations

timeously. Freeman (1984) states that as a result of environmental shifts

that have occurred business needs a set of concepts which can turn external

change into internal change, thereby reducing uncertainty and discomfort.

He thus suggests that business needs to redraw the picture of the firm and

take into account all those groups that can affect or are affected by the

organisation's purpose. Furthermore, Tombari (1984) states that when

organising around stakeholder concerns, the corporate unit concentrates on

the expectations of these groups, and focuses on developing specialised

skills to deal with them and thereby enhance the organisational

effectiveness.
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The stakeholder approach also supports the systems approach whereby Kast

(1990) states that all organisations are dependent on their survival .on

exchanges with the environment. As stated by Koehler (1938) in Emery

(1969) the value of a systems approach is that the primary task of

management is to manage the boundary conditions of the enterprise, and it

can only be mapaged by managing the .c-varlatlon of internal and external

processes. Customers, employees, suppliers and the community were rated

by the entire sample above 4.00 (see Table 6) that is critical to the

achievement of business success. The most critical stakeholders existing in

the retail environment were found to be the same for store managers and

general managers (see Table 12). In terms of a systems approach customers

are representative of the output of the organisation, employees handle the

throughput, suppliers provide input in terms of product and services and the

community is part of the external wider environment of society at large. The

results show that both internal as well as external stakeholders are critical

to the achievement of business success. Bordow and Stephenson (1984)

state that the new emphasis on e:.1I-'lInalitiesis likely to change the role of

top management as he attempts to maintain an equilibrium in the internal

and external environment.

As a group, the. only significant differences perceived by general managers

and store mananers for stakeholders were with regards to the importance of

trade unions, government and the financial community, whereby the general

managers rated the importance of trade unions higher than store managers

and the importance of government and the financial community lower.

Customers were rated as the most critical stakeholder for business success

at 4.98 (see Table 6), This is supportive of Tromp (1990) who stated that

at the conference of the European Foundation for Management

Development, it appeared that the main task of any manager still remained

the satisfaction of the customer by providing qualitv in terms of products

and services. The researched company's philosophy is consumer sovereignty

and it thus indicates that that value is firmly entrenched within the company.
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Employees were rated as the second most critical stakeholder affecting the

achievement of business success (see Table 6). This supports the four basic

trends of change as stated by Tombari (1984) who lists the increasing

demand by employees for participation in management as one of them.

Jones and WoodcOck (1988) state that in recent years managers have had

to face new and more intense problems in directing the work of their

subordinates. Furthermore they say new laws have been passed governing

how one hires and fires people, and people no longer seem committed to

working fairly for a fair wage.

Suppliers were rated as the third most important stakeholder critical to the

achievement of business success (see Table 6). The perceived importance

of suppliers by management supports the view of the business organisation

as an economic institution that is involved in the production of goods and

services to meet consumer needs (Buchholz, 1986; Tombari, 1984). Without

the production of goods and selvt~es, the firm cannot fulfil its economic

responsibility towards society. Tombari (1984) further states that in a

democratic society, greater participation will probably be demanded by

corporate ccnsrituents including suppliers, for a greater say in the affairs of

business, hence the high rating of suppliers. The researched company, due

to the nature of its business is highly -tependent on suppliers to provide them

with goods .and services, in order to enable it to fulfil its economic

obligations to society.

The community was rated as the fourth most critical stakeholder affecting

the achievement of business success (see Table 6). This particular finding

was particularly encouraging as many business leaders as stated in Buchholz

(1986, p, 10) point out that ·if business for profits sake ignores the impact

of its actions on satiety it is not likely to make profit very long. It, is also

suggestive that management is aware that the legitimacy of business is

dependent on the acceptance of society at large (Tcmbari. 1984). Freeman

(1984) states that communities expect corporate citizens to enhance and not

damage the quality of life.
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General managers voted trade unions as fifth most important to the

achievement of business success, whereas store managers rated them

eighth (see Table 12). This finding was a surprise to the researcher and

could perhaps be attributed to the fact that general managers interact with

trade unions more at a strategic level (juring wage negotiations, arbitrations,

etc than store managers whose involvement with trade unions is on a daily

basis, that is operational level with shop stewards.

It is interesting to note, the relative unimportance to the researr-h sample of

government (rated ninth out of ten) as opposed to fifth out of six

stakeholders in Europe as stated by Kenny (1984). General managers also

perceived the government and financial groups to be of less importance to

the achievement of business success than store managers. No apparent

reason could be found for this finding. Tombari (1984) states that top -.

rrtanaqecs of corporations spend a major portion of their time dealing with

environmental problems. which include addressing the social concerns of

society, communicating with legislators and government executives,

concerning new proposed laws and regulations and rneeting with various self

interest groups. The relative low importance given to government and

political groups by store managers and general managers could be attributed

to the fact that they are most likely to be handled at a more strategic level

within the researched company by the Chief Executive Officer, Managing

Director and Board of Directors.

Store location, that is whether h' is located in an urban or country aru, was

seen by the researcher to be of significande in the rf.lting of stakeholders,

particularly that country stores are situated c.'loserto \ndividual communities,

and would thus be more dependent on the patronage of the community than

suburban stores. The only significant difference was that of the government,

who was perceived by the country stores to be of greater importance than

suburban stores (see Tables 9 and 10).
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Hence, with reference to Research Question 1, it can be concluded that the

most critical stakeholders affecting the achievement of business success is

the same. for store managers and gem:,rai managers (see Table a), Trade

unions ere seen to be of more importance to general managers than store

managers and the government and financial community of less importance.

5.2 Time Allocation According to Stakeholder Concern~

Research C',Jestion 2 attempted to determine if there were significant

differences in the tin(e spent attending to stakeholder concerns for store

manager', and' general managers.

Freeman (',984) explains that the tur'sulerrce business n,.jnagers have

experienced In recent years can be understood as coming from both internal

and external cht;tge. Freeman thus groups customers. employees and

suppliers as internal change (sae Figure 2). Intel ital change occurs within the

"current filing" system and happens according to well uneerstood rules,

furthermore it is what we are used to dealing with on a daiiy basis and does

not challenge our conceptual map of the vllorld. According 'to Freeman

(1984), external change is the emergence of new groups, events and issues

which cannot be readily understood within the framework of an ~xisting

model. Many of these changes have been around for some time yet we have

been slow to incorporate them into our framework for managing the firm. He

further argues that events and pressure groups with which we should be

familiar become crises because management have not incorporated the idea

of their existence into their day to day routine.

As a group, the majority of management time was spent attending to the

concerns of the employees and thereafter customers. Over F"'l,76% of

management time attending to stakeholder concerns was Sj}i9i1t attendlnq to

these two groups. Management allocate the remainder of their time, 44.24 %

to the other stakeholders of which the following are of relative ~ignificance :

suppliers, .13.34%; trade unions, 8.54% and 9.06% wltr, '~18 community.
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Management thus spend 69.1 % of their time attending to stakeholders

indicative of internal change and 30.1 % of their time attending to

stakeholders indicative of external change as described by Freeman (1984).

It could be argued that the turbulence in the socio-political environment has

manifested itself to date primarily through actions and expectations of well

understood stakeholders such as employees, customers and suppliers. The

emergence of new groups and pressure groups may not have evolved to a

state of significant power as in Europe or the United States of America e.g.

environmentalists, and therefore are not perceived by management to be

able to affect the achievement of business success.

rJlanning (1988) argues that the demands of various stakeholders are usually

in conflict and are seldom in alignment with management goals.

Furthermore; each has a different perception of reality, a different agenda,

different ways of makings its presence felt and different power to play with.

Hussey and Langham (1979) state that stakeholders have certain

expectations and perceptions of the firm and also their own requirements as

individuals. It is partly from the behaviours of the stakeholders that the

management of the firm draws its own perception and in turn causes the

organisation to behave in a specific way. Hussey and Langham (1979)

further state, that it is the responsibility of the management of the firm to

decide which objectives it will meet and which it will not. As such,

management have therefore aligned their time with those stakeholders they

perceive to be of greatest importance to business success and are more

forthcoming in verbalising or demonstrating their expectations of

management than the other stakeholders.

The research found that general managers spend more time with the media

and trade unions and less time with shareholders and the community than

store managers. It can be surmised that the reason general managers spend

more time dealing with the media is as a result of their job responsibility In

addition, the researched company is highly involved in corporate social
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responsibility issues with the community, and in certain instances this may

draw attention from the media, resulting in more time spent with the media

than store managers.

As previously stated, it could be surmised that the reason why general

managers spend more time with trade unions than store managers, is that

they are involved with trade unions during negotiations, and in addition

represent the company When grievances unable to be solved at lower

management, need to be handled at a more senior level. Bower (1988) thus

argues that we must understand what aspects of top management work

change and what new roles are defined once one accepts and organises to

deal with activities that are both internal and external to the firm.

Management as such need to take cognizance of the fact that as a result of

turbulence in the soclo-polltlcal environment, their rare has changed from

"pure" retailing to a role which incorporates the maintenance of internal and

external relations of the firm in order to ensure its competitive advantage

and survival.

No apparent or direct reason could be found why store managers spend

more time with shareholders than general managers. The reason why store

managers spend more time with the community than general managers could

be as a result of the job responsibilities between store and general managers.

Hence, it can be concluded that there is a significant difference in the time

spent between general managers and store managers attending to

stakeholder concerns, as previously discussed and could be as a result of

their different job responsibilities.

5.3 ,Evidenpe of a Strategic Fit Between the Most Critical Stakeholder and Time

Spent

The third Research Question attempted to determine if there was a strategic

fit between the relative importance of the various stakeholders for the
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achievement of business. success and the time spent attending to

stakeholder concerns.

A Spearman's correlation test was done to ascertain if there was a

correlation. The test revealed asignificant correlation and thus suggests that

management have a sound understanding of the relative importance of

stakeholders and it could be argued that they are apportioning their time

appropriately. The move today is from stakeholder influence towards

stakeholder participation and co...operation (Tombari, 1984). According to

Sturdivant (1979) the most efflcienr and effective strategies for managing

stakeholder relations invelves efforts which simultaneously deal with Issues

affecting multiple stakeholders. Stakeholder management is thus more akin

to the developmert of marketing strategy, that is know your market, know

yourself and devise the appropriate strategy (Sturdivant, 1979),

Hence, the high correlation suggests that there is a strategic fit between

timri., spent and demands placed on management by the internal and external

environment. It once again indicates that the role of management has

changed from being a "pure" retailer and that management are aware of the

fact that in order to satisfy the demands and needs of customs-s, they

equally need to spend time with employees and other significant

stakeholders attending to their needs and demands in order to ensure the

smooth running of the business. To do that effectively they would need to

have specific skills and competencies which will be discussed in the next

section.

--------------------------~~--~---------------------------
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5.4 Competencies for Managing Stakeholder Relations

Five stakeholders were perceived by the researcher as being the most critical

stakeholders affecting the achievement of business success, namely

customers, suppliers, employees, trade unions and the community. They

were thus deemed the appropriate stakeholders for which to identify the

managerial competencies for managing them .effectively. The results of

Question 1 of the research questionnaire clearly supported the researcher's

choice.

Furthermore, of the five stakeholders used in Section 2 of the research

questionnaire, 86 ..7% of management's time is spent attending to the

concerns of the five stakeholders selected in the questionnaire.

In Research Question 4, the researcher attempted to determine the most

critical competencies required for managing stakeholder relationships for the

store managers and general managers..The purpose of this question was to

ascertain the exact competencies managers of the 1990's required

specifically relevant to South JlJrican conditions as highlighted as a vital

research need by Sluen and Burns (1990).

As previously stated, this was achieved using the supra competencies as

identified by Dulewicz (1989). Each competency was rated on a 5 point

Likert scale. The competencies were not grouped according to the four

categories, as presented originally by Dulewicz (1989), but were randomly

presented in the questionnaire (seealso Appendix 2). The researcher thought

that the research would identify specific competencies required by

management for managing stakeholder relationships accordinq to the

groupings as presented by Dulewicz (1989), however, this was not

apparent, rather management required an array of competencies to manage

the various stakeholder relationships from a variety of categories. The major

findings was that the rating of competencies is not the same for all

stakeholders and that there were significant differences for every
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5.4.1

competency at the 0.05 significance level across the five stakeholder groups

(see Table 18).

Of the skills that Buchholz (1986) states as being important ifl' relating to the

external environment he suggests a broadened awareness I",)t ·infh..letl,aesin
the external environment that affect the corporation and (na:na'Joment

decision making, the ability to integrate traditlone! business conceJI"lf] with

influences from the external environment into a comprehensive decision

making framework, political skills, communication skills and intellectual skills.

The managerial competencies reqUJ~redfor managing the various stakeholder

relationships effectively wm be discussed in the next section. Reference to

the reasons why management ex lerience difficulty in managing the

stakeholders will be briefly highlightE:Jd.The average ratings and range of

competencies required for managing stakeholders will be discussed with

reference to the five point Likert scale on the questionnaire (see Appendix

2).

Competencies for Managing Customers

Customers were seen as being the most critical stakeholder affecting

the achievement of business success. It was, however, perceived to

be the third most difficult stakeholder fer management to manage (see

Table 37). Nel and Nel (1990) state that consumerism has become a

very powerful force dictating the trenas of society. Furth6rmore, Hill

(1992) states that customers supply the firm with revenues and in

exchange expect value for money. According to Freeman (1984)

customers have many more choices today. They are thus able to

purchase goods and services if their demands arid needs are not met,

Within the researched company, respondents felt that customers

expected far too much from business to the. point of b.3ing ,

unreasonable, which probably leads to an enormous inner conflict
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when attempting to resolve problems, bearing in mind that the

researched company's philosophy is consumer sovereignty.

Management perceived the need to be adaptable and resilient in the

face of adversity and unfairness as being important. They also need to

be able to retain their composure and not become irritable or anxious

under pressure.

As the interaction with customers is usually one on one, participants

rated oral comt'nt.)nication and interpersonal sensitivity very !'lighly.

Traits such as enel!gy and initlative Were ,,1,':0 seen as being important

when interacting with customers, as well as generalised or specialised

knowledge of an occupation in the form of business sense. The

average rating of the competencies per stakeholders was 3.69 that is,

important (see Table 18). The competencl- for managing customers

spanned from 2.85 (of little importance) to 4.45 (very important) (see

Table 20).

Taking the top five competencies in order of importance, the following

were perceived by management to be important in managing

stakeholder relationships :

1. Oral Communication

2. Interpersonal Sensitivity

3. Adaptability and Resilience

4. Business Sense

5. Energy and Initiative

Analysing the competencies according to job categories (see Table 32),

store managers rated strategic ;erspective as the fifth most important

competency for managing stakeholder relationships and deneral

managers rated it eighth and vice versa. This difference could be

attributed to the fact that when problems or issues reach general

manager level, they will need to make decisions based on logical
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assumptions that retlecc factual information. In the process, they

would also have to seek all relevant information and identify causes

before making decisions. The need for the competency of analysis and

judgement as rated by general managers reflects a more specific

problem to be dealt with as opposed to a strategic perspective which

is more general.

in addition, persuasiveness was also rated more highly by genera!

managers than store managers, indicative of the "last resort" role that

the general managers plays when dealing effectively with customers.

O'Neal (1985) states that strategic pianning skills are important for

effectively meeting long term customer needs, and are skills that

managers lack.

5.4.2 Competencies for Managing, Employees

Employees were rated as the second most important stakeholder

affecting the achievements of business success. They were however

the group which management had the most difficulty in managing. Hill

(1992) states that employees expect a fair income and adequate

working conditions for providing the firm with time, skills and human

capital commitments. This is another dynamic that management have

to contend with. It appears that from the open ended questions the

reason Why management experience difficulty ir ..managing employees

is due to the turbulence in the socio-political environment which

manifests itself in numerous forms on the shop floor. One of which is

the time spent solving the personal problems of staff at work.

It appears that the major competencies for managing empiovees are

intellectual, interpersonal and results orientation. The ratings thus

suggest that management need to manage their staff effectively by

adopting an app-oprlate interpersonal style for achieving work

objectives. In addition, they need skills to inspire and provide staff witn
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a vision. as well as develop the (;(1mpctencies and skills of staff. In

order to achieve this, they require good planning and organising skirts,

and need to have a 16fbfenergy and initiative. If they do not have e

high need for achievement, they could get bogged down by the

concerns of staff and not see tasks through to completion.

The average rating of each competency was 4.67 (see'fable 1S)which

is significantly higher than the average rating of competencies required

of the other stakeholder relations. In addition, the range of

competencies is also very· narrow and does not reflect wide

fluctuations. The five top ratings ~~,orderof importance were SeenaG

being the following:

1. Managing Staff

2. Interpersonal Sensitivity

3. Planning and Organising

4. Energy and Initiative

5. Achievement Motivation

Both general managers as well as store managers perceived the above

five competencies as being of similar importance in managing

stakeholder relationships, with a negligible difference between the two

ratings (see Tables 26 and 33). However, store managers perceived

adaptability and resilience and, assertiveness and decisiveness, as

beingmore important than the generalmanagers perceived them to be.

This could be attributed to the fact that they are more readily available

for staff being on the shop floor if a problem or a request arises,

whereas general managers may be logistically further away.

Interpersonal sensitivity and managing staff are rated very highly with

scores of 4.87 and 4.90 respectively. O'Neal (1985) states that

conflict management becomes increasingly important with more

integration of groups and individuals with different demands, needs,

~Ioalsand interests. Interesting to note is the extremely low importance
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of business sense and strategic perspective given that the reason why

management experience difficulty in managing stakeholder

relationships is largely due to the turbulence in the socio-political

environment. O'Neal (1985) states that if a manager is to be effective,

he or she must have a vision of the organisation as a political/social/

technical system.

6.4.3 Comoetencies for M~naging Supplier~

Suppliers were rated as being the third most critical stakeholder

affecting the achievement of business success and tied with the

community as being the sixth stakeholder that management had the

most difficulty managing. Hill (1992) states that suppliers provide the

firm with inputs and seek fair prices and dependable buyers in

exchange. Business sense was seen as the most important

competency required for managinp suppliers that is the ability to

identify opportunities which will increase sales or profits, as well as the

ability to select and exploit those activities which will result in the

largest returns (Dulewicz, 1989).

In addition, management perceive the need to be assertive and decisive

as well as having persuasive skills as necessary to manage the

stakeholder relationship effectively. Dulewicz (1989) defines these

competencies as being ascendant, forceful in dealing with others,

willing to take risks and seek new experiences. Furthermore,

management should be able to influence and persuade others to give

their agreement and commitment. Personal influence and the ability to

communicate proposals to reach compromise on an agreement are also

competencies required to management stakeholder relationships with

suppliers.

The competencies required for managing suppliers clearly point to a

need for management to be in control of the relationship, and to
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achieve the maximum opportunities and advantages from the

relationship. The average rating of the competencies for the entire

group was 3.58 (seeTable 18). The following five competencies were

seen as important for managing stakeholder relationships with

suppliers:

Business Sense

2. Assertiveness and Decisiveness

3 Oral Communication

4. Persuasiveness

5. Strategic Perspective

The major discrepancies in the ratings was with regards to energy and

initlative, and analysis and judgement whereby general managers

perceived those competencies as being of greater importance than

store managers who rated them seventh and eighth respectively,

whereas general managers rated them third (see Table 34).

Strategic perspective and oral communication was rated more highly

by store managers than general managers. It could once again be

attributed to the different job responsibilities of store managers and

general managers. It is assumed that qeneral managers, by virtue of

their position have a far greater strateqic perspective of the situation

than store managers. Store managers on the other hand are often in

daily contact with suppliers and as such need to be able to

communicate more effectively with suppliers than general managers,

who have other members of management fulfilling this function.

5.4,40 Competencies for Managing Unions

Unions were perceived by the total management group as being the

seventh most important stakeholder critical to the achievement of

business success. General managers .rated them fifth and store
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managers eighth (see Table 12). They were however perceived by

management as being the secondmost difficult stakeholder to manage.

Hence, even though they Were perceived as a difficult stakeholder to

manage, they were not seen as being critical to the achievement of

business success.

Manning (1988) states that in the past, management in the South

African society dealt with subservient, and sometimes benevolent

stakeholders. Tombari (1984) stares that individuals are demanding

more from their jobs as well as from all that serve them. Furthermore,

people are forming groups to protect their rights. In South Africa, the

effects and power of trade unions has been felt by all sectors in

society and their power has been demonstrated freq« entlv via mass

action, stay aways, strikes and consumer boycotts.

The average rating Of competencies for the total group was 3.09 and

the scores spanned from 2.33 to 4.03. Hence, the competencies were

perceived as being important to the achievement of business success

(see Table 23) .

. The five most important competencies for managing unions as

perceived by the total sample were :

1. Persuasiveness

2. Oral Communication

3. Interpersonal Sensitivity

4. Adaptability and ReSilience

5. Energy and Initiative

When analysing. the cornpetenckxs according to job cateqorv, there

were vast discrepancies in the competencies required to manaqe

unions between the store and general managers.
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The ability to be persuasive was rated by general managers as being

the most important competency required to manage the relationship

with unions whereas it was rated sixth by store managers (sEle.!!lpJe
35). General managers perceived assertiveness and decisiveness as

being the most critical competency required to manage unions. There

is a subtle difference between the two competencies, whereby store

managers seek to use their personal Influence to communicate

proposals and reach bases for agreement and compromise. General

managers on the other hand appear to have a greater need to be in

control of the situation. The difference could be attributed Onceagain

to the different job responsibilities and level of influence and power

between store maraqers and general managers. Store managers also

rated interpersonal sensitivity more importantly than general managers.

Therefore, it may beargued that the style that store managers perceive

as being important in managing the union is a far softer,

accommodating one. It if therefore suggestive thai: due to the

frequency of interaction with trade unions and that they probably have

a far closer relationship with shop stewards than general managers,

they have adopted a style of management appropriate to their

circumstances.

General managers perceived assertiveness and decisiveness and

strategic perspective as being the most important competencies

required for managing unions, as compared to store managers who

rated them as being sixth in order of importance. This rating could

once again be attributed to the fact that general managers deal more

with trade unions at a strategic level. Of interest is the low rating of

business sense, Which was rated as the least important by both

general managers and store! managers. It could be surmised that,

business sense ;s not an important competency to have when dealing

with unions, rather the competencies that reqt:' are for one on one

communication.
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5.4.5 Competencies for Managing the Community

The community was rated as being the fourth most important

stakeholder affecting the achievement of business success. They were

ranked by management as being the sixth most difficult stakeholder to

manage. It was f~lt that management were not as "in touch" with the

community as they would have liked to have been.

The modern notion of legitimacy of the corporation has been taken to

a higher order of complexity as stated by Tombari (1984). The

legltim8cy of the/corporation seems to rest an 110wthe corporation

responds to the bmad expectations and needs of society, and the

debate has moved to '(I political plane. Furthermore, business persons

are in a special position in that they will be listened to more carefully

and government will watch more closely what they do (Coleman,

1988).

The average score. of the competencies for the entire management

sample was 2.84 witJ1fa range spanning from 2.18 to 3.52 (see Table

18). In comparison to the average rating of .cornpetencies for the other

stakeholders, the score is siqnificantlv lower. As this could be a

relatively new stakeholder affecting the achievement of business

success, specific competencies may not have evolved to a significant

degree as previously discussed. More relevant competencies may still

need to be determined to specifically assist management acquire the

necessary competencies for mc;lnaging the community.

The first five competencies perceived by the total sample as being

important for managing the community are:

1 . Oral Communication

2. Interpersonal Sensitivity

3. Adaptability and Resilience
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5.4.6

4. Strategic Perspective

5. Energy and Initiative

There weru no major differences in the selection of competencles tor
managing the community between general managers and store

managers. It is interesting to note the low rating of business sense by

both general managers and store managers, who rated them tenth and

sixth out of twelve competencies, given that the researched company

has been highly involved in corporate social responsibility from: its

inception. It could be argued that it makes "good business sense" to

be involved in corporate social investment, ('IS the organisation has

invested in its strategic future. Hence, the low rating of business sense

is surprising. Thus, involvement and investment in communities should

continue to ensure the survival of the organisation.

In summary, Research Question 5 attempted to determine if there were

differences in the competencies required to manage different

stakeholders for store managers and general managers. As previously

stated, the res~arch proved that there were significant differences

required by both qeneral managers and store managers in managing,
stakeholder relationships (see Tables 30 and 31).

Conciuding_Qiscussion on Competencies

For organisations to remain competitive In the environment, and assist

them achieve a competitive advantage, it is important to select the

right people, for the right jobs at the right time. This is supported by

Klemp and MCClelland (1986) who state that not only should

organisations be able to identify what the attributes of successful

executive leaders and managers are, but they need to select people

accurately on the basis of these attributes or help persons acquire

those attributes that they do not possess to the needed degree (Klemp

and McClelland, 1986).
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Hall (1979) states that as environmental demands change, peopfe

aoapt themselves to meet the new demands and become adaptivelv fit,

as the more effectively we adapt, the longer we survive. He further

states that the competent individual is one who is equipped with

adaptive skills and individual competence. Competent individuals

comprise the vast majt.>rity of the human race. The task of

management is about trying to harness this basic individual

competence, this key to adaptive fitness, this insurance of

surviva bility.

Managers therefore do not create competence, butthey do control its

expression through the organisational contexts they create. The

managers job of facilitating the expression of individual competence,

is made easier by the fact that there is a competence motive among

people (Hall, 1979). Boyatzis (1982) states that the organisational and

cultural environment set the stage as to what appropriate action is, but

exert their impact on individual actions through affecting the functional

and situational demands of the job.

Hall (1979) states that people must be able to perceive the nature of

the environment in (\ fairly accurate way. be able to understand and

interpret accurately the meaning of whatever taskls to be done, and

thereafter invent an on the spot response to the demand. It may mean

that they must be able to intuitively see into the future and anticipate

the consequences of behaving one way as upposed to another, or

invent a new way of behaving or rely on very unlikely resources that

were not even designed to bear upon that problem (Hall, 1979).

Boyatzis (1982) states that there is a dynamic interaction between the

person and his or her environment which results in action or

demonstrated behaviour. Furthermore, a person's competencies have

a direct impact on what specific actions are demonstrated, ant! there

is some impact on the person's competencies. In order to define a
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competency, we must determine what the actions were and their place

in a system and sequence of behaviour! and what the results or effects

were and what the intent or meaning of the actions and results were.

The demands of a job have a direct impact on what specific actions are

demonstrated and how they are demonstrated, regardless of whether

they are mental or physical actions (Bovatzia, 1982).

Boyatzis (1982) states that if certain tasks and functions are

repeatedly required by the job, the person. will either -

1. increase the frequency with which certain competencies are

applied or aroused, to address this function, thereby improving

the quality of performance of that function; or

2. avoid that task or functions of the job if he or she does not have

any of the competencies which are applicable to the performance

of the function.

As such management who do not have the specific competencies

required to manage certain stakeholders effectively will possibly avoid

dealing or interacting w\th that specific stakeholder. Those that are

capable, or confident to manage their stakeholder relatione effectively

will possibly increase the frequency of their interaction with those

stakeholders.

The competencies perceived by management required for managing

stakeholders was of great similarity between general managers and

store managers, the only differences have been discussed and

highlighted in the previous section of this Chapter. Hence, it can be

concluded that different competencies are required for managing

different stakeholders, and that the diH~l'ences in rating could possibly

be attributed to the differences in overall job responsibilities between

store managers and general managers (-'S discussed in Chapter 3.

~132 ~



5.5 Potential Stakeholders

In Research Question 6, the research aimed to identify the potential

stakeholders for store managers and general managers. The purpose of this

question was to ascertain if there were any perceived differences between

potential and current stakeholders and if management perceived the

emergence of new groups as becoming more influential. The opportunity

was given to management to include stakeholders that they felt were

eliminated from the previous list of stakeholders as identified by Freeman

(1984) and Irwin (1969). The research result~ are tabled in Table 39.

By far~the rr-ost significant potential stakeholders perceived by management

were customers and ernolovees. They were ranked first and second in both

the first and second stakeholder choices. This corresponds very highly to the

most current stakeholders as rated in research Question 1. Suppliers never

really featured and it can be surmised that their role and influence will

decrease in the next five to ten years as South Africa experiences an

increase in choice of suppliers as a result of international products now being

made available to the South African consumer. In addition, it may indicate

a resurgence of smaller suppliers offal ing a more specialised product with

the predicted revival of the economy. Binedell (1987) states that the

traditional managerial model of the firm has as the stakeholders, customers,

suppliers and employees. He argues that in turbulent times, this is to narrow

a focus and that the model of stakeholder analysis should be broadened to

include the forces and issues that work in the macro-environment.

Shareholders and government were seen to be increasing in intensity

compared to current stakeholders. Although governmer.t and political

groupings were suggested as baing potential stakeholders in the next five to

ten years, they were perceived by management as being stakeholder

groupings whom management had dati( .•Ity in managing. As previousiv

stated government and political groups are handled more at a strategic level

rather than at operational level, and what management could be
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experiencing, is the effects of the different political ideologies of both

government and political parties which manifest itself at operational level,

that is on the shop floor via the interactions between the different members

of staff and with customer relations.

It is interesting to compare these results to those in Europe of Kenny (1984)

who found that managers themselves, competitors, final customers, banks,

national government and unions wer(~rated very highly fo~ the next decade.

The highest increase in relative importance centred around other emerging

stakeholders namely white collar workers, worker councils, consumer

associations, raw material suppliers, focal government, environmentalists and

society at large. These were stakeholders identified approximately eight

years ago.

Of interest to note is that in this study, competitors were not mentioned as

a potential stakeholder and unions were not perceived to be a potential

stakeholder of great importance. The international community was stated by

only one respondent as being a potential stakeholder. It could be surmised

that the international community could be seen as competitors. It could be

argued that the lack of awareness of international rends of the local sornple

could be attributed to the isolation South Africa has experienced over a

number of years. Or, alternatively, the differences in potential stakeholders

could be attributed to the vast differences in society and culture of South

Africa in cornpanson to the international community.

The number of unanswered and not sure answers in relation to the whole

sample is very high (see Table 39). As such, the future may be so uncertain

in South Africa, that it could be too difficult to predict Who the potential

stakeholders in the retail environment are likely to be. According to Barczak,

Smith and Wilemon (1987), the sources of change are varied, often

unpredictable and difficult to understand. Hence it. ::::::JthAfrica we may see

the emergence and influence of stakeholders not mentioned as potential

stakeholders becoming more influential over the next few years (Strauss,

- 134 -



1990). Tombari (1984) states that the more the environment is understood,

the greater are the chances of recognising· issues that offer opportunities and

threats, Without an understanding of environmental change, managers ate

ill prepared to deal with the issues when they surface.

As stated by Emery (1969) organisations are viewed and recognised to be

open and inextricably interwoven and thus inter-dependent with the complex

fabric of the environment. Furthermore, this fabric is fast becoming global

in nature and organisations can no longer be viewed as separate. They

should be viewed as part of their wider environment and the current

emphasis on the customer and service suggests a growing awareness of this

interdependence O-luman and Berthon, 1990).

5.6 Training and Development

As the choices were similar for both current and future training and

development required to assist management manage their stakeholder

relationships effectively, with negligible differences (see Tables 38 and 40),

training and development will be discussed in it:? entirety. As previously

discussed, the changes in the environment are so rapid, and the future so

uncertain that management may not fully be aware of the training and

development required to manage their stakeholders effectively. The requests

for training and development were grouped and not stratified into store

rnanaqers or general managers.

Of significant interest to note is that although management perceived

customers to be the most critical stakeholder affecting the achievement of

business success, they were not seen to be the stakeholders with whom

management had the most difficulty managing. It could be surmised that

management already possess the competencies required for managing that

stakeholder relationship. This is supported by Hall (1979) who states that

people learn to be competent as a natural part of the development process,

as long before individuals come into an organisation, they have acquired
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problem solving skills and numerous coping mechanisms. They did however

request training in interpersonal communication, business sense and

adaptability, to assist them rnanage their relatlonsbtn with customers more

effectively.

The need for training in interpersonal communication and management skills

with regards to current training and development (see Table 38) suggests. a

need to address themost pressing concerns experienced by management to

date. Whereas, the requests for training and development in business sense

and strategic perecectlve are not skills needed immediately, but will be

required to manage future stakeholder relationships effectively (see Table

40). Interpersonal sensitivity and oral communication are also rated as the

most frequent competency required to manage all five stakeholder

relationships effectively.

The majority of training and development requested by management was

clearly aimed at assisting management and staff build better human relations

as presented in Tables 38 and 40. The area in which the training and

development was required, were similar to those competencies management

rated as important in the previous chapter. Hofmeyr (1990) states that

values and ethical considerations underlie attitudes and it seems that South

African managers need to understand what values are, gain an insight into

the values that determine their own behaviour, and be able to compare and

contrast their values with those of others. Binedell (1987) suggests that

organisations adopt a major management education programme that

addresses the values, attitudes and perceptions of what is largely a

managerial elite. Furthermore, he suggests that the views and visions of

White managers concerning the process of social change and the role of

business within that process needs to be challenged, reassessed and shaped.

Hofmeyr (1990) states that there is a need for attitudinal change, the need

to move away from discrimination and the need for tolerance and openness.
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It is further suggested that management educationalists need to pay more

attention to change processes, how it takes place and how it is resisted.

Requests for current training and development, never specifically stated

"polltical" skills, however competencies such as persuasiveness and

negotiation skills, were suggested in future management training and

development (see Table 40). Negotiation skills, industrial relations,

relationship building and the P'ocess of managing change could be argued

as being skills necessary for the transition to a eI ..... .ocracv. and would assist

in easing and bunding management staff relationships. According to O'Neal

(1985) a great many human skills are needed to manage effectiveIYL~lJ~~re

most important is a capability formanaging change.

The most frequent requests for specific training for future training and

development were business sense, strategic perspective and interpersonal

sensitivity. Competencies that were thus perceived by management in

assisting them manage, customers, suppliers, community and employees.

Of significant interest is the high request for skills in business strategy, or

skills that would give management a firm understanding of the environment

in which they are operating, that is strategic perspective.

As the environment in which business is currently operating is extremely

turbulent, it places greater demands on management to predict their future

environment, and this is extremely difficult due to the fast pace of change.

As stated by Kast (1990) the boundaries between business and its

environment have become more permeable, and external forces are having

a greater influence and impact upon internal management practices.

According to Jones and Woodcock (1988) new laws governing how one

hires and fires people have been passed and people no longer seem to be

committed to working fairly for a fair wage. As asserted by Held (1967) in

Buchholz (1986), the major problems confronting a business executive are

becoming less business and more societal in nature.
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Tornbari (1979) in Buchholz has described the role of the manager as being

politico-economic in nature. This is reflected in the desire for training and

development in strategic perspective and business sense tor-future training

and development (see Table 4()}. Buchholz (19861 states that being a good

technical specialist was sufficient for managing yesterday's corporation,

however; today one must have more of a generalist orientation to be a good
-,;

manager and the know-how to deal with more parameters, and more publics

and to be better informed' on a widE):,range of issues. The research thus

proved that there was not a specific set of competencies required to manage

all the stakeholders, but they required a ral1ge of skills and competencies.

By providing participants with training in business strategy, it will enable

management to have a greater control over influences in their external

environment as Tromp (1990) states that mangers themselves can

significantly influence the environment within which their organisations

operate and should not accept it as fixed.

The literature suggests that age and qualifications of candidates for senior

management positions need to be taken into account, as well as the level of

knowledge and skills required for the position concerned. Tromp {1990)

states that the focus needs to be learner orientated and a work related

teaching or learning process needs to be adopted.

In summary, Tromp (1990) states that the skill to manage successfully in a

fast and changing environment such as that in South Africa, cannot be

taught by means of a recipe approach. It is therefore irnportant that

orqunisations adopt an integrated and holistic approach, drawing from

numerous, multi-disciplinary approaches covering a wide range of topics and

a variety of learning techniques and strategies.
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5.7 Conclusion

In conclusion. this chapter presented a summary and interpretation of the

majf)r findings. The research questions were explored and discussed in

greater detail. In Chapter 6, conclusions will be drawn, limitations discussed

and recommendations for future research made.

- 139 -



CHAPTER.6

PONCLUSIONS AND DISCUSSION

6.0 Introduction

In this Chapter I final conclusions will be made with regards to the

investigation. Specifically the investigation into stakeholders and

competencies will be discussed. Limitations will be highlighted and

recommendations for future. research will be.made.

6.1 Scope of the Research

The overall purpose of the study was to identify those stakeholders critical

to the achievement of business success and the managerial competencies

required to manage those stakeholder relationships effectively. The rationale

prompting this study, was to assist organisations manage the turbulence in

the environment more effectively, by advocating a stakeholder approach

which would question the conceptual thinking of management and thereby

assist them to be more proactive in anticipating the demands placed on them

by the internal and external environment.

The research method used was highly effective in identifying a well defined

group of stakeholders existing in the retail environment for both store

managers and general managers. In addition, it was successful in identifying

the most important competencies required to manage those R,:akeholder

groups effectively. It also provided a clear understanding of the applicability

of the systems approach in order to understand the dynamic interaction

occurring in the internal and external environment and the commensurate

effects thereof for management.
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The purpose of identifying managerial competencies used for managing

stakeholder relationships was to assist organisations develop a profile of the

manager they deem is needed to manage stakeholder relationships, and

thereafter either select future management who are in possession of those

competencies or alternatively provide potential management with the training

and development to acquire those competencies. This is particularly

important in light of the unequal representation of all races of societies in

most organisations.

A focus on stakeholders was chosen in preference to a job or task specific

analysis as the researcher felt that a job or task analysis dealt with threshold

competencies, that is those competencies that are essential to performing

a job aimed at maintaining the organisation as opposed to those

competencies causally related to effective and/or superior performance in a

job. The researcher thus believes that the cor» ,,~.t;+: J advantage of

corporatlcns will be dependent on how successfully the organisation

manages and anticipates changes by those groups critical to the

achievement of business success. And hence, the researcher chose to

identify those competencies that differentiate superior performance from

average or poor performance by focusinq on stakeholders that are critical to

the qchievement of business success. Furthermore, most organisations still

"think" in terms of traditional stakeholders such as employees, customers

and suppliers, and in the turbulent environment this is deemed to be too

narrow a focus.

The overall findings indicated the top three stakeholders critical to the

achievement of business success, that is employees, customers and

suppliers, as being indicative of internal change as described by Freeman

(1984). internal chanqe requires us to constantly reassess current objectives

and policies in ligh'l of new demands by groups that we are used to dealing

with .. Internal change requires action and occurs within the current filing

system and it is what we are used to dealing vvith on a daily basis, but does

not challenge our conceptual map of the world. Also with regards to the
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potential stakeholders, no startlingly new stakeholders were identified other

than those suggested and represented. This could be attributed to the fact

that management have not yet felt the presence or emergence of new

groupings as stated by Strauss (1990) or, alternatively, management has not

yet incorporated the external change Into their day to day reality, as

advocated by Freeman (1984).

Furthermore, the research also identified specific competencies required to

manage specific stakeholder relationships. It was also found that the same

competencies were not required to manage the different stakeholders, but

the Importance of the competencies was dependent on the specific

stakeholder. This suggests that in order to cope in the changing socio-

political environment, management require an array of competencies and

skills. No specific stakeholder training can 6~ prescribed, but rather a vast

range of training and development is required drawing from a range of

disciplines and a varletv .of approaches.

6.2 Criticisms and Limitations of the Research

The limitations and criticisms of the research are discussed below :

A limitation of the research is that the study was conducted within one retail

organisation and as such, the findings may not be gen~ dlisable across all or

other retail organisations.

Secondly, the supra competency of managing staff as identified b- Dulewic.z

(1989) was found to be inappropriate as a competency to rate stakeholder

relations other than with staff. However, the ratings were still filled in and

this could suggust that there is still some overlap of dealing with staff when

managing other stakeholder relations.

Thirdly, the research never took into account the proportion of time spent

attending to stakeholder concerns in relation to all the key responsibility
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areas of management. As such, it would have been ir:teres\, \1_9to see how
, -_-:_- -.., . -~,:'-':, \ "'. \

much of management's time was spent attending to stakeh~lder concerns,
'/

as opposed to other activities or responsibilities. '/

Finally, the research could have been subject to respondent bias. Participants

may have felt obliged to rate the importance of certain stakeholders higher

than others or state that they spent more time w,ith certain stakeholders as

opposed to others, as a result of the perceived need to fulfil some of the

researched company's philosophies and values.

6.3 Recommendations for Further Research

The following areas of research are recommended for further study:

As the research was conducted in one retail organisation throughout

South Africa, the research findings could be validated in other retail

organisations. Depending on the nature of the retail business selected,

comparisons across job categories and companies could be made or

extended to ether job categories.

The same study could be done across different job categories within

one organisation whereby specific stakeholders for that particular job

would need to be identified first before replication of the study. This

would assist depart;;"dnts within the organisation for example in a

support function and not directly involved in face to face customer

relations, become more service oriented.

Separate studies could be conducted on each stakeholder relationship

on the perceived expectations stakeholders have of rrtanaqernr-rc and

vice versa. This would enable management to have a clearer view on

the actual stakeholder expectations, as opposed to a surmised view.
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The researcher believed that the twelve supra competencies as

identified by Dulewicz (1989) would cover most of the competencies

required to management stakeholder relationships. The competencies

as identified by Boyatzis (1982) in lieu ofthe competencies determined

by Dulswicz (1989) could be used as a variation.

As stated in the previous Chapter, the Dulewicz supra competencies

may not, be particularly relevant for managing the community and as

such, competencies for managing the community could be identified

using the critical incident technique or alternatively Kellv's Repertory

Grid.

Alternatively, those managers perceived to be outstanding performers

or extremely competent at managing the community could rate

Dulewicz's supra competencies by the community, in order to

determine a distinct set of competencies for managing the community.

This could be compared to those of average or poor performers and the

differences between the two groups could be highiighted.

The competency of managing complex scc.o-polltlcal change as

identified by Lapinsky (1989) could be included as an additional

competency in any future study.

6.4 Strategic ImplicatioQ§ and Usefulness of the Study.for the Researched

Company

The results of the study indicate that management appear to still be thinking

along the traditional stakeholder model, including employees, customers and

suppliers. As stated by Binedel! (1987) in turbulent times this scope is too

narrow a focus and that the model of stakeholder analysis should be

broadened to include forces and issues present in the macro-environment.

He further states that In order to understand the stakeholders, organisations

need to systematically engage, understand, negotiate and respond to various
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stakeholders' interests in order to playa more effective role. Some aspects

of Freeman's stakeholder analysis were not covered in the research and

therefore it could be very useful to embark on a societal and values analysis

with management. In addition, the company could hold discussion groups

with current management in order to discuss the findings in greater detail

and stimulate further thinking. Future management could be exposed to the

findings in order to create an awareness of the skills and competencies

required if they were to fulfil their future responsibilities effectively. Such an

analysis will furthermore give new insight to management and broaden their

understanding of the values and assumptions that are a driving behaviour in

society and more specifically their market place. Binedell (1987) 'further

suggests that we need to change 'Ourorganisation mentality from one of

efficiency and a narrow coping with problems to organisations that are

willing to experiment. feel, sense and challenge the way things are done.

The researcher is also of the opinion that the impact of the community was

interpreted incorrectly, and although management have experienced the

effects of violence and unrest of the socio-pofltical environment on the shop

floor, it is believed that they perhaps do not have as good an appreciation of

the economic power of communities, in particular that the organisation's

future potential market is the Black market. As stated by Van Lingen (1987)

Black Power is now a force in our society which is not new, but it has

acquired new confidence and avenues of expression. Although the

researched company has been Involved in corporate social responsibility

since inception, and the merits advocated at Chief Executive Officer level

and Soard level, it is felt that rnanaqa-nent do not perceive 01' have not

considered it as a vital strategy that will ensure the continued survival of the

organisation in the long run - that is corporate social investment.

Hence, a useful exercise to facilitate an understanding and to chal!enge the

current thinking of management in terms of stakeholders possessing the

ability to affect the achievement of business success is to conduct a

stakeholder audit as advocated by Freeman (1984) as discussed in the
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literature review in Chapter 2. This could facilitate an understanding and an

appreciation of stakeholder expectations. Furthermore, management would

be exposed to an understanding of the values and the causes behind certain

ideoloqieal issues, that is why staff were feeling a hatred towards a "White"

company and regime - and if this is really the case in point, or a perception

of management as a result of the apartheid system, which assisted in

allowing people to peep at one another through keyholes.

The list of competencies identified in Chapter 5 as being important in

managing stakeholder relations gould be added to the skills and competency

profile of store .and gene_ralrn ., ars when selecting future management.

The competencies a::. identi' this study were those characteristics

perce.ved to differentiate superk» .16m >9verageand poor performance. Thus,

although numerous people may posses the essential 01' threshold

competencies f w perfoi minq d job, that is good administration, filing, etc,

i' .nay not be those competencles required ;or sustaining the organisation in

tf~ I Jng term.

The stakeholder process and analysis could be used for specific departments

within the orqanlsatlcn not directly involved in customer relations to assist

them align their role and funcdon more strategically with their customers

internal to the organisation. For example, human resource rnanaqers or their

departments could identify their current and future stakeholders, determine

the needs and expectations of these stakeholders in order to offer them a

more relevant service, Furthermore, competencies required for superior

performance in the position could be identified as a result of stakeholder

expectations. This could provide the organisation with specific competencies

required to manage human resource stakeholders effectively and as such job

profiles could be determined which would assist in the selection of future

human resource personnel.

The competencies as stated by Dulewicz could be broken down and refined

to be used as an instrument to select future potential by constructlnq a job
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profile. Senior management could. rate potential management on whether

they possess the specified competencies necessary for the specific job and

where the areas for future development are, thus enhancing selection and

recruitment techniques.

The use of the critical incident technique may assist in the identification of

additional competencies not stated or included in the Dulewicz (1989) study.

Once the competencies for each specific job profile were determined, it

could be used as an instrument of which management could rate the

possession of their own competencies and as such identify areas for future

development.

It has also been stated that research serves to challenge the conceptual

thinking of participants, and sets in motion new ways and ideas of

managing. Research in itself becomes an organisational development

intervention, and thus prepares the ground for future training and

development or conceptual thinking at a later stage (Schmidt and Klimcsk},

1991). Thus, the research may have increased the awareness of the

respondents with regards to their stakeholders, their potential stakeholders

and the competencies they need to interact with these stakeholders.

6.5 Conclusion

In conclusion, the nature of the research was exploratory and took the form

of theory building as opposed to theory testing. For the first time in South

Africa, an attempt at a stakeholder audit was conducted, and certain issues

and concerns were highlighted in an attempt to determine the issues and

socio-political challenges Tllcing management in todav's turbulent

environment. In addition, it was felt to be a successful method of identifying

the most critical stakeholders affecting the achievement of business success

and for identifying those competencies required to manage stakeholder

relations effectively, It thus suggests tt t there is further scope for future

research in the area of stakeholder rnaru.qement, Furthermore, it was the
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first time that an attempt was made in trying to determine the most

important competencies required of management to manage their

stakeholder relations more effectively. The findings of the research also

suggest that competencies for managing in South Africa's turbulent 'socto-

po!itical environment are multi-facetted.

Furthermore, the. method used in the study could be used in organisations

as a valuable management development instrument aimed tit creating some

certainty in an ever changing world •
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APPENDIX

,. .'1 .v " '. ", "i':, ,I Bl POBox G/" wn "
~05(JSouth Atnc..

Gil 'Embark'
,,-,' ..J.·27125 SA

I.Olli b4:3·6641
Fax (011) 64:3·2~i36

Dear Parttclpant

RE: COMPETENCIES FOR MANAGING STAKEHOLDER RELATIONSHIPS

In today's changing socia-political environment, management is having to take
into account the various stakeholders egoemployees, customers, when making
decisions both in the internal and external environment in order to maintain and
achieve a competitive advantage. To do this effectively management need to
have the necessary competencies to manage their stakeholder relationships.

We are currently conducting research in the Retail environment, the major
objectives being to identify those stakeholders critical to achieve business
success and the behavioural competencies as well as characteristics required
to interact effectively with those stakeholders. In order to maintain our
competitive advantage this research warrants further investigation.

We would appreciate your assistance by completing the attached questionnaire
and returning it in the enclosed envelope before the 25 June 1992. This
research is being conducted by Mege Bussin in partial fulfilment of the
requirernents towards a Master of Management (Human Resources) degree at
the Wits Business School.

Should YOiJ need any assistance or clarification in cornpletinq the questionnaire
kindly contact her at (011) 455-6120 during working hours. All information will
be treated in the strictest confidence.

Thank you for your valuable assistance.

Yours sincerely

~
MEGE BUSSIN MARGARET SUTHERLAND

Student Lecturer
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§ECTIQN 1

A stakeholder can be defined as "Those groups without whose support the organisation would cease to
exist" . A stakeholder is any group or individual who can be affected or is affected by the organisation's
purpose. It is any grouping or individual that has an important interest in the Company's welfare and
prosperity •

1. Please rate in order of importance those stakeholders critical to the achievement of business
success, in terms of the following scale:

1 No importance to achieve business success
2 Little importance to achieve business success
3 Important to achieve business success
4 Very important to achieve business success
5 Critically important to achieve business success

r ·Employees 1 I 2 I 3 i 4 J 5 ==,
[SUPPliers 1 I 2 I 3 I 4 I 5 I
I I I I

~

I ~Shareholders 1 2 3 4 5

I I - I IMedia I 1 I 2 I 3 4 5

I Trade Unions I 1 I 2 I 3 I 4 I 5 I.-- I I I I I II Customers , 2 3 4 5

I C~mmunity I 1 I 2 ~ 3 I 4 I 5 I
[ Government ] 1 I 2 I 3 I 4 5 I>~

I Political. Groups I 1 I 2 I ~3 I 4 53

[ I
.

I ]Financial Com- I Imunity (Bani•.s) 1 2 3 4 5

:.I.. Out of a total of 50 units, how much time do you spend Per month attending to stakeholder
concerns 7

EmploYF,es

Customers

~...,_ Suppliers

Trade Unions

Media

Shareholders

Community

Government

___ ..Political Groups

Financial Community (Ba.lks)

TOT A L 50
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Below is a list of management competencies. A job competency is an underlying characteristic of a person
which results in effective and/or superior performance in a job. Please indicate how important you believe
the management performance factors listed below are for you to manage stakeholder relationships in the
retail environment. Please rate the appropriate option using the following scale :

1 No importance
2 Little importance
3 Important
4 Very important
5 Critically important

Interpereonal SenSitivity

5 3 4

Shows consideration for the. needs and
feelings of others; listens dlspesslonetetv, is
not a "selective" listener, recalls key points
and takes account of them, is flexible when
dealing with others, will change own
poslticn when others' proposals warrant it

3

Unions CommunityCustomers Employees Suppliera

Achievement Motivation Customers E;mployees Suppliers Unions Community

Sets demanding goals for self and others
and is dissatisfied with average
performance; makes full use of own time
and resources; 'lees a task through to
completion, irrespective of obstacles and
setbacks

--. Adaptabifity and Resilience

Adapts behaviour to neW situations,
resilient, maintains effectiveness In the face
of adversity or unfairness. Performance
remains stable under pressure or opposition:
does not gat irritable and anxious, retains
composure

Anll!ysis and Judgement

Seeks all relevant information: identifies
problems, relates relevant data and
identifies causes, assimilates numerical data
accurately and makes sensible
interpretations; work is precise and
methodical, and relevant detail is not
overlooked. Makes decisions based on
logical assumptions that reflect factual
Information .,

Asseuivensss and Decisiveness

Forceful in dealing with others: can take
charge; is willing to take risks and seeks
new experiences, Is decisive, ready to take
decisions, even en limited information

Business Sense

Identifies opportunities which will inr-rease
sales or profits, selects and exploits those
activitles which will resu't in the Iarqest
returns

-
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Mal~l,jging Staff Onions. I·· Community

Adopts an appropriate interpersonal style
for achieving objectives; monitors and
evaluates their work; shows vision and
inspires staff; develops the skills and
competencies of staff

Customers Employees

Or!!1cemmunteetten
11-----

Fluent, speaks clearly and audibly, with
good vocabulary; in formal presentations, is
enthusiastic and lively, tailors content to
audience's level of understanding

Persuasiveness

lnfluences.and persuades others to give
their agreement and commitment; in the
face of conflict, uses personal influence to
communicate proposals, to reach bases for
compromise and to reach an agr!lement

Suppliers

- 163 -

Planning and Organising

Strategic PerspectiveIr-~--~----~~--~----------~--------~------~-------+------~------'''-

Plans priorities, assiqnments and the
I allocation of resources; organises resources
, efficiently and effectivelv, delegating work

to the appropriate staff

Rises above the detail to see broader issues
and implications; takes account of wide-
ranging influences and situations both
inside and outside the organisation before
planning or acting

Interpersonal Sensitivity

Shows consideration for the needs and
feelings of others; listens dispassionately, is
not a "selective" listener, recalls key points
and takes account of them, is flexible when
dealinq with others, wlil change own
position when others' proposals warrant it

Energy and Initiative

Makes a strong, positive impression, has
auth()tity and credibility, is a self-starter and
originator, actively influences events: to
achieve guals, has energy and vitality,
maintains high level of activity and
produces a high level of output

List any other performance factors that you
consider important, which have been

omitted from the above list,
using the same rating scale
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SECTION 3

OPEN·ENDED QUEStiONS

1. Which stakeholder relationship do you currently have the most difficulty managing ?

2. Please state reasons

3. What. training arid development do you think the company should provide to help you
manage those relationships mentioned in Question 1 ? (Make reference to the list of
competencies on your questionnaire if you so require)

4. Within the next 5 • 10 years, wlto do you perceive to be your potential stakeholders in
order of importance (priority) ?

5. What training and development do you think you will need to help you prepare for the
future stakeholder relationships you mentioned in Question 4, if any? (Make reference to
the list of cornpetencies on your questionnaire if you so require)
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Please provide the following information by ticking the appropriate options:

Store Manager

General Manager

As this research investlqates the similarities and differences across a range of categories. would
you please indicate the population group to which vou belong:

Black

Coloured

Age Group:

Geographical Region:

Orange Fres State

I
Transvaal

IWestern Cape Eastern Cape

Natal
=,:;.-.

Your highest educational Qualification:

Std 8 / Std 9 Matric

Technicon Diploma University
or Equivalent Degree

Other

STORE LOCATION

! SUBURBAN

l_gOUNTRY

THANK YOU FOR COMPLETING THIS QUESTIONNAIRE
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