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fAEsTRAcff"

: _The South Afrlcan soclo-pohucal env:ronment in whach orgamsatlons have operated in
- over the last flfteen yaars, has been extremely turbutent in both the mternal and extarnal

domain of - the argamsat:on Due to ‘the . natura of the South African socletv,"' B
orgamsatlons hava ths had to ta.i;a cognlzance of the groups or mdrwduals who affect |

o or are affected bv the orgamsatzons purpose in order to ensure its contmued busmess -
o survwal ' ' ' -

| The | purpose of thls studv was to. :dentnfy the most critical stakeholdars exrsting in tha |

' retalt enwronment for managemant and ‘the managenal competencles requured to
manage those stakaholdar relatnonshups effectwety ' o '

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

was exploratory and took the form of theory. buiiding: 2s opposed to theory testing. A

questionnaire Survey was conducted in one retall organisation nationally, across twé
managerial levals. The questionnaire comprised of open and closed questions, aimed at - -

- o |denﬂfwng the most crltlcal sLakahoIders i the retali enwronment,

- 'determmmg if there is a corrglation betwsen the time spent attendlng to
stakeholder concerns and the perceived importance of the various stakeholdex_'s, :

% identitying the managerial competencies required to manage those staksholder

o ralat:onshnps effectweiy, by rating the managertal GOmpetenmes as |denttfted by
~ Dutewicz (1989), _ .

BT ldentlfwng the potential staifeholders in tha retall envzronment

As the data was ordmal non parametnc statlstlcs were carried out, and tests for_-_'-'

hetwsan group dcfferanca& werg calculated

The research confirmed that the four most critical sta keholders in the retail _e'nviron_ment' 8
exisfi_n'g-for both sture maha.ga'rs and general managers, as being customers, émployeas,

Ty




relatlonshlps arg s:gmﬂcantly different from ong another.

B suppllers and the commumtv.. These stakehoiders were :neluded in the research:: e
_ -questlonnalre used to 1dantlfy manageriai competencies A surprtse fmdmg was that -
N trade unions were ranked by general managers as the fifth most important stakehe!der' '

_ affecttng the ach:evement of busmess success whereas the store managers rated them
eighth. o ) | | o

.. Asaresult of the reSearch, 'ifean be c'enclude'd that f'nana.gemenf align their time s'pei"lt'
 on'the vanous stakeholders accardmg to the 1mpertance of the stakeho!ders in the retail o
envsronment Furthermere the GOmpatenclesreqwred to menaga the varleus stakehalder o

- In adi;litie'n. the raseareh also highlighte'd "the na'ed for speciﬁe'cempeteneias to manag'e'
' speelfrc slakeholders and that they were percelved to !Je dlfferent in (mportance fof L
ﬁ_ _generai managers and store managers _ g

o The rasults elso reﬂeeteu i) wnde range inim portance ef the cempetanetes for managmg _

- Stakehoider relatlonshlps Thls suggests that it ls not possible to prowde one stakeholder_._ _

' management training’ programme aneompassung all the sklils reqmred 10 managa:; e
takehelder mlatlonships effactwely, but rather a wide range and array of training and

development is needed ta ‘assist management manage their stakeholder rel_aﬂenshlps
effectlvely ' ' ' ' o

_In conelusmn, it was the first acadamfc attempt used in South Afnca as a means of - - |
a _identsfylng ths most critical stakeholdere affactlng the achlevement of busu ness  SUCCEsS |
- and the managerlal competencnes requ:red to manage those stakeholders affactwely
The method__used proved to be highly ‘successful in determining & cohasive group ef' _
. eritical stakehoiders.-fer 'e'na org_anisa'tien, and a distinctive greuping of competencies :

_ _'required' to manage stakeholder relationshipa more effectivel'y Furthermore, the method

used in the study could be used in organisatlons asa valuable mianagement develepment

mstrument anmed at creetlng some certamty in an ever changmg world
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1.1

CHAPTER 1

INTRODUCTION TO THE HESEARCH

i Chapter Dna the research rationale and a brief ov:arvuew ot the further

chapters in thre research are drscussed Chapter Two explores srgmfrcant

~ prior rasearch in the area of stakeholders and compa‘tancree, as well as the B
:_busmess context in whlch the research was conducted This chapter '
E concludes with a statement of the research probiem. Tha research
X methodolagv ueed in this. research as -well as hmatatlons and- key
B assumptlons are detailed § in Chapter Three. The results of the research are

presented in Chapter Four, foliowed wrth an analysis and mterpretatlon of -
the results in Chapter Fwe Fmally, the research report is concludad in-
Chapter. S_l_x which covers a discussion of the resuits, limitations and the |

© contributions which this repart may make to th’e_-e_xisti_hg' hcriy .q'f knowledge.

There .c'ah_- be little doubt that South Africa is moving towards a rl'ew, -
~ different and in many ways a mare challenging business environment

wherein business h’ae been called upon to .reac_t'p'roacti:veiy_ to these
challenges (Bernstein, 1988; Binedell, 1987; Burgess, 1 8ga; Welsh, 1 988).
The stability and predictability of the 1950’s and 1980’s has been replaced
by amblgmtv, paradox and an increaSrng rate of change (Hurnan and .
Berthcn, 1990! o

' As stated by Post (1978) orgamsatrons of all sizes and typee face the'" -

rha!lenge of cperatmg ina socnal settrng that is :ncreasingty complex and




N _ _.inherently pohtlcal He states that the manner m wh:ch orgamsatmns respond o -

- tothis cummerc:al and social GOmpIemty is fundamental to the(r mstltutlonal 2

'Iegltlmacy and ':heir business survival. He further states that the most _

chaﬁengmg frontlers of profess:onai management today are probably those
~ in which change is occurnng most l'apldlv, where the least is known. where B
o "the most speculatlon BCCUsS, and where the opportunrties for magmatwe.'. -
executwe Ieadershlp are greatest (Post, ‘1978} ' L

o Todav, orgamsatrons are viewsd and are rec:ogmsed to be "open '

o inextricably lntarwovan and thus mterdependent w:th the complax fabric of' o

o their envuronment (Emery, 1969) Further, this fabric tsfast beccmmg glqbal R

' in nature and orgamsat:ons can no Ionger be viewed as separate They are

"wewed as part of their wider enwronment, and the cuirent ernphasss on the o

- customar and service suggests a growmg awarehess 01’ thls lntardependernca
'(Human and Barthon, 1 990) '

"B'uéine'ss' ih South Africa-has incfea'singly' been called upon to becqme

Cinvolved. m act:vntres and issues that transcand “the boundanes of tl*e L

- tradltlonai managemerit of the fu ™ and take part. inthe somal restructurmg
N of soctety {Barnstein, 1988; Burgess, 1 989 Godsell, 19871 Andraws

o {1988} states that the combined affect of changas in .our ‘saciety have _

: resul_ted _in__ the erk;ifac_e:p_laying a. tizch m};’)re--i impbrtaﬁt role in the |

sociatisation . and _s‘elf—a_c'tualisation of indi\'r_idu_iais{_ Hence, -the  absoiute
- ne'ces'si'ty_ for every business managerto 'invoIVa_rhim. or hersalf in the serious -
re-gvaluation and development of the organisations* human fesourcé‘s, :"'énd' '
ge.\erally in constant assessment of changmg envnronmental faciors -
'-_(Andrews, 1988), | |

According to -Tmmrj {1990) during. the eighties "maba’ging t'he enVirohzﬁen’c
‘came 1o be seen as a prime responsibmty of managers“ Backhard {1985)

'states thatr managers themselves can srgnlftcantlv mﬂuenre the envarcmment L

- within which their organisations operate and should n_ot_ accept it as fixed.
. Williams (1982) in Tfomp_ (1980, p. 30} emphasises the ra_té at wﬁ_ib.h_ this -




. \\ :

R "_Ienvrrcnmont is changmg and points out that not only the rato of change but '_ RS
o _.also the com plexitw of change poses spociflc threats to organ:satlons should_ ; '
: thoy not bs ablo 1o adapt and adjust proactively. '

Freeman (1984) states that ths onvrronmental shrfts that have occurred ,
. place a nood for a radical. rethinking of our model of the fi rrn (be lt a -
_ 'producﬂon or & managerlal wow pomt) He further staios that we need a _

_ _'thcorv or set’ of concepts which can turn extornal chango mto internal
3_-'change, therebv reducmg uncertamty and drscomfort Such an ntollectuai"' |
of. oonceptuai" rnova serves asa febrtrm;smg foroe so that changos ¢an be. _
posrtlveiy managed Freeman {1 984.-) thus ‘suggests that one possrble

opproach to th;s conceptual prchlom of doahng wrth the extornali_

onvrronmanﬁ of the firm is to. redraw tha prcturo of the firmy which takes into o
: '-'occou_nt __al;.qf those groups -and rr_:dwrduals-that-c_an _o_ffrerr;'ri or are _aﬁooted_ |

by the éoc"omplishment of the -org?anisotional purpose. Furthermore, each'of o

' these grcups plays a vital role in the succos*s of the busmoso organlsatlon, _
| and sach.of these groups ‘have a "stako inthe modern corporat;on Honce _ '; -
.'the term' "stakaholder” 'ond “tho stakoholder model of framework" or-

"stakeholder management”. This: allows managers responsible for that-'
stakehotder relationship to rdentlfy the strirtag;o issues that affect that

stakeholder and to formulate, implement and monitar strategreat for dealing o
. wrth that stakeholder grouc (Freemar, 1984) o

N Regarnrng or improving our posmon in the rntorrnat(onal busmass arena, w:ll_ -'
_ pose new challsnges 0 husrnass in gaming and maantalnmg a oompotrtwe |
'_ edge {Tromp, 1 990) In order to maintain and attam 4 compatltlve advantago
- will require numerous and dwerse managerral competencies. Klornp (1982)
“defines a job compotenov as "an undorlymg charactenstrc ofa porson whlch- -
g 'resolts in effectwe and/or superror porformanco in a job“

It has been arg'u'ed by l_:)'o Vries {1984) that-__deu}cloping_'skiliod :_-monprjvver- .
“rapresents an escential requirement for the -sus;tor'uanoo_ of the South Af_rica_rl' _
- soconomic system and therefors has a prafound sffect on the quality of life =




2

-of all her paoptes Therefora, lf anv company or orgamsatmn mrlshas to' '.
~ operate. successfully in South: Afnca or anywhare in the world fer that
| 'matter, theri the daveiqpment of sklﬂed’ mﬁﬁbnwer represents a nrmnty De.
'_Vrles, 1984} This procass is’ lmposed by a dynamlc Bn\rlronmant WIth_ o

resultmg changlng skills requn‘ements (De Vrles, 1 984)

Ih_ajm.a.mh_ngﬂmna

| 'Thus, a kev prohiam South Afncan managers are facmg today rs an ever"' |
_' _changlng complex anwronment There. is a need 1o understand what the '
rature of the complexlty is and identify the key ggmpetencle" requnred of
: '-'-managers to manage their varmus stakeholders effectwelv Ev focusing on -

stakeholders, management will ba bstter able’ to understand s_mc_i_ manage the

' 'cOmple-xity:infth._é.exte-._ma'l. gnvironment, and thus anticipate stakeholder
o "éxpet:tati ons timeously. According to 'T‘rg'mp (1290) at the 1990 Conferencs

of the European Et)zunda't'idh' for Marjagement Development_,"_it appeared that

| " the maiﬁ task of any manager sl Ehmairis the satisfaction of the customer
hy prmndmg quality in terms of produots and semces Hussey and Langham -
R t1979} state that tha task of managemant isto mterpret stakeholders’ neec's _
and mﬂuences, defme corporatea ob;et‘twes, and plan and 1mptement: -

stratagles whlch achieve thasa ObjBCtIVBS and- expiozt the market .
opportunltles ail within the context of the busmess enwronment. :

o '_ '-Gwen that there is. agreement that the mam task of any managar is the
- satlsfactlon of the customer by prowdmg quahty in terms of produr.:ts and

services,. and that business in South Af*lca oparatas in a cOmpiex and g
turbulant enwronrnent ' '

1. Who are the ‘most - cntlcal stakeholders extstang in the retarl

_ envlronment? :

2. -.What are the manager:al competancles required of managers to s
' manage the stakeholder relatlonships effectwely 7




Iri summary, this research w'asdas'igned toidentify and rate the most critical

- stakeholders exsstmg in the mternal and axtarnal envrronment of one retail N _
' _organlsatlon far both store managers and generai manegers. Furthermore, to
L _rdentcfy whether there is a correlation between the time spent attending ta "
'_stakeholder concerns and the most ontioal stakeholders m the reta;l o |

o enwronmer‘t.

1.3

Thereafter, the research aums 1o ldentlfy and rate the most crmcal supra- _' |
' 'competenoles ldentlfled by Dulewmz {1 989) needed for managmg'_':

stakeholdar relationshxps in both the mternal and external retail environment, '

_'_Partic:zpants are askad 10 state the stakeholders thh whom they have the
| most: drfhouitv managmg and the reasons therefor. o '

i .‘. .

- Fir{"c‘euy:'”tﬁe i:’esea'r'o'ﬁ:.airhs to ide’htify the peroeived fufure IStekeholcliers.
. B _exsstlng in the retail enwronmsnt and thelr trammg anct deve[opment needs.
As no mgmﬂoam prlor research was ldentsﬁed ~which deterrnmed -
_-oom petenones for managrng stakeholder relatronehrps, this researoh takesthe K C
- form of thaory buuiding and is exploratory and desonptwe in |ts nature,

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

_composition of South Africa’s w_orkforoe to those of the sophisticated |

gconomies of the first world countries (Do Vries, 1984). Furthermors, the.
onus of responsibility on our high level manpower to create employmerit for

‘the huge unskilled section of the South Afnoan iabour force is much larger
. than is the cass in developed countnes. | '

De Vries {1984} furthér states that "chis' large scale-'surplus- of un'skiiled
workers neoessitetev ‘the rapld development of. skllted manpower via
improved and accelerated training and educatlonal methods in short, if the _

oountry is to aohleve araal growth rate of 5% per annum, a growth rete of -




{?

| 'at !east 3 2% in trained manpowar js rmperatrve, provrdad tho drf‘eronoe ra__

mada Uy in’ productwrty De Vrres, 1984) Herrc:eIr there is an onus on
_ ' orgamsatlons to identify managenal potentia! thatrs mores repfasentatwe and o
- a better raf!ectlon of the wider South Afrloan socjety af large, as well as to

' -tram and devalop therr human resouroes. As stated. by Lrvmgston {19711 o

| _' how effectwely a manager performs on the job oannot be predicted by tho_ )

o number of dagreea he holds, the grades he recelves in schootl or the forma!

educatlon programmes he attenda Hence tho rasearch thus advocates a:

._ oompetency hased appfoaoh in rdentrfvlng sper.:tflc ]Ob profrlas as Weli as the- - .

' selectron and recrustmeﬂt of staff

- Biuen and Burns (1990)‘ ‘conducted. 8. stody amongst line. m'anagement_
; human resom'ce praotmoners and human rasource’ managers to rdontrfy the .
human resource research prlorltlas of the: 1990 s, - ' '

-. From tha hst of thlrtv ning human resource reSearch prrorrtres, the fo!iowrng
were ldentrfred as second and third re.,paotwaly

R . The xmpact of socro—pohtrcal and economto rmpaots on human resource o

management as weti as the oommensurate im pact on orgamsatrons and
o employeea. - '

2. Aopropriate -managarhant training. and developrhermt for the South '_
~African scenario. Specifically, a need was expressed to research the_
exact concepts and oompetencres managers of the 1990 s requrred -
-re!evant to the South. Afrrcan condltrons S

it |s belisved that the stakoholdar ooncept of identrfymg managerral_
oompetancres forces orgamsat:ona to be future orientated and outward

facused as opposed to mtrospectwe and myopto in tarms of thelr ourrent job o

'funct:ons that is tasks and responsibilities, thereby being proactive mstead =

o Q_f reactive. Tombari (1984} statesthat_when organising.around stakeholder o

~ concerns, the corporate unit. concentrates on the expectations of thess




1.4

'groups and how they flt thei |esues. The |dee behmd suoh a desmn is to have' _ _
a busmess unit that can deal wuth its many publlcs Umts in this arrengement L
_ '_eeem te concentrate on the reiationships with the corporate publics and
' - focus an deveiopsng speorahsed skills to - deal wuth each of them. _
Furthermore, Tomban (1984} states that when arranged by stakeholder: )
_ groups, @ach Umt has the ﬂexibthty to deal wnth issues as they deveiop and _ o

i there i is no need to increase > units a3 nev;r issues evolve e |

S Thns is partlculariy pertment to the retall lndustry, dup o sts hlgh publlc: o

proflie as welt as the natura ofthe retail enwronment thet 1s iabour mtenswe

j and the wide oustomer bass for which retanl orgamsa’aons provude goods and
'-servlces. Hence the researoh proposes to ldentzfy the most critical
o stakeholders :n the retall env;ronment, in order to assist management to -
. create meaning of the turbu{ence extstmg in the external and interr 11':_. B .'
o enwronments Furthermore, the research elme to |dentsfy a profsle of the
’ most cntlcei oompetenoles reqwred to manage stakeho!der relatronshlps:. '
' '.more effectively in. order to assist in the selection and reorustment of
_menagenal potential for the posmons of stors managers and general
.' managers F!nally, the research aims to provrde s;gn.ficent and meanmgfut' '
:_ input lnto the trelmng end development reqwrements of ex!stmg and -
' potenttal retail managers '

As Stated by Porter (1990} netional proSperity"is created, no’i: inherited. It
 does nat grow out of a oountry s natural endowments, its labour pool, 1ts'
mterest rates or currancy value, as classical sconomists lnsist A netlon‘s '
oompetltweness depends on the oapaortv of tts mduetry to mnovate end o :
' Upgrade ' ' o

- Limitations and Key Assumptions

The following _Ii_rhite'tion.s are detailed :




".The population from whxoh the samplo was drawn, thlt is the *atail mdustry, 3
- is too largo to. mvestngate 1n the present study, Tha survey was limited to -

| '_ | company The study was conducted in the Plck 'n Pay group of compames, .
_ . .outsw.ie of the Plck ’n Pay grou;f ot compamos as the nature of Jobs mav
L dlffel,‘ from company t0 oompany The sampie ls from the rotar! mdns‘try and.

e the results may not be generahsed beyond thaﬁ: mdustry. .

o __'uata was oollooted usmg a quostlonnarre. A!though data collectlon via this _
‘method IS usad extanswoly in the socis scuenoeo, it mav be argued that

could hias the results. T he purpose of the quest!onnarra is 10 seok

percept;ons as well as dlffonng views and oplntons, and hence subjeotmty B
in termq of the' person s World VIBW could once agaln buas the outooma '

The resoaroh questlonnarre was admmlstered in Enghsh Although Englrsh is .
_'the spoken or espousad medium of communlcatlon in the researched
- oompany, there are many people in the South African context whose home

-
!
|
A
A
§

' store managers and general managefs ina Iargo South African retall

o The rosults oannot therafore ba automatically generahsed 1o retail compames - -

kR there is a !arge element of subjootw:ty m the use of quastlonnalras which E '

_iang_uage is not English. it may have. influenced the _understandtng and ;'

interpretation of the guestionnaire in a ‘manner not intended by the
researcher, . e : .. _

“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
'questi'onhaire in a manner that could m"ake them appear mdre" favourable.

The respondants may have attempted to g:vo the rlght anSWors“ desp;te_ '
-the anonyrnlty of the ropiy forrn ' ' |

 Research involves 1hé researcher, and the questions and answaers are thus
- ‘open to those lnterpretmg them. Tha researcher also bnngs tnto tha resoarch
- her own mterpretatlons and personal b:as
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7 Chapter 2.~ me-r;—.m R“-"W -

e of the Repo:

_The‘_j-re;st_a_arch_ report is structared in the following manner : - '

i

_ " - .Thls Chapter embod:es the llteratura revrew and cammencas wrth a brref o
B ovemew ‘of the context m whlch tha rssaarch is analyzad namely an open. _
systems approach The notlon that busmess daes fiot aparate ina vacuum_f B
but is an mterdependent cumponant of the enwrcnment and ﬂa such has a
L Iargar role to play i ir the broader soclo-pohtlcai and economlc enwronmant_’ :
.'IS dlscussad Thrs prowdes the foundatlon and ratronale for mvastrgaﬂng the ' .
_ lmportanca of ldentlfymg managerlal cr)mpetencles for managlng stakeholder
raiatronshrps in the ratarl enwronment. - |

Chépt'er 3 ? Rese%réﬁ Methodoiogy

he rasearch process is drscussed rn greater datall m ' this Chapter.'

Speclfrcaﬂy the survey populatlon, suryey samp!e, structure and desrgn of_'- ' |
the questmnnarre as well as the pliot study and method of collectmg data are .
: detalted The survey method of data collectron is also defenued '

__chapter 3. Résaarch Resuit's'

" The rase:a'réh results of the statistical analysi's are pf'eSehted in this Chapter.
" The sampla demographlcs are detarled dGSCfIbInQ’ the sample composrtron.' _
' Thrs is followed by 3 dlscusswn of the statlstlcal techquQs amployed and :
' the correspcnd:ng results ' ' '




 Chapter & - Discussion and Interpretation: of the Resuits

This Chépter hegins with an azr'léiysis'of' thé"jrésirlts and thei'r re!ev’éﬁbe i
o tarms of the revuewazi Ilt-arature The frndrngs w:th regard to the research o
quastlons are explored and dlscussed The opan anded questlons ara'
o __.discussed wrth referance to the hteratura._ )

o 'Gﬁﬁmaf 5' Gbﬁciusi'bn ..a.nd'ﬁééommehdafioﬂ:s o

n thi,,- Ch‘épﬁér final 'coridiirSioné are 'drawrl."i'ha scope of fha rasﬁérdh’\hiﬂ' =
."_ha dlscussed and the major findi ings w;ll be- made wnth regand to the'
' ;_-_perceptrons of the most cntxcal stakehoiders exlstmg in the retanl__-
anvaronm_aqt for store: managers and _Igenaral-_managers, as' well ag the
: - com peténéias r'é'qtjired to manége st‘akehd!ds‘r’ r'elatiorns‘hips'. T'hé Cbntrib'uti oh_
* which th 1,5 report ;may make to the ex:stmg body of knowledge is detailed -
“and sugr'astlons and recommendatrons for future research are made

. -10-




20

2.1

" CHAPTER 2 et

LITERATURE REVIE

J.L.Tt_m!usﬂm o

| The essence of thls research rasts on the assumptton that orgamsatlons m-. ’
'todav s ever changmg enwronment do not exist and operate in a8 vacuumi but "

_ function in an open system that is both affected by and affects the external
- and mtarnal enwronmant Furthermore, if orgamsatmns want to be B
' successful they will have to aiagn therr Strategles in accordanc-s with’ the_
'en\nronment in order to achtave an organisation - environ, - Ut thus
_' attsmptmg to mamtaln some kxnd of equlllbnum or compat:twe ada.antage

A system 8 framework will therefore be used as an ald to understandmg and. _
- conceptuahsmg the nrnpact of internal and extarnal stakeholders o the-
organisation. T‘ha ‘aspect of stakeholders and competancles will be explored .
aftar first gamtng an appreciation of the enwronment in which business |s_' o

currently operatlng, managsnal demands and the role of busnr‘ess

Systems \

Systems theory contai'ns the doctrina that the whole of a structure or entity

is more than the sum of its parts, and therefore helps organise a large-body
of ihfofin’atio_n _that 'Dtherwiée -might rnaka.__ littlal sense. (Beach, 1985}..'_:"
Furthermore, systems thsory aids in didgndsing the i_nteréctive 'relatiunshi_ps-" . |
among task, technology, e i rbﬁf’ﬁe_nt and brganiéétidn members. As stated-'

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

managemerﬂ; is that the 'prim_aa'y task of management is to :manége the

boundary ¢onditions. of the en'te_rprise_, that is those-l_e\kels o.f_ _eitchange with
the environment which allow it-to survive and grow. Furthermore, they can

B
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g analyzed

.' be- menagod only bv manegmg the co-vanatlon of mternal and external
'procesees end thereby members of the orgamsation seek to mamtem the o
_' organlsatlon and to have it suwwe (Beach 1985] ‘For this reason a systems--_ : _
' apgroaoh will be adopted as a framework ln whaoh tho research w;ll be.

: -_Systems are ne;ther new or startimg m their funcfamentals. A system;:"__ o o
" has been defined in’ the  Oxford Dictionary as simply’ "a sat or' 2
| - :assamhlage of. conneoted or mterdependent s0.85 10 form a complex__
R umty, a whoie composed of perts m order!y arrangement aocordmg to
“_some scheme or plan”. Thls defrmt:on thus suggests "het almost all ilfe. "
”'IS a system, that busmess goverrment, unwersutles are mterconnocted .
| _thh varlous other systems and each within it has a numher of sub- -
svstems Senga {1 990] states that svstems thmkmg is a disci p}me for -
- seemg wholes, It is a ﬂ‘amework for seeing inter relatlonshsps rather.

than_thtngs, for seel_ng. patterns_ of change rather than sfatic snapshots ;

~ General. Svstems Theory has become popular in the past twerlfy’ five
- years becausy: of its apparent ability to serve as a unwefod’l model of

' '.'-systems including diveree physncel blologlcal soo;al and behawoural _

a 'phenomena (Beach 1985)

 The development of general systems theory has drawn from
concurrent sonceptions in cybernetlcs, meteorology, mformatton.
_'theory, game theory ‘and network theery in- mathamatlcs each of

whtch has returned to |ts contrlbutlons {Emery, .969)

It was Von Bertalanffy {1950) in Emery and-rrist_'ﬁees}, a theoratical =
o biolog_iefc who was generally o_red‘rted with having first forrulated _the _

o
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“ general outlma of the genera! systems’ theory, who in \.&*ms of the S !

_ganeral transport aquatton whlch he introduced; fzrst TUIIV Jiscl osad the
importance of openness or ciosedness to the envuronmaht as.ameans |
_of-dlst;ngulshing hvmg orgamsms frqm___lna_n;mate o__bj_ec_t._'fs.

- Senge (1990} statas that itisa set of general prmcuples dlstltled over :  S

_ _the course of the twentleth gentury, spannmg fields e., dwarse as the S

' - .ph‘{srcal and social sclances, engmeeﬂng and managemant

Systéms thi'nking 'i's & iiiécipline for éaeing the sfrddturés' that underi'i'a _

_ complex gituations, and for dlscernmg high from low Ieverage change
(Senga, 1990) He further states that systems thinkmg starts with
understandmg the feedback. concept, whereby it shows how actlcns

C ean ralnforce or counter balance each other. Furthermore, 1t halps us

racognlse types of struatures th&t recur agam and agam. '

o Carieo and Adams (1 98&! state that a system can be elther closed" |

or “open" A system is rdgarded as open if it exuhanges mformatuon, L

- energy or matenal with its enwronment. itis regarded as ciosed if it
_ ‘doas not have such mteract:ons \mth |ts snvironment. '
: A':"»C'.Ordihg. to Kast {1 530) all living org_énism_s an_c_i__social organisms are
| '__opén... systems, as they -ekc':'hén'ge_ information, energy aﬁd materials
- with their externat environment. In systems thinking, it i$ an axiom that
avery influence is both cause and effect, and nothing is _influenbe‘d_-iﬂ .
" one diraction. This cause effect relationship is known as the "feedback
process" {Senge, 1990}, - -

_'AII organisations are dependent for their sﬂrv_i.val on exch’angas with
the environment. Business, furthermore has always been subject to
“external influence's, however, the bounda_r'i_es'betwee'n bus_irieé___s and its

| environment have become more parmeable, and exterf_za! forces ara_" -

13-



. havmg a greater mpact upon mternal martagement pract:ces U(astp '

'-f’1980L

_ The anv:ronment is evsrvthmg extemal w che orgamsatmn's boundary’ L
- “and hag. been wewed in many d:fferent ways. (Emarv and Trlst, 1965; -

~ Kast, 1980; Lawmnce and Lorsch, 196?) Kast {1980} ditferantiates -
- the envzronmant into tiwo d:ffefant streams, namew ‘the socleta! or

' general envnronrnant and the task specific anvzronment Many forces_ S

" in the gsneral enwronment inﬂuence busmess such as basm cutture;-

'- .ir_!c_:iuc_lm_g. .his_toncai-- hack_groun_d, !deologles_and valqes. y .

. 'Tha task environment encompasses the forcas relevant to an mdwldual;

s busmass such as customers, supplxers, competitors, reguiators etc.,

" the forcesinthe genaral enwronmant are contmuaily breakmg through.- _

tothe task enwronmant and hence the distinction betwaen tha generai o
- and task env:ranment is not statzc (Kast. 1980)

.La_wrehcé and Loré’c:h (1967) view an -brg_anisa_tidn as an opern system
in which the bahaifiours of.m'emb'éré are tHaﬁiéélvés intefrslated arid
| tha behaviours of mambers of an organ;sat:on are lnterreiated and"
_ :nterdependent Furthermora, urider this concept nf a system, the
behaviow of any ong manager can be saan as determmed not or;lv by '
his own personality needs and_motives but also by the way his :
personaiitiy interacts -wit_h-.\ththe of “his ‘colleagues {Lawrence and

* h Lorsch, 1967}, This relation'shib among organisation members is also

: | influenced by the nature of the task bieing performed, by the formal

I‘ElatIOI'\ShIpS, rewards and gontrols and by the existing ideas within the -
" arganisation about how a well accepted member should bahave

' -in_sl_Jmmary,- all ﬁ\:ing' org'anisms are open 5vstems and a_’s su_ch are p_art -
of sub-systems that are interrelated and connected. If a system is to-
achieve dynamlc hor‘ieostﬁsns, ora kmd of dynamlc equillbnum it must

“have feadback. How orgamsatzons respond and adapt to meet those . o

18-




chailenges i of naramount lmpor’rance, lf the nrgamsatlon va[ues |ts

‘ !ong-tarm survwal

_ "There seams to be little doubt worldwzde that the enwronmant in whlch“ )
" business operates is rapidly changmg (Buchholz, 19886; o Neat, 1985) it
E '_appears that major socio po!itlcal aconNomic and techno!ogtcal maves are m : o
progress. lt has been termsd by Alvin Toffler (1 980) as “The Thu’d Wave“ o
; and by Charles Handy (1989) as "Tha Aga of Unreason" o

' _'l._From such 'désdriptidhs, it appears that t'he':'envirorimant" is in @ period of - '-
" masswe transntlon and that a2 penod 0f this nature, full ‘of potent:ais and
nsks, reql.ures recognltlon of the slgnals of change in order that we 8s" -

individuals and somety, suffer lass and prosper more (Handy, 1990; ’l’ombaﬂ, . |

'_19841 Accurdmg to Barczak, Smith and W:lemon (1987) the sources m"_
- change are varlad often unpredlctable and dtfftcu!t to. understand, It s
) further stated thati m the past decade, companles have had to deal wrth such - -
traumas as dramatic technologucal shifts, dereguiatlon, economlc S
_uncertamtv. fast growth, |ncraased global competltlon and major shifts in
_demography and values ' ' :

| As stated by Tombarl [1984} four basm trends have amerged through the -
‘haze of change 85 fo!lows ! ' '

* E‘pr_néntiat- growth of kndWIa_d'g“e.-_-

Rapid rate of change in évery phase of the environment - social,
~political, economic and technologica.: | | |

*  Blurring of Iine_s'_blafw_agn the public and private s_ectors - involvemenit

of government in everyday business practices.

T



o Increasmg demand bv empioveas and pubhc intemst QTOUPS fm‘ "

particlpatlon In manﬂgament

- Understandmg what the underlvlng trends in the enwronmant are, perimits

" an entarprise to- antlclpata the types df issues formlng aﬁd ‘what thelr_ L

' pnssnhie lmpacts wn!l be

| B *The more tha enwrunment is understoad the greater are the rhancas of .
' -recognismg issues that “offer opportumtnes ‘and- threats. Without an. -
B undarstandmg of enwronmantal changa, managers are ilf pnapared to daai '

with iSsuas when thay surfaca;
L. . . . if__ [

B As_' sum_r_n_a'rised by Mbﬂah‘ﬁ;.iii_'._éam;étg_g;;al., (1987, p 23} :

. "Wity some affort, wa uould Ieam to cope with very - ¢
~ high speed change that fiowed along a reasonably.
- predictable courss, Thy greater thu challenge by far,
-.510 cope with high speed change that is subject to
" frequent aiterations in direction. More difficult still is-
~ to cops with change that follows an apparently
- randorn course where the finkages butween cause and
effact are obscur.. «hose are the kinds of unsettiing
changes we zll 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”.

S_trauss {1 béO) states that Soutﬁ Afriga is m_o_ving tow.:ards-wa néw’, different .
and in many ways a more chalienging business environment, of which some
changes are already apparent, some have yet to emerge, some are clearlv-' o
positive but there is uncertamty about others Furthermore, thesa changes, )

‘whether percewed as positwe or not, in the pohﬁcal‘ social and ‘sconomic

S environment will fundamentally. alter the way ‘business will be conducted i
L (Bernstam, 1988 Kane-Berman, 1988; Nel 1990 We{sh 1988)

18-



o * Increasmg damand by employaes and publu: Intarest groups for o
partlcspation ll‘l management o ' '

Undérstandirig 'What 'thé undé'r!yiri’g trends in the. environment are, permits
-~ .an enterprlse 1o antlmpata tha types of issues formmg and what their B
' 'possmle impacts will be. : ' '

_ _The more the enwranmant |s unders*taod, the graater ars the chances m‘_' o
racognlsmg 1ssues ‘that offer opportunmes and threats.. Wlthout an_.-- o

- understanding of enwronmenta! change, managers are. |ll preparad to deal R

: wnth |ssues whan they surface. o .
_. As.Sun‘{_tﬁarI__ﬁed by Mdﬂand_it_ﬁ- Bafczak -grj_ a_ll.'., (1 987, 'p 23) ¢

"'Wlth some: effcrt, we could Iearn to cope wuth 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 stili is
710 cope. with change that follows an apparently

“random course whare the linkages betwoen cause and -
effect are cbseure, Thoss are the kinds of unssttiing:

- changes we all face more frequently with each.
passing day. In-such a world, behaviour that has been
reinforcad by yesterday’s success can become a .

_liability tomorrow when the environment shifts".

: Strauss {1990) states that South Afrlca is mowng towards a newy,’ diffarent o
_"'._and in many ways & moie shalleng!ng busmess enwronment of which some |
| changas_ a_re _.al_ready apparant, soma_have yet to emerge, some are _c!eanl.y_ _
' positive but there 'i_s uncertainty ab_cjut_othe'rs. Furtharmoi‘e., thess changes,
 whether pe'meivad as positive or not, in the political' social and sconomic

en\nronment will fundamental!y alter the way business will b conducted )
 (Bemstoin, 1988; Kans-Berman, 1988; sl 1990; Welsh, 1988}. '

| 15



_ .' Much has heen sald by numerous researchars and acadamxcs about
.managrng in a. changlng wmld and the need to develop  new _' |
managena! skills and vaiues in the' rnarkat place to co;xe mth these'__ -
'_ '_ changes (Buchholz, 1986 Bordow and. Staphenson, 1984; O'Neal |
_ 19885; Tar_nban,_ 1984}, The _consequ_enca of change is -t.h_at o
- _'méha‘dement is not what it used to ba or not whét’ we thought it'v(ra's; T
| -Yasterday s managerlal skllls and values are becomtng obsolete and_ '
will bacome even more S0 38 the pace ‘of change sscalates {O’Naa{ '

1985}

i receﬁt y.éars 'ma.t!a'gers' have had to face r‘iew 'én'd ‘more ihtén'se '
i prob!ems :nderectmg the work ofthen' subordinatés. Labour difflcultles.
- energy shortages, rising ceats., tack of capital and mcraased o
- _ _gov_ernrnant ragula_tlo_ns ha_ve all contri_buted to problems of prqducﬂwty
' and profitability. The*:ﬁahaéer has to work under pressure to achiave |
o orgaz nsat:ona[ goals in splte of the complzcatlons of modern econom;cs :
_ (Bordow aﬁd S’tephenson, 1984 Jones. and Wﬂcdcack 1988)

: ACCdEdin’g" to Jdnes and Woodcock (1 988]' new laws Qoverhing' how
-one fires and hires peopie have been passed people no longer saem -
' 'committed to workmg fairly for @ falr wage. Soarmg interast rates have-_ -
made: |mpr0vem9nt_of. plant and machinery difficult. Public pressure
groups attem’pt 'to force organisations.to .chan'ge their broducts and | .

services, COHSSFVB the enwronment, and alter their consumptlon of
anergy. The market place has become jess predlctabie.

“The rules have changed and the 'chénga‘_s are -irrevefsible. People now

know how ta organise against managers and they have logal support

" that they can use in the'ﬁrbcess. Managers must bo 'careftil not to foul
the anvsronment wasta snergy or discriminate agamst women and -

minority groups (Buchholz, 1986; Tombari, 1984} ANl of these

... T



their res;:onsnbzhtles dlfferently itis aiso more lmparatwe than ever to :
o keep in touch with changes in the outsnde world. The mdwaduai_
. manager tias to accom phsh tasks bv superwsmg the wark of others i in
: .a warld whlch conta:ns rnore pressures and’ restrlctlons than ewar -
-before. ' ' ' ' o |

2244 . The Role of the Manager in s Chanding Environment.

~As asserted by Held (1967) in Buchholz (1986, p. 11} the major
bro_biems-- confr_britirigﬂ a business executive are hacoming less

changes that affect the work of managars require that they - lcok at o

' businesss and mora societal in one or another of their éSbeét's and o

: mcreasmgly, socletal problems are bacommg governmental |n

‘nature, Thus, in addltlon to technical, admlnlstratlve and human__ o

relations skllis, the manager of a modarn corporatlon must also

2 ¢ eamand develop skilis that are relevant to the pUbllC policy -
U ' '  dimension of & managers task Tombarl (1979] in Buchhofz_

S o - _' e - (1 986, p. 12) has descnbed the rols_of the. manager as being

' P B politico-sconomic in  nature. According to Bordow and
| Staphenson {1 984) this_néw er’nbhaSis_ on externalities is likely to
change the rolg of iop " ihéhagamerit at the Very least as he . .

B attempts to maintair. an eqmllbrlum in the mternai and external
en\nronment. . '

Tombari (1984] states that 'top'managers of corporaiions spend’
a major portion of their time today dealmg with enwronmentai '
problems These mciude addressmg social concerns of sacmtv,

' complylng with new socuai !egislatlon, commun;catmg wtth

' Iegls_tators and gover_nment exacutives concerning new proposed '

laws and regulations, meeting with varioys sélf—intere_st_ 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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2.2.4.2

. '_ states that tha increased attent:en of top’ management t:me to
e social and political quastions results in dlfferent eﬁocatwns of
“time of lower Tevet managers than in the past.' They too are _
'_spendlng mera time on social of polmcal 1ssues and are helng o

k j' measured more and rnara on, thalr performance |n these areas

Bower (1988? argues that we must understand what aspects of.

~ top management work change and what new roles arg def‘ ned .
once one- accapts and organlses to deal wrth hoth actmtues that - -
o _ ara external to the firm, that is pahcy makmg actlwties as well as _
lntarna! to the firm, that IS trade unlons

: Hence, it can be stated that managers requn'e new skll!s and_ .
 values in order to cope with changes in the internal and external .
- anv:ronment Furthermora, being a. good techmcal spemallst was
'sufflc;ent fer managmg yesterday s eorporatlon, however todav
“one must have a more of a generallst onentat:on to be a good
- manager and know-how to deal thh more parametars, and more
~ publics and be bettet_'_ rnfarmed_ on a ‘wide range ef__:s_sues
" {Buchholz, 1886). o . "

Managerial Skills and Values if

' 'ACGordmg 1o 0 Neal (1885} managers whe do not understand

environmental trends and therefors do’ not change their values

and dave_lop_ new skills - wdl lead thelr organisations - lnt_o'
inefficiency, takeover or oblivion. Furthermore, skilis and values

that managers needed in yesterday’s organisations are at odds

with the env_ironment they now must operate in and are in fact
: _count_efproduetiva i .fod-ay’s . companies _{O'N.eal,' 1985).
' Management development specialists nesd to uriderstand what
" happens tothe ge_neral'management funct_ions,_whan some ofthe
" resources ne'aded to implement an in.tended strategy, and those
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-knowledge as bemg lmportant in ralatmg to the external
: -enwronmant : ' ' '

1, A broadened awareness of mﬂuances in the extarnal

“:who_assess tha valua and affect the shape of the corparate o
. 'DUfposa will a!wavs be. outsade the firm lBower, 1938)

Accor@ ng 'ta 'O*Naal' (1 885), s’dme 'df tha' skills. that managara__ '
- lack are entraprenaurial skills, necessary for sumval in a " '
._competitwe contnnuatly devaloping aerwca acono'nv, stratagzc '

.: plannmg skll!s for affectlveiv meetmg fong term custamer naads' .

" and anaiyt;cal skills for concaptuahsmg how ons manages m an_ o
environmant of. constant ﬂux

‘Katz (1 974) idén"tifia's tnrée ba'sic skill categories : tebhn'iéal ,;
B hurnan and conceptuai Techmcal skill is proﬂciency in a spegific
- actrwty mvolwng spec;flc pmt:edunas, tachmques ortools. Human

‘skill is the abllity to work with. other peopie - subordmatas,

SUpenors and groups Conceptual skill is the abllltY to \nsuahse,

- understand and re}ata various elaments}actmtlas 1o the whole of
- _"an organssat:on, a market a commumty or. a natlon..o Naal'
{1985} adds another category, i.6. foundation or basnc skil.

Foundat:on skill compnses the basic skllls everyona needs for
mteractmg in an urgamsatson such as, the abllitv to commumcate-

* verbally: and to narrate, to- make numerical ca!cu}ations, to

manage one’s time, to understand orgamsat:onat ethuetta and to

make athicai 1udgmants. Wlthout thess rudlmantarv skitls,
' managers cannot affactively pian, dlrect control or. assess work

actwitses. o

Buchholz {1986} states the fcllowmg management sknlls and'

 environment that affect the carporat:on and managamant
- _'dec:sron rnaklng -
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" 2. The ability to integrats traditional business concarns witf.
. influences from - the “axternal ' environment - into ra
' cori:ipr'eh.ens.'ive decision m'akihg’ framework; basad ona
holistic view of b‘usmass and its re!atlonshlp to the Iarger
s soc:ety in whlch i functmns o ' R

- e Tha development of pohtlcal skllis {compromise anl:l N

negotlatron] o resoive the conﬂlctlng mterestq among-

. different canststuencles that have dlffsrent Values and. R

ObjBGtIVBS A - o e

‘4. - The need for communication skills to articulate business’
~; position on & very bcmpleﬁc public is'sué'and'permade._'
peopie that- this position. has met and deserVes serrous";

= cons;deration

'_._5_-_ - The déve}opmérit of “intellectual skills 1o anaiyze:.__fénd

| understand complex public issuas - the ability to th?~*'

“clearly about these lssues and excharlga ideas w:th the

" various busmess publlcs

.‘A_cddrding-tb O'Neal (1985) a great many human skills are’ |
_needed to manage effec:tivély, but the most imp'drtént' iS'a T
capabnllty for managmg change. This skill .is rootnd in an -

: understandlng that organlsatlons are polmcal systems in whuch |
| issuss of power, influenca, reszstance and conflict must be dealt
wl_th. Furthermore, -_.conﬂ_lct managem_ent_- becomes mcreasmgl.y- "

important with more integration of groups and individuals with

B _'diffare‘nt demands, needs, goeals and .interests, In add_itiﬁm
- _managers must be able to make necessary modifications in

organisationat culture according to changing values, beliefs and

norms of empioyees. Finally, if a manager is to be _effe'étiva, he
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o she must have a vision of the organisation as & political /
- social / tachnical system. - BRI

In summary, it.can be stated ‘that 'orga_nisat-ions"_- today are

operating In an - thraHiely- turbulent and '__ever'-changing S

“enviranment, both intamaﬁidnaliy. as well as in South Africa. In
~ order to maintain a 'cdrripet'itiﬁe advantage, manageérs need to be
N equnppad With tha relavant knowledge, - skills, and hold the
attttudes and values to cope With these changas. in order to .
o manage thelr anwranment WIth greater succes,. : '

:_ |

Msnagement education Is often criticised -for not producing competent

" managers (Hofmeyr, '1990; Tromp, 1990). Thér_a is & grave shortage of
skilled and managsment peaple in the sconomy. Unskilled Jabour s outpacing - |
- the addition to hlgh level manpowsr, whu:h is a preccnd:tton for it
' emplovment {ﬁafmeyn 1990; ‘Sadie, 1988). Accordmg to Nel and Nel )

(1990), current estzmatas are that thers wili be in- excess of 216 000 .

| "_management vacanc!es by the year 2000. ThiS is agamst an estlmated

maximum 123 42 000 available Whites for managenal posutlons. There will be _

‘a shortage of approx!mately 200 000 tachmcaliy skllled people by the yaar
| 2000 - - -

The re’:_searc_h of Human (1988} in Human and Human (1989, p. 17) suggests

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

piace a jow priority onmanagement.... . Jépment, moreover the researchhas
: .é_ls_.o. indicated an'aritipath? to tha ‘development of Blacks, Management N
‘ .develobment_ is a strategic issue which should be recognised by top .
e managameﬁt during the stratégic'planrii_n_g process (Human and Human,
'1889). Furthermare, it is not an issue which should be cohéignéd to the
- personnel department but ruther, its :mportance should be recognlsed at the
. strateglc level and weighed up agalnst other strategxc declslons.
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| Research ﬁndmgs by Hefmeyr (1990) found that thsre was & need fer K

attrtudmal change, the need to move away frem dlscnmmatlon, and the need . |

""_for -tolerence_ and._ openness. «is further ‘states that one purpose of .

o 'management education in this’ eountri{ is to prepa're sfudents for ihStitutienal - '.

o and sacletal change, therefore management aducatwnallsts will have to pay

o far more attention te change processes, how rt takes plaee and how lt s

- resusted Furthermore, values and ethrcal consrderatrans underhe attrtudes__ '.

| and rt sgems that managers, partlcularly South Afrlcan managers, need to

understand what Vﬁ[ﬂes are, gain an insight into the values that determing™

their own behe\!!_Our and be able to compare and eent_rast;therr values with

those of others. In terms of the Gurrent debate, ranagers need to have the '_
" 'oppertljn'it'\'r' 1o fhink t'hrough differenf and competing value -'sv'stems and

" reiated concepts such as Irberty, 1ustrce, equahty, rrghts, pruwleges, pewer, 3
competltmn and co-operation (Hofmeyr. 1 9901 As stated by Searls { 1989}, '

> '_ the prrmary* fole of business is busmess and. not pelrtlcs or rnatters ofa-

secro—poiltrcal nature, however in the crrcumstances in whrch we find N
_oursehres today, |t rs not possrble to 1gnore polltlcal and soeie polltrcal o

factors. _ "‘

-_Bmedell {1987) suggests that organrsetlons adopt a ma;or managernant.'
education programme that. addresses the values, attitudes and perceptmns :
- of what is Iargely a managerral elite Furtherrnore, he suggests that the
. \news and \nsrons of white managers concernmg the process of. soeral
-change and the role of busmess within that process needs to he cha!lenged '
. reassessed and shaped | ' o

'_!n the !lterature, various management educatron strategles are found E
(Cunningham, 1988; Hofmeyr, 1990; Margerison, 1989; Mur:xford, 1988;
Tromp, 1990). However, consrdenng the age and. qualrflcatlons of
_ Gandldates for senior management positions  as well as the 1eve| of

knewledge and skrl[s requrred for the posmon concerned not al! of these ate - |

likely to be optlmal
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: There-aﬁpaars_ to be C6h_sehsué. amongst mpst'_ _df_-the_ prominant .au;:hot._s'in E
their fisld of rnanage'm'eht education, that the focus must. be l‘eam&r.. :
_onentated and a work related teachn.g or raammg process needs to ba_ _

: -adopted (T "‘mlh, 1990)

_Cijnhingha'm' (1.988) is of tha- o‘pirﬁi;n t_ﬁaf in 'the fu’;uté., the process 'aspebt_'.'
o will become mora'impdrtant than the content an'f',‘ideliverv asp'ects Fiﬁallv-," -
tha skill to manage successfully in: a fast and changlng enwronmer‘t 3uch as

-.-'thlt in South Africa, cannot be taught by means of a recme approach and

it rs tharefore lmportant thrt organ:satlons adopt an integrated and hO[lstIG.'

_approach drawmg from numarou., mult;—d;sclplmary appraaches covering a-_f
WIdB range ‘of top;c:s and a var:ety of !earnmg techmques and ﬁtrategies -

o (Trornp, "!90}

“The p‘oli.t_ic_at ch_'auangas in South Africa prdbabl‘y_ra’nk higher in South Africa
- than in many other countries in the world and therefore by making potential

' '--managers more poht;cally awarg, they wauld be more prepared to take up
-Iaadershup posntlons in busmess in the future. (Hofmew, 1990) '

In. cpnd’lu_sio_ﬁ_,c it is bayohd_ the scope of this -rese'a'_'rch _tb di-scuss i:hé-
chailengss facing-m_anagement'edtit:a"tion"in South Africa today, suffice to

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

the .educational quaiity, which ‘is conducive to the: required culture of -
~ development and work ethic. According to Sadie {1988) the quality depends
' upon the- educators and thav ars a product of their social enwronment, and'

' sothe outcome devolves upon whether this enwronment is msplta ble ta the
_ evolutlon of quallty people in the economxc sense

in sumlmary;'fhe purpose of this resea fch_hqpéé to identify the training and -

s:leve{opmeht requirements required to manage the current and fﬁture_ :

stakeholder ralationshlps and thus provide - mput mto the munagement'__

-dave{oprnent needs of the resaarch 1:I companv.
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2.4

~ The Role of Business

"The busmess orgamsation used to be wewed so!ely as an’ economic .
institution havmg aconomic responsrbuhties (Buchhoiz 1986* Tombari,
'1*984) Thesa aconomlc respms;h;lmes mcludad producing goods and.'
o _'sﬂr\ncas to meet consumer needs, prmndmg smployment for most of the
' 'natlons’ wark force, paying dmdends to shareholders and makmg Drowsmn N

': N fr::r future economlc growth ' '

_if the e_it:bnorhié;_ raébohsihilities wete - fulfilled adaquataly, 'bu'siness'\:k:as_ 3
'.___c'p'ri_éi_ciamd' to have discharged ifs_- "obligatidﬁs to éodietv.arid_ made its : o
'.maxiiﬁu_rﬁ contribution to society’s wealth, as -_:Wealth- was defined in
" atonomic terms and me"asdrad by gbon’omic-'criteﬁa’. {Buchholz, 1985}7. .

Heowevar, during th_é past fif__t_aen to'_twenty' years, é_dramatic change _h_as-' .
- taken place in the environment in-which buéirie'ss__functions as socigty has
'q‘_evqtaﬂ a lot of its time and attention to issues such as pollution ¢ontrol,

work piace‘x safety and haalt_h. 'eqda_l bphort'unitf for minoritias, product

=_quélity'and.$afety. The -diff{_é'ir_ent*.ways' in _\.j\}hich :companiaé 6per_?ate in a

competitive market system- can result in conflicts between, a business -
venture and environmental !r_'or.ce_s.

'As stated hy rnany busmess Ieadars in Buchholz (1886 p 10), [ sumrnarv '
a of statements by seiectad Faaders arg as foliows

. "No I_onger are soci.étv’s wants and needs vis-a-vis ..
. business measurad, strictly in terms of market place
demand. Instead, ths corporation is now viewed as -
having a wide varisty of responsibilities transcending -
- the market place. Some of those responsibilities are
- to sqc:iety'at larga’._' Whether a business has social .
responsibilities is & subject of widespread debate.:

- Today, | know of np leader of business who sees his:
function as limited to the pursuit of profit. | know of
none who does not realise that the businass that for
profits sake ignores the impacts of its actions en-
society is not likely to make profit very long.”
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_ The results are feit by many peopla, sharahoiders, amployees, cuatomers and
' "'tha general puohc. Each group tharefore may have conﬂicnng perceptaons of. |
_what a husuness argamsatlon should be providing m socxetal as weil as
R econarmic terms. At the core of many of these dlsagreamants are some
- fundamental uoncepts tnat tend to shape busine&s enwronrnental _

mterchangas, namely econamlc rat:onahty, legitimacy and responssbihty

1 There are many d(ffermg s::hools nf thought on tha above three notnons. . _' |
However, due 10 growmg publlc crItICISlTI of busmess and the loss of .
iegmmacy expenencad by the husiness as a social mstltutlon, compames'
'-cannot expect to leave a soclopolltscal problem and walk off ‘without .

' prowdlng rasources to resoiva it {Davns, 1980 l(elm, 1981 Tomban, 1984;
‘Ullman,, 1985} Thzs schooi of thought, moraover cons;ders business as_.l

* having consnderable power to brmg about societal. change and shoulé
exercnse that benefit to soc:aty Bus'~gss persons ara ima spsmal posztlon,

B thev W|Il be hstened to more carafully and government wal! watc"l more -

""'closelv what they do (Coleman, 1988). L .

The modern no..tion". bf'legitirha_clzy'_acco'rding to'fﬁrﬂbéri .(13934}__'-1'18_8 been
' :ta_kan to a higher order of com ple'xitjr_ than its 6Idar _Qe_rsi on. It onde_may ham_é.' _
' bean sufficient to argue that the"legiti'ma'cy of the corporation rested onits .
abmtv to produce goods and servccas efficiently and at affordable prices. |
| Currently, arguments seem to focus on how the corporatton wxll respond to '

the broad gxpectations and needs of socisty, and the dabata has moved to
a pohtlcal plane.

A survey in Amanca has shown that people question the honastw mtegritv
and depandabillty of business and that there is a decllne in the moral
' Iegmmacy of busmess (Buchholz, 1986). Silk and Voge! in Tomban (1984

~p. 81) contend that the Ieg:tlmacy of business ‘centres around two basic'
' quastlons : By what right do you. who manage these large corporatwns '
_ 'ex_arctse your power? And what means do we have to ensure that_ corporate |
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---pDWBr WIiI be BXQI‘CISEd in eooordanoe wuth some genepelly accepted notnon'
."of publsc mterest? ' Lo

'Tornbau {1 984) states that i ii'l a democratlo eoc:ety greeter partlcipetlon W|II'

e 'probablv be demanded by corporate constituents - etooi«!*u:»ldt-lre.r employees, '

2,41

customers, supphers and the genera! public for some say in the affeu‘s of o
business It has been. suggested by Knstol in Tomban (1984, p. 811, that -
L thls desue for mcreased mvoivement stems from the percaption that Iarge:
- _corporatlons have lost their cannsction with the vaIUes of socuety whlch they o
. were euppoSed to serve. Others suoh as Yankelovloh in Tomban (1984, ‘
'.p 81) indicate that the pubhc seeks more input into. corporate decision -
. -mak:ng because it tends to. m;strust the management of large fnrme in the '
. way they perform thenr tasks. : '

Sllk end Vogei in Tt{{moen (1984 B.. 82) further state that no longer is the

I"corporatlons conscsenoe to bie the sola ;udge of how management fulflls its -
- - obligations to soczetv, but society itself has a nght to deﬂne and shape -
. oorperate aottons and objeotwes. ' ' ' -

| ole fB i

" Much has been sald and stated abc‘mt the role of businass in South . : |
Africa by pohtlcuans government bus:ness and academlcs (Bernstem, e

_ 1988 Burgess, 1989 Godsell 1987' Nef, 1990)

Manege'ment hiave been urged .continuousl'y 1o teke- a more pg‘oé_ct"ive A

‘stance about bringing ‘about change in the internal , bu’sineee;
_;enviro'nm'ent, via. rer‘n'ovall- of'disorimina'tion' 'em'plo‘z‘ment' preoﬁces'end ’
aff‘rmatwe eotuon rJrograrnrnee and i the external environment by
' hemg \oroeo‘*we with. pnmary health, educatlon, housing and social
: _uphftment pregrammes {Bernetem, 1988 Godsali, 1987 Van Lingen,!_'
1827; Zimbler, 1988). |
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Van ngan (1987) states that Black powar is now a forca in our

L sncnety, which is rot new but it has acqu:red new conﬂdence and -
o avenues for expreSSIOn" Black con$umpt|on isa polltlcal weapon, the_-_ B
. image of the company, its rols in the.so_clai struggle, ha._.ve_for the Black .
) 6bnsur’her often becbm'e mora impdrtant than prbdubt' quality or p'ric::e. a
_ Profut is not enly a du'ty word but |ts tradmonai functmn is entanglad
with a web of polmcal mythologv that constltutes or. equatss the _
capttahst systern wn:h the aparthaid government urider which it
- operatas. As stated by’ Nel and. Nal (1990) consumarism has become L
“a very powarful farce dlctatmg the trends in a soc;aw 1 ur*harmora,

the Black soclety of the future will be abla to either rewatd of ;mnlsh -
anv organlsatxon who is not in keeping with the n&eds and aspnrﬂtsons'
onty of consumers {Nel and Nel, 1990!. L '

of thB _mffu

Business has a l'BSpOFI.:Ihﬂ!’tV to its shareho[dars and emp!ayees to‘.

strive for an enwronmpnt which is conduclve to growth, mcraased _

proﬂt and greater opportunuy {Burgess, 1989; Strauss, 1990).

. __ addition, long tarm prosperlty is a major strateglc Issue. It is therefcre o

true 1o say that the malorlty of employees expect busmass to play a

- more- meanmgfu! and active role in the change procass. pmvided this

is done with sensitivity and: wuth alt the audiences in mind Busmess

: shiould assume a more actlve role in helpmg to find the best solution .

fo our compiex proh erns (Burgess, 1989)

Hence, it can. be conc{uded tnat business both in Amenca as Well as
South Africa have come to the real:satlon that the notion of ths firm '

. In a free enterpt .o ‘system is not only to provide goads and setvices -
' for the benefit of society; but-that it has a responsibility and social - -

obligation to ensure the legitimacy of a fr_ae_ market enierprise system
by responding proactively to the demands of the va'rioué’constituents

that are affected sither directly or Indirectly by 'ii:s*b"usineés operations.
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| ln South Afnca it has also been suggested by the now Iegmmate_
) voices repre!sentlng many. of tha country s less advantagad and-'

developad communities that busmass ough‘t 10 p;ay a graater role in

_ _' shaplng the future of tha soclety and speciﬁcally their future reguiatory _
: anwronment {anedell, 1987 Burgess, 1989 Strauss, 1990) o
: __Furthermore it will not be enough for compames to be good corporate_
- gitizens as society is damandmg far rnore than that {Bernstem, 1988 '
- Botha, 1990; Godsell, 1987; Strauss, 1990; Van Lingen, 1987; Van
‘Zyl;, 1988). If the business community falls to respond both
| constructwely ancl aggresswely, it will have only itSelf to blame i its _
~ views ars not taken into account lStr_auss, 1990} Itis igg_gestad that |
- business ought 't'o cbme forward timeousl\%'wiih thei"r rescu'rca's'and- |

analyncal skslls fo assertwely engage the pollt:cat partxes lnvo!ved in

: -.the negotlatton process

In summarv, busmass can no. Ionger "turn a bhnd eya to the
enwronmant in whlch !t has been Operatmg, and not taks cogmzance_

of the requésts of a damocratic socisty, It needs to become an actlva' )
"-partlclpant in. the socto-polit!cal arena and concern itself with lssuas '

beyond the productunn of goods and serwces if rt hopas to ensura its -

' 'Iong-tarm survival.

. §1.!.§ keho!de‘[s

Defin ition.of a Stakeholder

 According to Freeman {1984), the word "stakeholder” firsi appeared
in the managament Iiterature in an internal . memorand.fm at the

Stanford Ressarch Institute in 1963. it was meant to gerrerahse the -

_notion of stockholdars as the only gr.ou;:_.to wh_or_n managemant naed
be ;espp'n\sive. The tarm "stakeholders” were thus defined as "those -
 groups without whose support the organisation would cease ts exist”™

PR}
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 (Freeman, 19841, Stakeholders refers to groups s of constitusnts who -
_have a Ieglttmate claim on the firm {Freeman, 1984 Pearce, 1982} }

_ ._ThIS Ieg:tlmacy is estabhshed through anexchange ra!atlonshi,p ‘March
~ and Simon (1958) in Hill and Jones (1992, p. 133) state that each of -
 these groups can be seen as supplying the firm wifh eritical resources

_ {contributions) - and in- exchanga each expacts Its interests to be_ '
'satlsfled hy mducements ' I o

takeholder Ex bé’ti_'__"

The stake’hald'er theory thus suggests that a firm has obligations not

._ only to shareholders and. customers, but ‘to all individuals and

_ __'organisations wnth which it has transactions and relations (Sturclwant S
-1979). Hussey and Langham (1979) claim that the firm exists because

_ of [ts rnarkets, and the markats themsalves are also in a dynarnlc" -

relatlonshlp with the enwronment However,_the firm, although it

cannot exlst w:thout a market, does not exist solely to serve that .
market leferent stakeho!ders have di‘ffarent expectations and 2
' perceptrons of the. business, all of which have an. )nterest in the__

| -contmuation of the bUSmess, a!thcugh thelr c;bjectwes mlght be very
o "differerlt {Hussen;r and Langham, 1979)

.

_'Accordlng to Honeyborne {1987), management would not be ab!e o

- -"formulate carporate’ strategy w:thout first understandmg the needs and
- 'concerns of the stakaholder groups. If corporate strategy failad to take

_ account of. stakahu'der groups, the support wnuld not be forthcornmg E .

to ensure contmued survwai of the ﬂrm

g Accofdihg to Hill and Jones (1992) the éxpebtationé' are as follows : .

E Stockhaiders prowda the flrm with caprta! In exchange thay expect the
firm to maximise the risk ad;usted return on their investment. Cradltors | .
prowde the firm wr_th finance and in exchange they expect the_pi_r loans _' .
" to be repaid on scheduls, "Mana%ger_s'and em'p.loy_ees' ﬁéqv_id_e t_hé firrr'i_._ o
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_ w:th tlme skills and human oapttai oommltments and in exchange they
o expect felr income and adequate worklng oondltlons Customers Supply

~‘the firm with revenues and in exohange expact value for money. .

-Supphers prov:de the flrm wrth inputs’ and seek. falr prices and

dependable buyers. Lo::al commumt)es provrde the firm w;th locations,
.a local mfrastructure and perhaps favourab!e tax treatment and m
'exchenge, they expect corporate citizens who enhance and - do not
damage the c;uahty of I;fe The general pubhc as ‘tax payers, pro\ndes
~ the firm with. & natlonal mfrastructure, in exohange, they expeot_'.-

- _corporate citizens who enhance and do not damage the quellty of life .

~"and do not. viglate the rules of the game establrshed by the publro' _
_through therr legcs!atwe agents (HrI} end Jones, 1 992)

e Manning l1988) further argues that the demands of theee various n

. stakeholders are usually in conflict and are seldom in a!rgnment wrth

. management goals. l_n effect, these individuals and_groups __vo’_ce for

or against the. success of the organisation- and self interest atways - -

'brevai[e' He further':s'tate's that once bosiness' had to d'eal with a'few '_ |

. . pasy to ldentlfy stakeho[ders and now every maneger has multlple .

-constltuencres, rnoludrng msuders - empioyees - bu1 also meny-
outeiders. eupph_ers, oustomers, oompet:tors, govemment, medm,_crwo |
_bodies, trad'e'unions- ‘Each has a different per‘oeption of reality, a

. drfferent agenda, different ways of maklng its presence felt and o |

. d:fferent power to piay wrth

N According to Hill and Jones (1992) stakeholders differ with respectty .

 the 3|ze of thelr stake in the firm. As stated by Williamson {1884} in _' '. '_ |

Hitl and Jones {1982, p. 133). the magmtude of an individual antors"
' stak.e 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 rnean _esee_t_s that cannot be redeployed
toalternative use without a loss of valus. For exampls, smployees with |
general purpose skills and krowledge can leave the firm” and be o
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_replaced without productive loss ta eithier worker or the firm lassuming

effi clent  labour marketsf In such cases, thelr "stake” - is - low' '

' 'Alternativelv employaes with skﬂls that are umqueiy taulorad -
| lspeciallsed) to tha requnrements of 14:he; fll'ITI cannot Ieave wnthmrt_ N
bearmg substanttal axlt iossas. _ o

__ ._Ac'cb?rdiﬁg ta Hussey snd Laﬁgham'{i 979) stakeholders are influenced

by their perceptlon of the firm, its markats and the enwronment The' : |
" way in which employees perceive proirt, for example, will affect their -
| view of what the firm should achleve, ats stratafw and its wages'_--

" pohcy, and is a potentlal tecipe for confhct

Ac‘cordin'g ‘to “their 'berrﬁebﬁons of the firm and alsd ‘their own

o requtrements as lndmduats, S0 the stakeholder groups will behave.

Furthermore, itis partly from the behavlour of the stakeholdem that the

'_muﬂagement of the firm draws its own perceptlon and in turn causes
) : the organisatton to behave ina partlcular way 1HUSsev and. Langham, )
3 1979) | ' .

wt

: Thu's,' it is the re's'ponsibiiiiﬁ_y'_df management of the firm "co'_ not only

interpret the reqtiire-;r;_ehts of its stakehqlde'rs,'_‘huf to _deci_de which

- objectives it will meet and which it wifl nat. It i therefore critical that -

* for - crganisations 1o survive, ménagameht have ‘the necessary

_ ’co'mpetencies in’ order to lnterpret and . manage stakeholder-'-*'- .
rélationships effectlvely o . '

The _Stakeﬁoid v & ncm:: B

Arcording to Freeman (1984), the original work at ‘the Stanford

* - Research Institute (SRi) led to the stakeholder thadrv being used and |

applied in the corporate planmng, systems theory, corpcrate social

- raspons;b;lity theorv and orgamsatlon theory
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ln the 1970 8, the stakeholder concept began to surface ina number -'

of places m the strategxc pianmng lrterature. Freemen (1 984} states o

 tHat the basic uiea sternmed from the ressarch and witing in the area
) o_r the-corporate pl__ann:ng _lrterature msofer_ as plenm__ng_ end .pohcy_ are

" goncerned with the'configuration Ut an orgenisatio'h*s resources in

o _relatronshrp to its external envlronment.- Thus, the concept of =

"“stakeholder theery grew when vanous researchers - Hasselhorf _' _ '

o 19?6' Flothschlld 1976 Derkindern ot gl 1979' Krng et al., 18781 in | |

- _Freeman{1984, p. 34) started using sta keholder theory to explain how

-_"c:orporatrons plan ln partreular, at was used to account for the move -

- away f—* any’ an "owner view" of corporate plannlng to that whroh

‘actively used the theory to assess strethY formulatlon and technrques_ o
E for strategy analysrs ' ' =

.The systems model of stakeholders re—emphasrses parm:lpatlon errd rs

o d far reachlng vlew of the nature of organlsatrons and socrety :

Furtherrrlorer at has been qurte useful in. prob!em formulatron and -

represents an ongomg stream of researoh uslng the stakeholder -
"_c:o_ncept, | | R

' The quesfron ef corporete soctal resoonsibllitv' of business

organlsetlons was also re-eva!uated with retererce to the stakeholder o

conoept developed st SBi (Freeman, 1984). Accordlng to Freeman 5
' _(19&4) the distmguushlng feature of the literature on corporate social

respons:blllty is that it can be wewed as applymg the stakeholder S

_' ooncept to non-tradrtlonal stakeholder groups who are usually thought
- of as having adversanaf reletlonshrps within the firm and less emphasrs
is placed on sat:sfwng owners and oemparatwelv more emphes‘rs is

. put on the pubho or oommumty of employees o

:Freemarl -('1'98_4)' states that -.t_-he of'ganisation 'the_ory Ilterature -stops
short, for the most:part of producing a .framewor'_lc for setting and
' _'irnp'!_emerz_-ting- direction_.in_-orgenisatlo'ns._ He further: states that

L ___.__.3'3.;_ _
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-Thompson‘s (1976} riassic study of organieations rescrrected the
o notzon of glisntsle as a way to des:rgnate outs:de groups, and put the |
= notion qurte sunply that we arg now workmg with those orgamsatlons

" in the enwronment Whlch makes & difference to the orgamsatlon in '

_ questron

: Accordmg to Freeman (1 984} it is preclsely thls notron of "those
groups who make - dlfference" whlch underfles the stakeho!der

- ~ the relatronshlps of thcse groups whlch make a dlfference Or stated
o differently, how. can executwes m corporatlons begm to understand
and manage in the external enwronment whuch they currently face?

' concapt Hls approach is pnmaniy concerned w1th the management of

R Hence this research is busidlng on Freeman ) work by looking at the _.

competencres reqwred of mdnnduale to manage stakeholder
relatzonsh;ps ' : '

B
L

264 . Freeman's The;'orsr_f of Stakeholders @
Freeman (19841 states that by. us:ng the concept of "stakeholdar"

managers and theorlsts will come {o see these groups as having a
- "stake". Furthermore, the term "stakeholder™ connotes "iegitlmacy" '
and while managers may not thlnk that certain groups are "Ieglt:mate"
i the sense that thei* demands on the firm are mappropr;ate, strategic
N managers need to acknowledge the legitimate - clalms of . other

-'stakeholders on the fu'm (Pearce, 19821

According to Tomhari (1984) -societal or political management

~ detérmines the }egitimacy-'and viability 'of the firm in society. It |
_concerns itself wnth thefirm’s non—commerc:ai enwronment, legtsiatwe
and regulatory governmental -bedies, as well as social groups Whlch
have a "stake" in tha firm. The end product of soristal management

- are the freedoms, constraints and rules of the game, under which the
 firm operates within society. For th(s reasan, the researcher feels ‘chat

‘34-



2544

S itis appropnate to research tha competancles requlred to manage
3 _"stakehotder retationshups A

N _enviforiment has -h'a-d a major impact on thé' 'wayg business currenfly_ '

operates and parforrns Furthermore, the currant theones and'

. approaches emphav 38 the statrc nature of organtsatwns and the.

-_'_:enwronment As this study exammas both |nternal and external
' .stakeholders, the researcher wﬂ! discuss mternai and external change R
' in greater detsil, Freeman (1984} explalns that the turbulenca business
managars have experlenced in recent yaars can be understood as '_
‘coming. from two miain sources, name!y internal change and externa!-' :

”ﬂf'change‘ o
~ \ntetnal Change S

Ejlgure 1 Intemal Changa - The Managerial View of the Fu'm .

ENVIHONMENT

ENVIRORNMENT -~
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| It is suggested that change has cccurred in each ef the-

A

_re!atianshlps 13 Figure 1

-Ac_ccr_dihg to _Freeman (1 984‘1 , internal c’har_tg'e- reduires__ us to -
‘constantly reassess gurrent objectives and poiiejes in light of new

.__demands by groups that we are used to dea!mg witit such as _ |

- customers, employees, and theu‘ unions, stcckho!ders arrd
'_'suppllers. Intetnal change requrres act;on and occurs w:thrn th\e' _
-current. "frh\ng systern" (Freemar 1934] Furthermore, |thappens” '
according to we!l-—understcod rules and difficult as it ls, mternal_ }
change is what we are used to dealmg with on'a daily basic, bt _
it does not d:rect!_\r chailengs our_ conceptual ma_p__cf_ the wcr!tf.

: Examples of internal changes that have cccurred cver *he past |

- few years are as fo!IOWS :

{a) Customers =

' Accordlng to. Freeman (1934} customers have many more .-

" choices today. "Made in Japan has set new standsrds of
quality, and where these standards have been rgnored the \
customer relationships havs ¢ha nged dramatrcally Burgess

(1990} states that research at Wits continually prcves-- -

- South ‘African .consumers . are subject to - Lhe srxme R
-mﬂuences as consumers around the world. Ha states that
the relative werght of different inﬂuences is different but ; |
the bas:c influences are the same,

- {b) Employees

n America the workforce is younger and its velues are

changing. According te Freeman (1884), many have argued -

that authcntarlan management styles mus\ ‘be replaced_ )
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" partlcrpatron“ must be explored in praotrco

Tooﬁhari_ {1984)statosthat m the sooio'l .'reelm 'E;&'t'ii.rgidl..l__al-."
N ex’peetafions' Seem"'to”be risi'hg wh‘ile traditional‘-'SQeial-_ '
' f:mstltutrons are falling. Indrvrduals are demandmg more fromz ;
o 'therr Jobs as well as from all that serve them. He. furthor._ |
__states that thmgs that were once ronsrdered expectatlons,
are now consrde red in some cages. rights or err‘tltiements. | "
' Instead of supportlng Iwo mstrtutrons,_people .are_formin
* groups to proteci thejr right_s through polit';oal action, L

_ "Tombarr £l 984) further states that underlyrng vaiues and g
'attrtudes seem o be'in confiict. Once accepted life stwes'
¥ and vaiues such as - hard woru, personal reSpOHSIbIl!tV;

the old appsar to contrast markedly wrth those of the

_ others press forward to “the good lrfe

e

Freeman (1984] furthor states that employees are ofton '
_'trmes c,atomere, stockholders and membero of specral
rnterest ‘grouns. The internal change in this reiatronshlp_

_"bhaﬁges surroundmg the organlsatron. _

i South Africa the curren. * recession, sccording to
Stratoudakis' (1992) has led to a 'steep :’ie'cline' " in_'-- '

- competitlon and rewards for: abtllty, seam to clash with _: '
_ those that centre on the “rrghts revolutton The values of' e

_ voung Some groups Want to go “back to budiCS whzle

jtherefore rust be anaiyzed in con]unen on wrth the oxcornal' o

employment levals. Smce 1989 the rate- of deolmo in '.
- er..[,loyment has been sharper than i rn the last two dooades

~ The main reaso_n_s_ for this are the ‘iong recession, the fact .
" that it was. initiated after ailfelngthy- petiod of low growth -

) ..--.3."7 =



_ o _ : and trada umon actwuty whnch ccntmued tn. exert strcng o
i o o _upwarci pressure on wages unt:l the mlddle of the. ycar

i o o o Fu'rth'érmore.. as'-statéd bv. ét’ra’tcudakis' {19_9::23 at an“ o
R o o o collectzve bargmnmg forums addrassmg mrlustnal rmatlons: '

N -__and Spacn‘lc acuvcmic lssues such as job sacuntv. and job
creatlon schcmcs, mcratcnum on retrenchments, prcwdent' .

N industnal level, emplcyers and unions ere co-ordinating -

. :_.and pension Tunds, ilteracy and tralnzng Taxatmn and VAT .

"as wall as povertv rellef programmes are also bemg :
'-ancwraged and dlscussad by—%mplovers unions and' '
_ worker bcdles '

2642 - Ext ornal Change =~ =

External _cha'ﬁg_a according to Freeman (1984) is the emergence -

cf new groups, _ewan":é and issues '_whic_h-cannct---_be,ra’adil_y

Llriderstcod within the framewaotk of an existing mod el-or thec_ry. -
 Furthermore; external change causes _uhcertéint-y-., and it makes
| | | s us uncomfortable because it cannot be readily assimilated into.
Toe o . the relatively more comfortable relationships with suppllars,:
e | e - owners; customers and emp’ovees. _

Fre.cm_cnf {1984} 'furfhar ‘argues that external . 'Chénge ‘can he
" understood in'_tef_ms_ of the emergence of several new groups and -
_the r'estructuri:ng of the 'reiaticnships of lesser imporfance I\jlény
of these changes havc been around for some time, yet we hiave
“been slow to lncorpcrate them mto our framework for managmg
the firm (Freeman, 1984) So, e\mnts and pressure groups with
_'whlch we should be famihar become ciisss because we have not
| mcorporated the fdea cf thmr gistence ini‘c our. day-to day' B
“routine. - S
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. or thaory (Freeman, 1984}

Flgure 2 deplcts the drfference betwean mternal and extarnai o
_change It is |rnportant to nots’ that the d[fference between
' mternal and external chlnge is relatwa toa particular framawork T

e

Lo ’

| corpoRaTION]
AND IS 1.
MANAGERS |

{ewpLovess)

et et

ENV! HONM ENT

- Moss Kanter (1 983) further states that avan the bast ieader may'

not be able to control an orgamsahon,_.or BuGQmphSh all its
objectives in a turbulent snvironment in which the arganisation’s

- success may depend less on its own de_cis'icns than on decisions

made elsewhare, by others accarding to different criteria.

: Accbrding ta Manning (1 988}, avery manager' Iik’eéé to think. he is

in control of his companys dastiny. However, in realaty most -

managers are out of control most of the time, their stakeholders' .
are puilmg the strings and external events are their masters. -
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L -Stég’_ehQIdef ?ram_ 9"‘_{;9;&- |

- Fréeman 11984) states that from a fétiohal bérspecti\?e,'--bUsinéss
© needs to understanﬂ who the sta kehaldars ara |n the argamsatton" '

and what. are the percawad stakes. Sacond!y, busmess needsto -

B _undersiand the orgamsat:onal pmcesses used to e:ther im phc:tly

- or explicltiy manage the orgamsatlon’s reiattonshms with- rts :

: stakeholders and whether these processes “flt" w|th the ratlonal o _
: stakeholder map- of tha orgamsatxon Fmaliy, the busmesses_ '

_'organisatlon and its stakeholders and demde whethar these._ SR

must understand the set of transactmns or bargams among the -

-negotiations '.'flt". wlth the sta ’(eholdar map and the_'_:

organisational processes _fof_ sté_keho!_ders.

Freeman {1.98_4) _thus. starts his m_ode'I bn'stakeholdars, by firstly

. éxamiting the “enter"p'rise 'strategy and by answermg the

: _quesuon "what do we stand for"? The basic modai discusses the

_._followmg factors, stakeholder analyszs, values ana!ysm and

souetal issues as seen in the. Flgure 3 below
E_' igurg 3 - Entérpris’e Level Strategy 3

l‘-.'ht.arpriue
Strotegy |

‘Stakeholdat
Anclysio

' [ L Valyes _ o Sotietal
L Anslyss ' . __lssues

 Who ave aur stakeholders 7-

What sifeots do we have
on each In political, . -
sconomle ahd sootal
teme 7

‘H’ﬁw do these stakeholdars -
- . percelve these effects 7

‘Whit ate the domlnant
-prganisational values 7.

Wheat sre the val.u.e.s of the -

key executives bnd bnard

= mambers 7

What are the values of the o
‘key staksholders 7. s

What ara the major issueg :
tacing our socisty over the

pext 10 years 7 (economis, . .

politioal, zopjal,

" technologlecal},

- How do thess jssues affect :
- our organisation and our -
_stakaho}ders .
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. -Freeman (1984) thus suggests that in formulat:n' entarpnse '
- _strategv, stakeholder analysis is used to help executivas thlnk

through the effects that thelr actions have on external groups atf -

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

_ :analvsm answermg "what do we. stand for" will be done in a
~ “vacuum, and the result may well- not be acceptabla to those
5 'groups whom lt wnll affect, ' S '

| Fréémah -('1:984}) argues that if'is'impel_’ati\;e to analyze the values
< of the organisation, and claims that if there is dissonance
" between the values of an 6rganis.ation.._arid its members, and

dissonance betwsen the values of a *stakeholder organisation™

‘and its members, then it is little wonder that successful
transactions ever occur. Thus, the task in assessing values,
 would be to determiine the intrinsic and instrdr_iwenta} values of ": '
"axe(:_uti’ve;s, and the intriri_éic_ and i'ns'trumantali'_v‘alues'.o_f' the =
. o'r'g'aniéatibn and théreaft’ar, to look’at'ahd énawzé the :dif'ferehce; o
(Freeman. 1984), 'Confli'cts 'an'd inconsistencies batwaen-' o
- 'executlves and the organisatlon would. be realised. Thereafter,'

| the intrinsic and ms;rumentai vaIUes of the stakeholders would be

| examined ba‘ure racogn:smg the conﬂicts among crganlsatlons '

' and their stakaholders.

Finally, F'r'ee'mari (1984} suggasts' fha't.'t'hze firrri,'e’mbar'k' ona
- social issues analys:s ‘and cimermmm what the major istues

facing soclaty today are, what the major issues facmg our

© society in ‘the next 5 tc 10 years are, and the centrat dlfferences'.'-“

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

divide these |ssues into ecom:mic technological, pohtlcal social
__an.d__managena_i. He states that there are many ways to put thase -~

pigces of analysis togsther into a'stétement'of'entarprise fevel -
strategv, however, the outcoma should be some sort of. "flt“

“with the somety in whlch managers fmd themsalves.

VT
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 Stakeholder Management

--'__The move joday is from stakeholder influence towards 'stakehoider_" .
_ pertrcrpatron and. co-operation (i, 1975 Van den Bergh,. 1992). :
. Through 8 co»operative strategv, 8 frrm burlds good wrlt credlbllrtv and L
_ "trust with its stakehclders ('I‘cmharr.r 1984} Furtharmore, Tcmban _
- - states that the frrm is thus able to combine its own Jong run ObjBCtIVBS .'-
. with those of its constrtuencv and enables a frrm ‘to. manage
e stakeholder expectatrons WIthout manrpulatmg thern Bmedel! {1987) '
| states “that stakeholder management is becommg mcreasrngly _-
mportant in Seuth Afnca, as multrple stakehciders make demands on
: organrsationsr He further states that the traditional managerra! model
~ of the firm has as the stakeholders, the eustorners, supplrers and therr-
" employees, He argues that in turbulent times this is too narrow a focus - |
and that the model of stakeholder analysrs should be broader‘ed L
- mc_]ede“he forces and_:__rssu_as_fhat work rn_the macro envr_rcnmant. '

. Accordlng to Sturdrvant (1979), the mcst effrcrent and effective
o strategzes for managmg stakeho!der relations rnvo!\res affcrts A uch' '
'smultaneously deal with issues affecting muitiple staksholders, .
Furthermore, in-order for the stakeholder -"'managen're_nt process to
 ocour, a company must first be aware of its strategic cntiens, and.

~ sacondly have participative input from a number of pecpl'e WEth diverSe

backgrounds and kncwledge of. dsfferent stakehoider groups

~ (Sturdivant;-1979).

| '_The term stakeholder management" may rmply mampu!atron, itisin
- fact more akin to the dsve[opment of marketing strategy : know your
B market (and segments thersof); know yvourseif tob;ectlves resources) _ |
~ devise the appropriate strategy (Sturdivant, 1979). It has been
suggested by socrologists that stakeholders need to be vrewed ina
hclrstrc fashton and dimensions- such as. sex, age, ethmc background _' _
" and ccrnrnunh:y ties neesd to be looked at {Dil, _1_975.}. As, out of therr_'
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characterlsttcs as persons and groups, out of srngle anc! bvbnd roles |
- that they play, come the stances that stakeholders take vss-a-ms o
" -"'strateglc decrsron makmg in the frrm. ' '

_- _Bir'iedell {(1987) states that in order to understand the s‘takeholder'e,- -
' -orgamsataons nead to systematlcally engags, understand, negotrate and . o
_. '_respond 10 varrous stakeholders mteresta m order to play | more L
' effectlve rolé. Such an analysrs wrll furthermore gtve new rnslght to

management and broaden their. understandmg of the values and_-_

' 'assumptlons that are dnving behavxour in socrety and more specmcally

thair . rnarket places. He suggests that . we need to change owr -
orgamsetlon mentalrty from one of eff;ciency and & narrow coplng \Mth -

. problems to organlsatror 5 that are willing to experirrlent feel sense,

s and W|!I|ng to challenge the way thlngs are done Thus, organlsatrons o

~ should try and find methods of managing thrcugh & fundamentally a
- drﬁerent paradrgm of orgamsation management.

- Fma(ly, the notlon of stakeholder management doss not suggest thet

managers must. change their attitudes to conform w:th activists or wce

versa, nor doss it |mply that managers should roli. over and plav dead
in the. face of opposvig views (Sturdwant 1979). It does argue
strongiy for recegmsmg that significant attitudinal differences are likely .
: to exist and suggests the importance of understandlng the attitudes

' and behavrour cf stakeholder groups. It further permits stakeholder .

values to he rncorporated wrth those of management, resultlng |r1 a
closer, more. positive relat:onship {Tombarl, 1984), ' '

- According to Hill-and Jongs (1992) wh'at_ever the magnit_ude' of
- their 'e_ta_ke, sach stakeholder is part of'_e'ccnnected_ 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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" positiofi at the centre ‘of the nexus of contragts. Furthermore,

accordmg to Hill and Jones (1 992) managers ara the onf!f gmup_‘_

~ . of stakeholders who anter into a contractual ralatlonshlp wrt‘m ol

o ____-other stakeholdars Thay also pos:t that managers are the only.

_group of stakahuldars with direct. control over the décision
" making apparatus of the firm {although some stakeholders, and - |
-';_partlcularly those supphers of capital, hava mdlrsct control) ' |
h Therefore, accordmg 0 HI" and Jonas (19921 itis mcumbant

- _'__"upon managars to rﬁake strateg(c dems;ons and allocate

resources in the mannar most consustant w:th the clalms oi .
_stakeholder grou;».: o o S
) M;i\wagement must therafure balance confhctmg mterests and B
| wmehow create ai qsense of harmony between: stakeholdars S0
: "that thev collectlva\v can- he!p ths rlrm rather than harm st.
© Manning (1988) fir*toe claims that rnanagers have failed to take_
-'charga,_____as_ for 1 ng, they have lived: v_wth b_angvpfent-'

' 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, bath in an i‘ndustrial._as well

as a comméréigt setting, people have increasingly voiced their
_ '__'opinibn vis strikes, mass action 'and's'tay awé?s' Managsment -
will therefore need tolearn to manage stakaholder expactatmns'
"both mternal and external to the organisation more efflclentlv

Sianificant Prior Ressarch -

m'.cdrd’ing to _F're'e_man {1984} the following research was conducted
in the United States of America with regards to stakeholders :




. Sturdivant {197§)::;I'inves:tigeted whether the 'velttes df"se'r'lier -

o rnanagement and cortain stakehelders in the firm were dlfferentt o

" He found that there were fundamental differences in the values
-of executives and activists when measured by the Sturdwant—_ '
_ -Gmter quest:onna e,

- .:\-" '-Sdnnenfeld {1981 survev'ed' the f‘etest' products industr'y in an.
o atternpt to deﬂne the whele arrey of public i issues and responses ' _
_ to these issues. The flndmgs of his etudy w:H go a long way"'
o _.towards understandlng the abl!ity of strateglc management

'_-models td respond to pubhc 1ssues ' .

- _Chakraverthv (1981} studled the ablllt‘/ of severai compemes in |
 the coal industry to respond to enwronmenta! change. B

- Miles '{1982j c:endu::ted an i'n-depth analyeis of'the'tobacce-
- industry and tried to merge the concepts to- corporate strategy,

- -"constltuenmes“ and bus:ness government relat:ons

- Tiffany (1982) analyzed the'e\_reletion-'ef the steel industry since
" the turn of the century sharing the complex interactions and the
'__consclous strategies which Were put | in place to-manage

stakeholder groups. '

- Emshoff and Freeman {1979} reported the results of a specific
intervention with New England Telephone an a tnor_e traditional
business issue which was surrounded by a number of stakeholder.
eoncems, and began to develop severa! prescnptwe propoelttons -

- for management ' '

' Roberts and. King (1989) conducted e stakeholder auti; for a
- _commissioner assugned to head & department of educatmn and to.

. promote excelience in the edueatlonal eystem The audlt was expected ' _ o
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o help eose the commissiohor's transition into 'thé new poéition and -
' -heip saf. thc agencys direction.” Roberts and ng {1989) further -
e contend that the audlt is espe.. mlly wall suztod to assist | managers who__' '

B _ dre confronted with the pol;ttcs of management wharever itis

: practisod

At the Socletai Strategy Project of the EUrOPean Foundat:oh for

Managempnt Development and of the European instrtute for Advancad _'

" :'Studles in Managomont in 1981 acadomzcs and managers met to
identify ways to meet the cntlcal neod to balance socto-pohtlca!"

' '_rcsponsa and econhomic. realities for busmess Based on & sample o*'
o man_ag_o;s._, a group_of six s_ta_k_eh_olders_. was rated v_er.y hlghly in t_orms e
" of importance -ays'r '_thej next d_ecédc; namely, -m_ahago’rs'_'thém_'so!vos;-'_ i

corripetitors, final customers,. banks,-hational government anél unions s

L The htghest tncrease in relative Importance centrad around other”‘

. smerging stakeholders, namely whute coilar workers, workar counclis,
_’consumer assoclatlons, raw matenal suppllers, Iocal governmunt and
: _'somaty at largo (Kenny, 1984)

As can be _s_een, a Iirﬁit’ed but. oigpiﬁcan_f amount of research has besn
 conducted in the arena of staksholder mahagoment} hoWever. it has
limited reievanca to the resoarchers chosen area of rcsearch ln South -
' Afnca the foi!owmg resaarch has been conducted

' Hofme'yk { 1999} investigafed the feasibiliiv of the stakeholder app’roach _
" amongst developers in the biack-zoned urban areas. “The objocttve was _

to. dotermina whether it should form part of- the strateglc planmng
process to xdentify the ditferent attitudes and perceptlons varlous
interest groups may have of developments which may lmpact onthe
viahility of these developmonts The aIITI being to reduce some of the
.uncertatnty assoclated with- developments
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' 2.5.7

Accoiding to Ho’ffnﬂyf (1989}, Iiﬁter\'ri'ewea's expras'éad doubts 'about” '

 the practlcallty of the apphcatlon of the stakeholder modal In theit
_”'-op:mon, it was dlfftcult to find the ttrne to ldentlfy ail possmble

stakeholders. - They further expressed that by identifying _tha"-' :

.s.takehdldefs' 'it Was' pds‘sible that a planned de\ieloﬁrrient might be
: axposed to r-ompatitors ai.; the develt:pment may thus tose some of _
. ts competltwe advantage Furthermore, it would ‘bs ﬂlfflcuit to_.... SR
_ _"prlontise the requzrements of the stakeholders ldantlf‘ed However, the. '
e 'fmdmgs furthar revealad that thare ‘was suff:cnent support for the -
_' stakeho}der concept, with the majorlty of mtervuawees flndmg
e suf'f‘ cient’ beneflt to jUstn‘y the uss of the modal to some degree

Hdnéyborﬁe- (1 _987'}.-atfém pted to __e'stabiish what sources are used _by -

strategic mana‘_giars to COIIQCt information and to dis_c‘&rfl. whether these o
“are dependent upon the structure of the organisation .stakeholder_ map-' -
" or the org'ahisat'ioh's' strategic- path. it'was found that a re!ationship

does exist betwaen the sources of mformat:on used and the number o

' of stakeho!ders a corporatlon has

. Mendelow {1 982).57 __-idiad the relationships between a chief executive
E bfficér_fs background and his befcapti on of stakeh olders’ effectiveness
_ oriteia, dOrporate financiat perf'orrnance and :stratégy Stakéhblder

."bodles were thus polied to determine the effectweness cnterla by .'

: 'which thay would judge the organlsatlon s output,

onclugion

H ence., very little _e.m pirical research has been conducted in the area of
stakeholders. SP'E'cificalW. no empirical ressarch was found that set
. about datermlnmg or identifylng specific competencles required. for .
‘managing stakeholder relationships. The purpose of this research is to

identify _th:ose _stakaho_lders critical to_ the success of a bus_mess

organisation . and the -commensurate time spent managing the
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".'-'etakehoider ielatienships. ._ In this way,' the 'researcher* hopes: 'te' L
_ _ascertaln whether management pnentles ars - al:gned with the
envlrenmenta_l demands ef stakeholders existing in the retaxl'_ -

_ _. "e'nv_iren'ment;_ ' o

' '-The research attempts to |dent:fy the reasons why management :
'expenenee dn‘tseuity in managing stakeholder relatlenshlps and the -
. '.eommensuratetra:mng and develepmentneededteassnstmanagament' '
.in managmg stakeholder reiationshlps. o '

- _'Accordmg to Klemp er"d McCleIland (1986}, !eaders of orgamsatmns |
: want to know ‘what ‘kinds of intelligence, that: is what. adaptwe_ ) -
_ characteristic qualltles, are needed by managers to. do the
'  organisation's 1obs well Speclf‘eally, they want to. know what is

needed for success as a senior manager, for. It |s on. such managera-_

- ‘that the success of the ergamsatlon hlnges For orgamsat:ons in. the L
_werld of busmess education, government and the armed services, it -
~ is important not only to be able to |dent|fy what the attrlbutes of -
| successfui exacutive _iea.ders_.and managers are, but to select people o
__act:uratel'y on the basis of these attributes or to hele persons acquire

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

* and McClelIand, 1986},

Hence, in this turbutent en’d’ changing environment it is imperative'te
'_select anr} recrult the "right” mduvuduals for the nght jebs in order to

' assist in the strateglc survwal and grewth ef the firm, when the only- . _' |
'certamty is that temerrew will- bnng a new day, d:fferent frem the -

_ chellenges and demands that management faced teday
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2.6.2

According to He!i-( 1979) pecple-leern to be competent as a netdr'al part
of the development process, as long before mdrwduels come into an_

nrganlsatlon, each person has. acq..ured prob!em eolvmg skiils . and-'
- UMEerous copmg mechamsms Furthermore, as enwronmental- |
- demands change, people adapt themse{ves to mest the new demands
) _' and beeome adaptlvely flt, as the more effectwely we ada pt. the Ionger :

) wesumwe. e e

Hall _-'(1 979) further states that the.competent individual is one who s

8 equipped with adaptive skills and individual competence. Competént
- individuals comprise '. the. vaé’t mejority of the human race. He etatee' o
"-.that the task of management is abaut trying to harness this basic’

: __'_mdwrdual competence, this key to adaptwe f:tness, thls znsurance tof-. _

- survivability. ' o

Managers therefore do not create com petence, but they dq control its

" expressmn through the orgemsatronal contexts they create and the
o manager’s job of fac:lltatlng the expres sion of individual competence

'_ _;-:1s made easier by the fact that there is a competence motive among _
people (Hall, 1979). The purpose of this research is to ldent;fy those o

critical competencles required to manage- stakeholder relatlonshlps in
todav s environment. o )

-D_efini_tigﬁ__ of a Job Competency :
The coneeet ofa cdrhpetsnce is not néw, but dates from 1959 whan
the psychologlst Robsrt White - labelled |t "a basic drwe for

‘sffectiveness” (Klemp, 1982). Accardnng to Kiemp (1932) there has !

been: nc generailv agreed upon meamng, hcwever, for common :

| understandlng “competency is defmed as any. attnbute of a person
'that underhes effectwe performance “He further defines a jOb:. :
_ competency as "an underlymg charecterlstw of @ persan which results -
in effectwe andrnr superior performance inajob".




_Boyatzis 8 282} defines a_ job' ‘compatency as 'eh: u'nderlﬁhg R
o ;'.charactenstm efa persen in that it mey be a mot ive, tralt skill, aspert

- of one s eelf imdge or seclel 'ele, or a body of knowledge wh[eh he or B

:she uses. . - j .

S

- Klemp. {1 982} further- states that a jdb competency is 'simpb} an .

' attrlbute related to domg ‘a ]ob eﬁectwely, A personal attrlbute in this B R

: context can take many forms. It can be a kind of knewledge an ablhty, AR
el nnterest a tra:t a motwe, even a self concept but the only way .

o ithat such sn attrlbute becomes a competency Isin its relationship to

'_ perfermanee (Klemp, 1982) He furthdi states thet people carry Wlth o

’ them a wide assortment of knowledge, abmtres, mtereste, traits and

menves, but unless these att"ibutes re}ate dern en trabiy te domg a 3eh _

: '_:-well they ere not 1eb competencnes

- BOVa'tzi's (1982) etates that in er'd'e.'te define & eernpe'tency, we must S

: detarmme what the act:ens were and tnelr ph:f:e m a svetem and

sequence | of behawour and what the resu!ts or effects we‘re and what -

. the. mtent or, meanmq of the actlens and results were

“Thus, accarding to Boyatzis (1982), itis through 'such-a-='ﬂeﬁr1itien'that '

“the c‘:en-::e.pj:__ of a job competency represents zn abiiity:. Fui‘thermefe ,a

person’s set of cempetencies'-.ref[ect his or her.capability and are
: desckieihg what he or she cando, not neeess-'a_rily what he or .s'i'fael'd oes, -
 nor doss all the time regardiess of the situation and se‘t'ing He further

: states that c.omp:-lteﬂcles are characteristics that are ﬁaueally related'

. to effective and/or superior performance In a jOb Boyatms makes a
_' distinction between those characterlstlcs which are essential w :'
- performmg_-a job, i.e. a threshold c_ompetency and th %e characteristics -
that differentiate’ superior perforrmiance from average and '.p'oer_ '
.eerfd'rrn'a'nce' i.a. combetenciee' This ran be compared to the view bf' -
_ Klemp and Mcclelland (1936) who suggest that uOITIthBnGIBS can be |

cIaSSIfied lnto two breader types N
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'2.6.3

1. - ébmefri: Competenoies-or_. u's_'abl‘e knowledge r_eleted to a role.

" 2_,' | 'Prooess combetenoies or attrzbutes that bear on how :k'nowledg'e.-

a _-'-rs apphed effectlvely Thus, according to this deﬂmtlon, age and :

.. experience are not competencies themsel\res hut may contnbute = |

- W the aoqmsitton of content and process oompatenoles.

Klemp and McCIeIland define competencles more specrﬂoally as

| :'_.attnhutes ofan rndw:dual thet are necessary for effectwe performance'

- ina job or life role. An attribute i rs a competenoy only |f it contrlbutes
| :to effectwe performance in the role speolfretiﬂ

" These attribmes-can'include .

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

2. - abilities, both physical and intellectual;

S8 traits, such as e'nergiy level and certain personality typesi"

" 4. motive and need states that direct individuals towards desired

“bebaviour patterns; and -

B self images that _re'f'!eo't the roles people see themselves in and

- their concapt of how effective they are in themselves.

According to Goleman (1981), the first usage of what McClelland now
. ‘calls.competence assessment had its begmmng in the eariy 1970'sin |
the United States Information Agency The USIA had very few blacks,
' members of other mmonty groups or women stationed in forelgn"
: oountrres and steffs ware made up aimoet exciuswely of whlte men.,
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2.6.4

| Goleman states that although blacks and other mmorltles were o
. '_ appi‘ylng for the ;obs, very few am ong- the several hundred top scorers . .
 were called back for mcre detaziad mtarmewmge Acc:ordmg to the.
R '_ USIA, the probiem was tha aptltude tasts which measured general-
o mtell:gence, Eng!nsh usage and the background knowladﬂﬂ of hlStO!‘V : |
and govemment An tnternal state department study found that scores '
on the test had no reiatlonshin to how USIA officers actually performed o

on the jOb overseas. On the has:s of questmnabie cnterla, the agency

| 'w_as turning down otherw_:se t_a!ented c_andldat_e_s in the first s_c:reemng o
* - among them, many women and minority members. = . )

| Thus, McCIeIland was callad in to |dent|fy the motwes, attltuu‘es and
'hablts of outstandzng USIA offlcers and after ldentlfwng the "rlght '_
© stuff" developed specific criteria th_at could be used instead of the
'aptitu_de;tiasts. in choosing tiew OffiCers for__the agen'cv'{éolefr_za_n}'_'
' fo81). The first ai:tempt into what McCIéliénd now calls 66mpatent:e |
:.assassment ended in. dlsappomtment but it lald the ground work for -

a bold new approach 1o personnel scraenlng and testmg Dozens of_

L nrgamsatlons have adopted McClellarid’s altarnatwe to tntelhgence and -

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

N Boston based consuitmg firm set up in 1970.
_ The _Qomg. etence Process - o

:Accor_din'g'to_: Hall (1979) res'pond__?_rig in a'produ'ctive manner to the

social arid phvsicél demands of the environmeht’ is the essahce of -
competence Part of adaptwe fitness lnvolves the solvmg of problems

To respond competent#v to problems pBOple encounter, they rnust be
~able to. sense the meamngs of euents and create. appruprlate wavs or' : _
| _rasponding. Furthermore Hsll {1979) states that people must be abls . - |
'_to parcéivé the nature of the anviro'nm'ent ina fairly accurate way. be -
- able to understand and lnterpret accurately the meanlng of whatever__ g
. task is to be dona, and thereafter lnvent an on- the~spot responsa ta the
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2.6.5.1

demand. It _r'na_"xf'mean that they rnust e able to int_ditivaly‘ '.éa_e iqto the

_' future 'fa'nd ahticipafe the: cons'équendeé' of ‘behaving one. way as
5 oppnsed to another, or mvent 4 new way of behaving or rely on very..

: unfikely resourcas that were not even desngned to bear uporl that
prohlem lHall 19791 ' R '

| : Accord lng to Hall ( 1 979} these are ali creatlve processas and therefore' |
the competant response then callsfar a certam amount of creatl\nty on ’ o
‘the part of the mdmdual He thus surmlses that competence damands o
- - an equal part of craatlvity and cammitment and the !ess creative we _

ara, the less adaptwe weé are.

o Compe_tence_'_thus demands creativity. creativity in turn demands "
| : 'comrﬁitiheﬁt and .pedbl.'é aré'rib't goihg to exert the kindé of én'e.rgy, e
' _.msntal or phys:ca! requured 'to adapt to envuronmantai demands .in .
-affactive ways if they are not comm:tted to °olvmg the problem at -
" hand. They are not- mterastad in being adaptive without ‘some
__'undﬁrlymg motwation Commttment is thus the psychological- energy'.-
_ 'whtch powers and facilitates achlewng a ‘creative mtarface of the
B 'mternal and external enwronments :

_'Hall (‘1 979), therafore argues that competence isa sustamad capac:tv |
- for meeting enwronmentai demands in both a creatwe and commlttad._ _

' fashzon.

Boyatzis’ Model of Competsnce

jons of the Mana

Accordmg to EOVBtZlS (198 2)a competency mcdel of managers ;
should have two: dimensmns, one compromssing the type and
~ two the Ievel of competanc:y Different types of managamant‘

competencias aré associated with var:ous aspects of Jman' -




- 2.6:5.2

'beha\nour and a peraon s capablllty to demonstrate such-'-_'_ -
: behaviour. For exemp}e, a plenmng competency would be'

assomated wuth epemfm ecttons such as settmg goals, assessmg

- rlsks and doveloping a sequence of actlons to reach the goal

Levels of competenoy suggests thet sach competency mav exist

-w:th:n the xndmduel at vanous !evels, w1th motwes exlstmg at

the unconsclous level selfi |mege at the consclous level and skllls-

- &t the hehavmoural fevel. Each Ieve! may very in :ts lmpaot on the N
' 'dxsposmon of: the person to use the competency This would bé g
- reflected in the frequency wnth which the person applies the

tompetencxes in hIS or her jOb es weil as in the degree 6 which

the cOmpetency Is applled in anv sﬂuatmn For example, ;

pianmng competency may exrst at muitlple Ievels.

E Boyatz&s ( 1 982} further stetes that the second dlmensmn of the. |
oompetencv model was thought to have three basic leve!s,
- namely the motwe and trait Ievels, the self i lmage and socuel role o
o ievel and the skil level. These categones reflect the oomponents e
'_of_ a _competenoy appearmg in the c_iefqmtnon of a competen_cy.

. Dynamig Interaction

_' Boyatz_is‘ -(1982_) describes 'ihe - dynamic _'in'terect'io'n of the
“compenents of the conceptual model useo ‘as a basis for this
“study in terms of a force ﬁeld representation. He further states

 that the . interaction 'between the' 'pef's“on and his or har

. environment results in action or demonsrrated behawour.
" Furthermore, feedback ___oocurs_ between ' the - person __s'
‘competencies and specific actions. Boyatzls stetes’thet: a

person’s cc:mpetencles have & direct |mpact on. what speciflo

: _-':actions are ‘demonstrated ancl there is some ’i‘npect on the
_ person 8 competenctes Each tlme an actlon is demonstrated
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- there is sama lmpact between tha functlonal and sﬁuatlonai _'
B demands of the job as well as specnﬂc actions, 'cherehy prompt:ng .

-_feedback Furthermore, the. demands of a job have a dlrect_-__
im pac:t on what specific actions are darnonstrated and how they '
'are demonstrated ragardless of whethm ihew are mental 0r"
 physical actlons, Boyatzls states that the: z*rgammnonai and . -
_gultural enwronment set the staga asto what appmmate actions o
____ls, but. axert thelr impact on mdlwduai action through affectmg .
'the functlonal and sutuatlonal damands of tha jOb

'Eadh’ of these'_tj_’d}tpohents', which '_ralat_g. to __paﬁorfnaiice_ inajob,
- have some i'rppa_ct on each vther. Thé'nature_and strength of the
o irn'ba_cf varies. In 50ma cases the im_pac_t will be a ref_inemenf,_or '

fine tuning df"'Wh'at spééific'a'ction Will be detnonétrated' In 'other .

: cases, the |mpact will be 8 st:mulatlon, or arousai of somethmg
in one of the othar components '

_ _Boyatzts {1982} states that ov&r a perzod of tlme, each of these :
- components should ‘affect sach other 's0 as to mcraase con
| consustency Thatis, if certain tasks and functlons are repeatadiy o
L requured by tha ]Ob the person will elther - '

1. increase the frequency w:th whlch certaincom petenc;es’are:_ '
applled or aroused, to address this functaon, thereby .-
' improving the qu_aiity of per_formanc_e of that _func:tlo_n, or

2. ‘avoid that task or functions of the job if he of she does not

~have any of the competenc:es whlch are appllcable to.
performance of the functlon. '
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Geri_,e_.ral. '_l‘»lmdel"f:.-i.r Manggefial_ Competence -

Jones and Woodcock (1988} have developed a general model of

' managerial competence. This is p’ortréj?e’d ina cohbentric model with

'_managmg self being at. the core or centre. Thereafter, it IS followad

) ‘with manag:ng subordinates, managing orgamsat:onal interfaces and_-_
_"'"'“"'-'_'managlng extema! relations. They further suggast that each of: these-' I
B 'faur levaib of. rasponStbllity requnre that each manager has d&fferent :

' knowledge and sk:lls

- The essenice of this research revolves around t'he' competencies

~ Figure 4 - General Mbdel of Managerial c_bm'peteiic_e_ Lo

" Managing extarnal
- rafations.

" Maaging organisationa
N s

Managi
sthurdalgnantgs

: reqLured 1o manage sxternal relations and orgamsatmnal mterfacas . |

'Thus, Jones and Woodcocks mndel wil be dlscussed In some detail.

: Managing External nelat'i'ohs - Jones and Woodcock (1988} state that
managmg external relations refers to the areas of responsnblllty that tha' .
manager has vls- a-vis people. outside tha organlsatlon, _such as

customars. clmnts supplters, potentlal c“ltents and the genaral pubhc,

- e,



o _ o Theyfurtherstate thatthere arethree |mportant Sklﬂ areas to take mto
¥ S Su o account when- cqnsulermg how effectuvalv the manager conducts '

o axternaf relatmns, namaly g

' b :_' » managmg puhhc relatlons,_

!

managmg cusmmerichant/ suppller relatlons, ana
- recru&tment and orlantatlon. . ' '

| Ei.gw_e_i - Mariaging sxter.;a:' Relatioris :

© Managy mm
suppﬁarraaam

Managing_-Organ'i's'a.\tional.lﬁterfaces - Jones and'qudcoc.k {.1_988.1'
state that managing organisational- .in'te_rfaces involves working
 effectively. on the ihtarchang.es between their unit and ott.o v whether 3
they are above, at the same level ot below. T h:s can be related to the'
‘work of ¥eeman, who advocates that there are both internal-and -
externai stakeholders In add[tlon, change has- occurred |n ‘both the

mternal and e‘xterrnal enwronment. Furthermore rnany of thasa--
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: development workshop

 The oom_petehofes tested in this research ha\re-_beeri -derived from' a .
- studir'co'n'ducte'd by Victor _ﬂuiéw'i'cz‘ and F_"_rofes'so'r Pe?or_ Herbe t at the
o Fl_eriiey Managerne'r_lt Coltege in England (Dul’ew'io'z_, 1989). '

Dulewicz, (1989) states that high fliers attending the general *
_.-management course at Henley are assessed by thelr bosses and hv _
o thomselves on 40spec|f' ¢ oompetenores, derwed from thoassessment_ L

t‘:entre literature and Duiewnoz s own research as part of a persona!.

.Dule'ﬂvrrioz [1'989)'stat93that for their analysis, they took an average of -
 the self and boss'-raﬁngs on each of the 40 besio competenoie's' and.
through ngorous statistical factor analysls of these ¢ average ra‘tlngsr 12 -
"mdependent dxmenslons of managerial performance were identified. _
:Duiewmz {19289) states that these 12 mdependent dlmenswns of o

.manager(al performance, oalled supra-oompetenores can b_e used to

assess the antrre range of managersal behawours :

These supra-competencies have been grouped under four main

 hesdings, namely intetfectial, mterpersonal, adeptahrhty and results "
: orientatlon. - Dulewicz [1989) further states' that _these supra-
oompetencres are the key criteria that managers and therr hosses use SR
. to assoss vanatrons injob performanoe and so constltute core
a managenal oompeteno_i_es at mlddle mansgement fevel:

- As these supra competencres form the basrs of the QUestlonnalre for _ - a

thus reSearoh they have been’ oeflned and detaried as foliows 4

~es-



Inteliectual - -

1-

/,":
R

Strategic Perspective - Rises above the detall to see broader -
--iseues and implications; takes account of wide—r'en'gi'ng influences o

and sutuatlons both ms:de and eutszde the orgamsatlcm befere

: plannmg or actmg.

i _Anaiys:s and Judgment Seeksa!ireievant mformetion, |dent|f|es___

. problems, reletes relevant data and u:ientlf' 8s causes, assimilates

- fumerical data accurately ane makes sensible mterpratattonS'
_work is precise and methodlcal ‘and relevant detall is no‘t-

o overlooked Makes dBCiSlOﬂS based on loglca} assumptlons tha‘t P

5.

- reflect factuel mforrnatlon.

) Planning and Organising' Plans priorities, 'assig'nments and the

al[ocat:en of resources, organsses resources ‘BffIClBl'Iﬂy and

o effectwely, delegatmg work to the apprOprsate staff.
. interpersonal -

" Managing Staff - 'Ade_pt'ean'. appropriate interpersonal'stvle for |

achiev_ing group objectives; monitors and evaluates their work;

~shows vision and inspiration; develops the _skills_ and
B _competeheiee"ofstaff. S L .

Persuasiveness - influences and persuades others to give their
agreement and commitment; in the face of'cenflict uses personal .

_.|nfluence to. commumcate proposals to reach bases for__.
_compremxse and to reach an agreement ' ) '

Assertiveness and Decisiveness - Ascendant, forceful in d'e_a_ling: .
with others; can take charge; is willing to take risks and seek

o -80-



new- expeﬂences. is declswe, ready to teke declsmns, even on
llmlted mfarmatlon, . '

7. Interpersonal Sensitivity - Shows considerefion- for the needs and .

oo

e feelingsofethere, listens dis'paesionately, is not selective, recalls

R key pemts and takes account of them, is ﬂe-able when deahng' '
R : .
o with’ others, wilf, change ow pesmen when others' proposal'

| "-warrant it,

8. Oral Comrtiunieeinn Fluent, epeaks clearly and audibly, with
' goed uocabu!ary, in formal prasantatrons, is enthusrastlc and_ |
Itvely, tallors content to audzence s level of understandmg

'Aﬂeptebil_ity.
: -9, 'Ad'abfabilitv and Re.silierice .Ada.pts hehavicur tonew situations,

resilient, maintains effectweness in the face of adverslty or
'unfalmess. Performance remains stable- under pressure or

opp.osutuon, ¢oes not. becor_.ne_ irritable and ‘anxious, - retains
composure. ' ' ' ' '

Results Orientation

_1_0..' Er’nérg{r and 'Initiati've Makes a.strOng;'pci:;sitive impreesfen 'h'aS'
authonty and credtblhty, is a self-st,arter and orlgmator actively
-mfluences gvents to ach:eve geals, has energy and vitality,

| mamtams high level of actwn:y and produce'i a hlgh ]evel of -
output. '

11. .Achlevement Motivatmn - Sets demandmg goals for self and:

'others and is dissatisfied with average perfermance, makes full -

use of own tllTlB and resources; sees a task- through to_
completlon. Irrespective of ohstacies and setbacks '

61



2.6.8

2. Business Sense - ldentifiés opportunities which willincreasa sales

oor proﬁts, seiects and explo;ts those activities whlch wilf result__ _
m the Iargest retums ' '

- Commonality of Competance

_.DU]EWICE (1989) felt that a generic set of campetencles axlst for:_'_ :

' s:mnlar ievels of managema-nt in dlfferent organisations. He astlmates o

_ tnat 70% are. general requnremants across dlfferent orgamsatlons and " _ S
SQ% .are organisation specifi ic. Research conducted-in nUMerous multi-
national organESati'ohs-hasﬂ_fo_l_md. & nurn_ber. of very similar core -

t:ombetenc'ies that differentiate effective and les s offective managers. -

.At;.t:o_fdir'lg_' to Klemp and. McClelland -_.{1:986_)' competencies or

combinations of competencies are often specific to each occupation.

. But as they .'ac_curnufated--more and moré -infarmétion;' it became
- appar'ent that certaiﬁ cornpetencies are géneric appearing'in all the top R

performers of jobs of the sama general type. Thls dlscovery is

' lmportant because it enabies us to comp:!e a set of competencies that
describe the outstanding semqr manager in any type of orgem_sat}on.

Whencornpar_ing_Dulewicz’s(1989) supra-competencies vyith Bo?_atzis" -

~ modal- of mana_ge_men:t-'_- the followi'ng'_competeno'ies appear to be
‘similar, “sfficiency -orientation” with. Henley’s “planning . and

organising”, "proactivity“ with “assertiveness and decisiveness”,

"d:agnostlc use of concepts" with "strategic perspectlvn c‘oncern'
wnth |mpact“ ‘with "persuasweness", the "use of qnmahs::d power”

v\uth '-persuasweness“ posmvs regard”™ Wlth mterpersonal : '
sensmwty“,- "managmg grouy processes” with "managmg staff", "self
' confldenca with "energy and initiative", "use of oral presentations”
-WI"‘h "oral communicat!on", "logical thought" with "analem and - o

;udgement ,- "conceptualisation” -v;lth._-.strataglc_ perspective”, -
"developing : others" . with “"managing staff", "self control™ and

2.



2.6.9

perceptuai objectwlty“ w:th “adaptabuhty and resn;ence“; "stamma-

. and adaptabllity" with " ensrgy and lnltlat:ve

- in eencl_ﬁsi_en,' the research sample u'_s"'e'd"td-"t.lei';ive fh'e -s'upra_;'f .
| 1compet'efheie_s}.dumﬁzised.'UK _aﬁ;l oversaas managets shortiy destined
" for general manager or squivalent roles in their organisation. Although
: 'thi's research dees- not test the ré!eVance- of the supra-eompetencies' "
o acrass all responsub;htles of. management but purely far managmg -
stakeholder refationships, it WI" be relevant to note the most critical
: eempetencles requ:red to manage stakeholcler relatlenshlps and further
'ref‘ ine Dulew:ez s study to the South Afncan scenarlo L

5@11&9&%%@1

" The -I'i"cereture' was 'revaWed;_- to asce'rtain .IWHethe_r._ any empirical - -

research had bean conducted in the area of competencies, specifically -

. 10 determine "whether any other significent prior "r'e's'ear'ch had been B
o -cenducted to ldent:fy competencles for managmg stakeholder a
L relat:onshlps, ' ' '

Lapmsky (1989) exarnmed the competencues demonstrated bv -

outstandmg managers at senier management level and exammed o

differences between this local sample of South Afncan managers and:_-

A !arge internatlonal study gonducted by Boyaws (1982}, Aceordtng to _
: Lapmeky (1989) the results of the study mdlcated 8 sm‘ularlty withthe

findings of the two studias although important- differences ernerged '
The ablhtv to handie complex: soclo-pohtlcal change. emerged as a

d:stmgutshmg competency for tha locel management sample

- Brest {1991} ._invesfigated the perceptions of man'agerial cempeten'éies' :

amongst men.and women at the middle to «.cior r_nenegem"ent level in

_'the L_ife'Assurance lnd’ustry.-"The._'purf'pose of th':e' research Wasto__

establish whether gender based factors impact on the p’erceptio_ne_of' S

-B3- -



- managerial competencies and have a corresponding influence on the

o ad'vance'm'e'nt of women in mariagement The ré'su‘lts of Brasf i’& 99} -

'mdlcated that men and women do not dlffer in- thalr perceptions of
' managersal competency lefsrences in percept!ons, however, were
: - found in relatton to managerlal level and tha length of total w:;rk'- .

- expenence.

:__-___The rasearchar found “na other su;mf‘ cant prmr research that__: |
mvastugat&d the compatenctes raqwred tn manage stakeho!der'
' _relatlonshum. '

2.7 Thg. Rég Qg' _rgb ng: Sﬁdﬁg o
: In conclusmn, the Irterature rewew has prowded the context and framework_ :

‘in whzch the rasaarch questlons w:ll now be posed and stated Hence the
) rasearch questlons aie as foIIOWS : '

' Quegxidq_li
. Wno are the hmst critical stakeholders existing in the retail environment for :

1. store f_nanagérs ?
-2, general managers ?

Are thers mgmficant dlfferences m the time spent attendmg to stakaholder
concerns existing for : - : :

T j.stor_e managers ?
2. general managers ?




. QOue etien 3 -

'_Ts fhera a relatlonshlp between the time spent and the pereewed :mpertance-
-. of vanous stakeholders ematmg for management ? o

- aug 'stion' 4

_ What are the most crutlcat competeneles raqunred for managmg stakeholder L o
'relatlonships for the G "

1. store manager?
2 'gene_rai manager.?’ .5 .

S .
ot
it

uegtion §

Are there dlfferences |n the competentnes requxred to manage dl‘rferent .

-"staka olders for:

1. store managers ?
2. general managers ¥ .

' Question 6

B Who do store managers and general managers parceiue to be thexr potentlal' .
o stekeholders m the next 5 10 years, '

- The nature of the rasearchis exploratory,
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3.1

. CHAPTER S

B The rfr_aeearchz. 'methcirioiog_v ‘used to invastigafe'_thei '. resé_ar_ch-questio'ns_'
identified in Chapter One and Chapter Two is discussed in this chapter.
Specifically it discusses and defends the use of the survey approach, the
. desi‘g’n,gf the're_sea__rai_h questionnaire used for data coljl.ec_tion, the sampling
| te.chhieue applied in selacting the survey reepd_:jdenté, the data g_at'_heringa_'_ '

process and the staistical techniques applied in analysing the research

results. As the research was explaratory in nature and took the form of
- theoty bu:ldmg, the researcher develaped the questronnarre personally, after :

revrewrng the hterature.

.' '

' The survey is used when the researcher wishes to. thlt opinions and not
~hard facts as the prrmary objectwe (Pirow, 1990) Furthermore sur\reys tend L
~ to be more efficient and économical than nbservatron, in that it can expand-
_(rf & questionnaire i= used) the geographic coverage ata fractron of the cost

' and time mquared bv observatlon -

_Bab'bie (1988) s't_ates' 1:hat surveys may be used for descriptive explanatory
~ and- exploratory -purppses. They are - chisfly u_sed in studies that have
_individual 'people as units-nf analysis, as was 'th'e cEES'e in this reseerch o :
_Furthermore, tha survpy research is probably the best rnethod available to -
social scientists - ;nterested m coiiectmg original data fer: descrrblng a-".
_ popu!atlen that is too Iarge to observe dlrectlv (Babbre, 1989} |

~66-
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3.3

_' T'ht_g Survev Population -

. The ‘research "cohducféd._ was aimed at r'deinti.fying ‘the rri_DSt_ critical. |
'éom;:et'eh&iés raq'uired to rhhrr..ge stakeholder i’éiatiOrishibs"in- the retail = . )
environment. Tha reason for selectmg the ratail environment, |s that the

retail sector contrlbutes 26% towards the O\mrall gross domestrc product of

.' SUUth Afrrca (Cumulatlve 1991 Statlstrcs, Cantlal Statlstlca! Services), Of L e
. _the aconomma{ly actlve populatlon in South Afnca 4 09"6 of the pcpulatlon _ _-
' _--'_"are amployad in the retaul sector (s. A. Resewe Eank 1990, 3rd i.’.luar'tar,r .
Central Statlstical Serv:cas} L '

. Ratarlmg or retali distnbutlon is an essantlal and not |nsrgnrf|cant part of the_

total - economic actiwty in mdustnally developed countrlas. Another-_’ "

'élgnl_fscant_ feature of the _ratarllng sactor of the economv is the Ia_rge number -

of independent deciston making units which it comprises. Many sign_ificanp.:'

_ decisions :for the'ecbnomy as a whole ére'made by the'relat'i\'rely"smai"-' '
_ number of mult:pie supermarkat store gr oups. it i is part of tha worklngs of S
' the economy which affects almoet everyone on a dally basis.

Given the exploratory nature of t‘_h:i_s St'qd'y and the fierce comptition existing
in the retail ehvironment as iweii as non—comparability of joiis in the retaii.

- sector, the resaarcher was Ilmated to- conductmg thls research !n one reta:l E
'chaun. ' | - |

The.Sg_r_vég §§mn]_g'_'_ .

- The organisation used In this resﬂari:h was Pick ' n Pay Storés Li'mit_e'd. At ﬂ_.:s

time the survey was conducted thera were approximately 28 273 e‘mploye_es

employed within the group operating throughiout South Africa. The group of - |
companles is mvolved in the buwng, selfir‘g and markatlng of consumer _

goods including foods, non—faods and clothmg within the retail sector to ail

'sectors of the South Afrlcan society. There are six distinct _different _
operatlng unxts,compnsung vaermarkets superstore Supermar.k;ets,Pr_ma'_- .




-l
s

Club, Chein Heection and Boerd'rnans Wifhih' the Pick ‘n"Fay Group only -
Hypermarkets, Supermarkets, Superstores and Pnce C.ub were used asthe.

 survey sample

_ '_At the time of cen_dueting the research, there were f_oUrteen H?perm'arkets; o

throughout the group of which nine are situated in the Transvaal, two inthe

Western Cape __and' ‘the reme?hder in the’._'-'_e'thejr ‘geographical tegions.

‘Superstores is currently managed with a head office function only inthe -~ .

" Transvaal, although the Western Cape doe's have two "Superstores” in their
_f._;,.-_geegrebh’icaf location.  There -ware ong  himdred “and fifteen stores
~ geographically divided into six Supermarkst regions, headed by a general
- '_._'-jmanager, Ieceted in Netel Orange Free Stats,. Western Cape, Eastern Cape,'
_'Nata! and in the Northern and Southern Transvael Prlce Club i is cw:.ently _

operating only in the Southern Transvaat and i in'the O_range Free S_tate._ The

- group head office is focated in Cape Town, which s'ets'eorperate' policy and -

Drocedures and renders a vanety of services to the Operatlng reg:ons and
. Hypermerkets. : : T

Participants selected to take partin the study were fimited to store r_na.negers' _
{i.e. those managers direefiy'respensihle for the operefing performance of e"_ _
' given store}, and general managers {i.a. those managers directly responsmle |
for’ the operatmg performance of a. guven reglon or Hypermarket] Staff
repor_tmg to _supermarket managere range from ona hundred and fourteen t_o- '
 three hundred and saventy eight and for General Managers four hundred and
seventy five up .to one _fﬁ'_oueand and . fertv.' A-verage':.turnov'e'rs_- for a
supermarket sto‘re range -from twenty five million to one hundred and ton
million per annum and for a Hypermarket from one hundred and fifteen
: rnil!ion to appruximately two nundred and sixty mil'ion eer annum. Hence rhe
' range of responsmlhtles would thus dlffer hetween that of a store managers .
- and fora general managers ’ :

_ At the titne of the study, the identified population included one hundred and |
- fifty store managers and twenty two general 'manag'erei of w_h_i_ch_ eev'enty )

_ --_5"3..'."
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seven store managers and aII general managers partlclpated zn the study, '

o The partlcipants were ehesen \na cenvenlence samplmg
 Design of tha Regearch Questionnaire . -

~ ‘According to Pirow {1 990) the most frequently used method' of collecting

mensural “and 'obsefvational “data far- survey researe'h" is ‘that "ef" the

CIuestlonnalre, As tne researeh mvolved the pereeatlons of both store---
managers and general managers natlonally, and the researcher had fimited -
- funds avaslable a questlonna:re was used as the rnethod of ao[lect*ng survey
. data, - R : .

S Babble (1989} states that the term’ questlonnazre suggests a collectlon ef _' '
| questlons, but an exam:nat:en of a typical questlennalre will prehably reveal -
o as: rnany statements as ques’eons. When using statements, the researeher

" tries to deterrmne the extent to which respondents hold a partlcular attitude L

ot _.perspectwe. Furthermere, both qu_estlens___and ‘statements may be Used

profitably gfvfng the researcher m.ore erXibeit';i: in the design of items and d‘an .

makethe questlonna:re more mterestmg as well Thus, thls researeh ‘nvelved

~ the use. of beth statements as well as questlons.

Seme of the pltfalls of questlonnelre desngn that Babble (1989) outlines ere

g partmularly relevant to this research and are as foIIows

1. Ouestaenna;re ttems should be. clear and unamblguous. They should-_ ;

o also be precise so that the respondent knows exactlv what the
researeher wants to do. '

2. Deuble berrelied questions should be avoided. The reseatcher heeds to

. BNsurs that he is not askmg for a smgle auawer to a combmatlon of
._questlons ' '
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3. '.'-'ReSpondents” must be oomp'e{ent to answer the question and the °

‘researcher should oontmualiy ask himse!f whetherrespondents areable

o to do so reliably.

o 4, : Ouestiohs that are asked of respondants s'hould be reiev'a’rit. When 'a'ri_ -

. |ssue is real, there may be no way of telling which regponses genumely_ o

o refieotattrtudes and whioh reflect noe-enin!?ﬂ‘*ss answers toan |rrelevant_ |
_ questlon - | o

. 8. ' The respondent shouid be able to read an item qunoklv, understand |ts .

- intent:and select or provrde an answer without dlfflculty, therofore the L

- researcher should provide ciear, short 1tems that wnll not be
'__mlsmterpreted o :

6 Negati__v_e items should be'evoided;_as w__éi_! as biased itero-s and terms.

In askmg questlo'ls, researchers have two options They may erther asi-' open
or closed ended questions (Babble, 1889). Closed ended questzons dre very
""_popu!sr, as they provide a greater umformlty of response ‘and are more easily
_prooessed The chief shortcomlng of -closad ended questlons Iles |n the -
~ ressarcher’s structunng of responses whereas, open ended questions must E
be coded before they can be - processed for anaIysrs {Babbisg, 1 889).
'Fur‘thermoro the codmg process of open ended questlons often I'BC]LII res that
the researeher interpret the meaning of responses, opemng the possrblhty of - .'
m:sunderstandmg and researcher bias {Babble, 1 989) Thereis also a danger
that some respondents will give answers that are essentially irrelevant to the -

_ researoher s intent, Emory and. Cooper {1991} state that the questlonmg

teohnaque has its- shortoommgs, however, the major weakness is that the

' quahty of information seourod depends heawly on the ability and wrlimgness
~ of the respondents o oo—operate

- However, open ended questionnaires are usually used for Gomplex questions
that cannot be answered in a few simple categories (Pirow, 1990).

'7:0"_:'.
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L

'-Furthermore, thsy are dss:rabie whsn the research requ;res detall \”* _
. dISGUSSlon from the respondents and whsn hlS unique wews, phllosephy or -
goa_Is are being probed. Quest_lon_naire deszgn- ig _,,uarefnre a _comp!ex process. _

._ § tructure of the Qu g.gi' donnaire -

_ 'As'th'e data véas brdin'al a five point 'Likert 'rating 's"eal'e was used:. The idea -
: __of usmg scahng methods is that mstead of Iearmng whether or not a._‘_--.'

" reasonably. relable one. of hus actual posiiion on the attltude contmuum
n Instead of being satisfied with differances.in kind, one attempts to measure
L 'defferencss in dsgree (Moser and I(alton, 1977).. '

© The qu.est.iqnnaire. used in this tesearch was four pages' long, comprising
open an'd "closed' ended qUestio'ns’('Sse Append‘ix' 25, it included thres
"sections that' the respondents had to answer. The questlonnaure ‘was

"super\nsor as well as a personal note from ths researcher A page on
B ﬁbiographlcal mformatlon was attached at the end ef the qusstlonnalre

n Seetion One, pertle’pants were asked to rate in order of :mportance thoss .
- stakeholders critical to the achlevsment of busmess success. The
.'-'*:'stakeholders ldentsfled for the retall organlsatlon under study was a

_d{stiliatnon ofthsstakeholders presented by Freeman(1984 p. 25}and lrwm :
: (1969, p. 74} and from the questionnaire pr_e~testt_ng. ' '

Thereafter, participants ware asked to allocate out of a total of fifty units,

the number of time spent attendlng to stakeholder concerns. The reasun for

' -raspondent is favourabiy mchned on an issue, one gets a measure, and a +

_accompemed by a covering note from the ‘rasearcher and research"' )

thls was to ascertaln whether store managers and general managers had o

ahgned themsetves with stakeholders that were ths most critical to achueve

_ bUSInBSS SUCCEesS. -
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: In Sectlon Two parttc:pants were asked once agam to rate the lmportance _:' _
of the management performance factors li.e. supra-oompetencres derived_-': '
Froms the Henley Management Study Londucted by Dulewrcz) (1989) required .
| '_to managa stakeholder reletlonshlps. The purpose of this was to aseertam- "
_ 'the most critlcai oompetencree ;eqmred for. managmg the stakeholdere o
identifi ed as being of great rmportance at the outset of the study, namely"_ IR
N customers, surrpiiers, employees, trade unzons and the c:ommumtv w

- Lastlv, in Sect:on Three, partacrpants were leked open ended questlons,
' -almed at ellcltrng their personel cplmons and perceptlons regardmg -

__ e o the stakeholder relatlonshlps they currentlv have the most dlfflculty'-' '

. managrng and the reasons therefor,

. *  their potential etekeholriers in the next five to ten years and finally the

tralmng and development reqiired to manage those stakeholders more .
: effectlve!y. ' ' '

Pilot Study of ¢ e-'_'tlues_i nngire

"'Accordin'g to Pirow (1980) one important thing to get out .of the pilot
'queshonnarre |s tha estlmated tame ‘to completion, the non-responee L

queetlone and queetl ons to Wthh the answaers ehow !rttle devratlon

‘The 'qcestionnairew;i_es administered to e-pflot'group- ofth_ree store nianagers'. _ |
three general managers and the Group Human Resources Manager. Tha )
. purpose of th_e pilot study was to ensure that the instrument w_a-s _ee_*si_ly -
" understood, consistently interpreted by respondents and to make any further-

amendments to the questionnaire if and where necessary.

- ) Thls was done in faoe to face intervrews wsth the respectwe managers '
Where necessary, they were told that it would in no way - affect their
: promotlon prospects but pure!y to assrst m the design of the research tool' T
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“and assist the reseercher in the studv The researcher also asked the
B respondents if the stakeholders rdentlfled wete the rnost relavant to the retail
a seetor. The "communlty was saen bv one of the general Managers as belng

L cntlcaiiy important and was thus added to the fist of stakeholders After the

first mtervrew, the questronnaire format was tetally rearranged and reduced '_ o

. _' from ten pages to four pages as the format appeared to be teo long and
cumberseme. Thereafter the questronnarre was shown to two acdrtronal e

general managers, the G"OUP HLi'nan Resource Manager and two. store. R

: managers

: The researcher enqurred If the mstruetlens on the questlonnazra wwe_'_ -

adequate and would be understood by the average store manager. It was . N o

- suggested that the researcher giva the partrcrpants more comprehensrve

- _mstruct;ons, gurdehnes and exempiest Thxs was attended to

-It was elso deemed neoessary to add whether the store was located ina
'-_-'suburban or. a country area, where the mfluenee of the communlty eould -
" have been more prornment. . ' ' '

One of the Qenerai managsrs.sug'gest_ed that the d_ues'tionnaire' 'fconte'nt or.
subject” could be too complex for the average store menager to interpret; '

; hcwwer, as none of the other respondents used in thep:lot study expressed _' o

eoncern, the researcher deemed it approprlate to admlmster the'
_'qusst;onnarre once the - necessary changes ‘had" been made. Durmg__
'questlennarre adminigtration it appeared that partlcrpants expeﬂenced no -
' dlﬁ;culty in mtarpretmg and answermg the questlonnarre. o

-_ The reseercher conducted a second pilot study \mth the Superstore regien .
- comprising five store mariagers to test the adequacy of the presentatlon and -

-'questionnasre_ The stofeé managers present, once again stressed that the

‘regearch instrument was adequate and unambiguous. The _que's'tionnaire_ |

. results were used in the sampla sursre_?_. i.e. replacement sampling was used.
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The research pro;eet was sanctroned by the Group Human Resoure-s

- Drrector and by the Group Himan F{esources Manager whlch probably |

: _a.ffected the respense_ rate. A note was sent to all genere_l_._ managers

e inforrrring them of the eiinrev and efudy as well asthe purpose and perceived
-beneflts Thesanctlon faclhtated the agreement bv partlcrpants to partlcrpate L

i the researchr S e '

The rSSeare'herrhereafter'persoriallrr' prro'hed the'respecti\re general mahagers S

" in the dlfferent Supermarket operatlng reglons mformmg them -that a

N questronnarre ‘would be forwarded to thern within the next fow days, and o |

R aekzng them to return the questlonnalre es eoon as poss:ble Permlssron was _

= j'a‘iso asked # the Human - Resource Managers could administer the-"‘_ o
questronnaxre 1o thelr stere managers at therr earllest convemenee of whrch o

they replled in the affrrmetwe. - ' '

) The '_ _Hur'nan' Besoi_.iree-_ Managers . wete thereaftefr .oar‘rta'e'ted in all the - | _
o geegr‘éphi'c-:a"l' regione, asking th.em if they would 'a'dmi'nister the queetie'n'na'ire .

to store managers ‘and teilrng them that their general managere had agreed

" to this. The relevant number of questronnarres per reglon were forwarded to
- the respective- Human Resource Managers rratlonaliy together with prepared

overheads and additional quest_ionnalr_e__gurdellnes. Qn_; receipt of the

- questionnaire ‘adm’sistration. pack, the researcher phoned the respective
:._Human Resource Managers and drecussed the presentatron gurdellnes wrth ._ _
: them to ensure consistency and etandar\ isation of admmistratron nationally. '
- Human Resource Manalers were thus asked to personally admmlerer the
' questlonnarre to store managers to assist them |f necessary and to ensure_

that quaetlonnarres vwere retumed

'_The- reeeareher._personaily adminisfered. the questionnaire to vaerrharket- '

general managers who were fortunately all at a general ianagers’ meeting . -
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i the Transvaal. The ressarcher also a_drninie'tered_the questionnaire to the
Southern Transvaal, Northern Transvaal and Superstore store managers..

The 're'seér'ch':\r\ree coded. on Sunkey System cotnputer p‘eekage, whieh

mcluded only ‘the elosed endad questlons. Open ended queetions were
: _analysed quehtetlvely via frequency enalvsm, where approprlate “As the o
_research data is ordlnal the statlstrr's used were non—paremetnc and.tests

for between group dlfferences were carried out. ‘Both the Mumber Crunoher..

o _. Svstems as well as the Survev SVStem were used for analyms :

_.J-_im;_it_étiOn'_s_'_a"nd Kev-A_s_s_oni jol :_of the I odoio'_ |

The followmg Ilmltatlons and ke\r assumptlone should be eonSIdered before_ |

o examlmng and 1nterpret1ng the resuits.

The researcher assumed that all re__s'po_ndente wera competent atintarpreting

. the researoh queeti'onnaire Emory end'Cooper (1991} state tha:t respondenté .
'may mterpret a questlon ora concept differently from what 'rl: was mtended .

Furthermore, a respondent may intentionally mlslead the resoarcher by giving

- false information. Thus, it bscomes quite important to keep in mind that
- survey responses must be accepted for what they are --sta‘_tements_: by others

wﬁieh'.reflect varying ‘dagress of truth {Emory and Cooper, 1991,. The -

' rese_'aroher; however, .ass'umed that the participants saw the value of their

participation in the research and had no reason t6 bias the research answers.

_Accordmg to Plrow {1990} whenever a questlonnalre rs applred to & non-
. uniform group, there is a danger that some members of the group wnil

mlsxnterpret one or more of the questzons‘ One way thet this can be |

| 'overcome,.rs by usmg multrple wor_olng_ S0 t_hat the respondent can pick the
carract words. This was h_dpefuliy achisved in this research. . '
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: ..fluetuatlons in the envlronment. S

.. A__'!_irhitetiezj of th_is- study is that the researchis cenfined to one industry, and .
' one organisation of that industry. Hent':e,'it'ma'y'be dd‘estib‘neble whether the
- -research results co iid be generailsable acrosa the lndustry at Iarge A further
e lxmltatlon is that the research was enly conducted across two 10b categones _

- _The sampie used in the study is reIatwe!y small beanng in mmd the tﬂtal" .
employment figurs of the industry throughout South Africa. The internaland

_extern_a! environment in which the ratail mdustry is operating is c_.hang_lng a1_:- '

éh’ aver iri‘cieasihg peee'and what may have been reievéht s'i'x"mOnths' ago, - |
_ -could be outdated today By focusing on'a stakeholder approach itighoped |
- to. promde a degree of certalnty, that weuid net ‘he open to extreme

_a.

: A di'e"‘du 53ion of the survey results and thelr 1mpisr\at;onq i3 contalned in tha x
: fo!lowmg chapter. : . :
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Thls Chapter presents a summary of the research resuits and statlsttcal. S
' analysas employed in the research desngn. The sample demographles are

" of the statistical techmques empfoved and the. correspondmg results. The .
- 'results are dlscussed and "itorpretod m Chapte».E ' '

" Of the total population of ‘one hundred and th:rty eight stare and general

managers in the company ussd in the rasearch a sample of seventv elght

. store manﬁgers A twenty one general ménagers rasponded This. is -
' -md:oatlvr of a 67,24% response rate for store managers and 95,45%_
-response rate for generel managers* : '

The sample demographics were as follows :

| Iﬂﬂﬁ_l- Sample ngographics ' B

Asian g
Black ) ) S B
C White : 79
. Coloured ..} -~ . 12

- The purpose of including this category was initially to ascertain whether
. there wore any similarities and differences across the population group

o detasled desonblng the sample oomposntmn. Thls is followed by & dlscussron '_ W



—

" Table 3 - Gaoﬁraphical_ Lot:hti:o_n.

0

w {_‘\_

L

T

'_acc_drdin_g to race. However, thiéfﬁw’a-s'di"s'.dardé’d'.ia'tér,'--dticf_;_.‘;c_;-'__.fﬁéra being |
insufficient representation of certain population groups. This‘is a typical
_ fe_fléctibn__‘i_ ci_f-the composition of manageria! teams of most South African

companies to date,

© The age'disbersiﬁn ‘amongst the respondents was as follows :

 Table 2 - Age Dispersion

" Below 25 .

. 26-30 - - . 22

. .8t-3% - fF - - 32
. 36-Above - . L 44

_ The geographic regions of the respondenits were dispersad as follows :-

Vot

Orange Free State : o 8
© Tegnsvaat . - . . B1
‘Western Cape o 23

- - Eastem Cape _ : -8

 MNatal @ - 11

'..'g:-.

_ The educational qualificaﬁoﬁs-; of the raspondents is reflected as foliows !

Table 4 - Educational Qualification

. Std 8/ | 13
Matric o : 85
Technikon Diploma or : :
equlvalent o 11

University Degreer . S
Other s .3

* Finally, the store location was represented as foilows :

.78
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3 I@l&.& - Store Locétio’n

_Suh’urba’n."'is' =N 81
©oCountry - . | SIS A8 .

Rating .gf_Crigj_dgi S:g _'kehgldéirg.__' S

‘In Sertlon 1 Ouestlon 1, respondents were askad to rate tan stakeholder e
) groupmgs Wlth regard to how critrcal they are to. the achmvprnent of'
e busmess success. using a five pomt Likert scala wherehy '

1 = No smpnrtance to achxeve busmess succeﬁs' and
B = crltlcaliy lmportant to achieve bus:ness success

: As the data was ordmal in nature, the mtarpolated mednans werg ca!cuiated -

for the sample, usmg Survey Systam, to ba able to rank stakeho!ders in

- '___orcler of importance. The mad_lams the n‘ldpomt of the _d_lstrlbt_r_tron, whereby
hailf of the observations in the distribution fall above &nd the other half fall -
'below the median (Emorv and Cooper, 1991}, Below 1s a summiary of the_ '

fmdlngs H

. I_'a_blg'_ 6 - Stakehgider Importance to Business Success

Emplayess
Buppliers
Shareholders
Media :
Trade Unions _
Customers
o Cu_mmunitv-
Government
 Political Groups -

F:nanclal Cornmunltv

f'79- )
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The resaarch attampted to |dant|fy if: thara were any sigmfucant

e _: 'dlfferences between tha ratmgs of store managers and general -
o _managers of the most critical stakeholders: to achleva busmass‘
succass. Thls was ach:evsd usmg mtarpolatad medlans.. _ |

- Balow is a summary of the findings :

. Table 7 - Rating of Ctitical Stakeholders by Job Categoty

. - Employées 4 - 48 1 484 D
. Suppliers .. 483 a4 ¢
Shareholders || 3.7t T 3.68
Media.- — |~ 328  { 3.28 1

- Trade Union &~ 382 " 314 -
Customers ™~ - - B.OOD . 4.87
Community - : 4,08 ' . 448

. Government 0 238 308

" Political Growps'~ - || . 2,38 . o238

_Firancial Community - 281 b 3.48

A Marn Whutney L-Test was used on the Number Gruncher Systern to

 test for dlfferences A Mann-Whltney U-Test isa nun-parametrlc test-"

of smnificance used to compare sa mplés from two popuiations Anon
parametric tost ‘for slgmflcance was chosen as it can he employed

'wi‘thdut the stringent data and distribution ussumptions demanded by
- T-Tests (Downie, 1974). All the Mann Whitnev tests wers carned out_: B
- atthe 0. 05 s:gnlflcam:a Ievel )

in each case, the null. hypothesis (Hol, that tha_ra"a_ré no sighifipaht' -
. _d_ifferenc;_es : betw_aan-'g_eneral rna‘_n'aglers and store managers with _
- regards to stakeholders was tested. The results are given inTabls8:
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Table 8 - "N_la.nh Whitney U-Test by Job Category -

“Umployeas... -~ 0.017 . D.9861 ) Accept Ho S
Yuppliers . -~ 1 . = (648 - 0.5190 - Accept Ho
Shareholders | . -0.810 )| 05418 |  Accept Ho
. Media .. - o -0548 | 0.85860 || - AcceptHo -
Trade Unions | 2,181 1 0.0307 ‘RejestHo I}
. Customers . . 0.349 | 0.7274 || AcceptHe.. § .
. Community . - fl - -0.888 || . 06564 || = AcceptHo .
- Government ~2,061T || 00393 || RejectHo:
_ Political Groups - 0392 .'0.8848 || Accept Ho
_' Fmanclal Community fl - <248 | 00183 || _ Reject Ho

o . The onlv sugnificant dafferenc:e batweén gensral managars and stare .

.
b

: '_government and fmancuan commumtv, whereby the general managers -
o rated the mportaﬁce of trade umons hlgher than that of stora '

. a22

managers ‘was with regurd., to the importance of tradis unlons.

managers. The importance of government ‘and fmanmal commumty.
werg rated lower by general managers thm storg managars

 Critical Stakehold rny_mmmm |

It was posnilated'that store iocatidn could significantly affect the

_research results with. ragards to the cntlcal wnportanoe of the |

| _stakehoidars. This was studied using mterpo!atad madlans‘

Below is a summary of the fi_nding_'s :
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~ Employees
_Suppliers
Sharcholders
. Media -
: Trade Union
" Custorniers ~
- Community

Politicai Grﬂups
Financial Community

- Government . -

4,54

‘3.68
329'

. 4.98

407

il
2,34
338

C 4‘!94 .
: 3.14
321

4.97

480

.3.50 .
2.50
3.28

. TYablg9 - Raﬁﬁg- of Cri_ﬂcaI'Stékeholdaré by _'Stor'a 'Loéatl'uh -

' On"ca : -a‘!géih. a Ménn Whifriév- U-Test was 'combutéd 0 “test for

mgmﬂcant dlfferances batwean suburban and country storas wherehy' -

the null hypothesas (Ho) was tested to determune whether thera areno - . '

'3|gn|f|cant differances between suburban and country stores w;th”
_ 'regards to stakehotders. The results are shown :n Table 10 be{ow : |

' _ ia_lee_‘I_(_)_-Mann Whitney_ U-Tést- by Storg_'tbcatidn'- - :

-Employeas 0.018 0.98 Accept Ho -
- Buppliers Q.00 1.00 §  Accept Ho
Shareholders - 0.897 0.36 || AcceptHo-

' Media 3,187 0.8% Accept Ho
Trade Unions -0,083° 092 1 - AcueptHe
" Customers 0.107 0.91 || Accept Ho -

- Communlty - 1.076 0.28 || Accept Ho

. Government - 2,180 0.02.- )1 - RejectHo -

Political Groups - L.O17 0.30 - Agcept Ho |

Financial Community | - 0.529 0.59 Accept Ho

~ The only significe"';n"t difference was Wit'r' ragard to the gover'hment',

whereby the countrv stores voted the mportance higher than that of -

the suburban stora
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43 Ranking of Stakeholders

~ To summarise, the data was ranked in arder to gain a better overall picture
" of fh_e_ most _sibnifiqéht 'e,t'a_ke_hqld'ers. as percgiva'd_ by the total sample.

N _ Hankmg from the most cr:tlcal stakeho!ders to the least crltlcal to achtave-__
,busmess success, the fo!lowmg was ewdant : '

| -'Tg' 'ﬂ_ e 1'1 : Rar_ikirlg of Cﬁﬁcali-_stakéholdez_s According to Mediaris =

‘Customers 1 - 4,98
Employees -2 - 4384
" Suppliers 3 - 4Bl
- Community S S 4,12
Shargholders 5 | 3.68 -
- Financial Community - B 832 .
‘Trade Unfons 7 - 3.26
_ Media 7 328
- Govemnmerit : 9 CoU2.82
| Politicat Groups . -~ }|. 10 2,37
S o : - Customars waere therufora seenas the most Cl’ltical stakeholder affactlng the-

‘achisvement of business success, followed by employees with a 0 04' _
| dlfference The two lowest were poht;cai groups and govarnment '
4.3.1 - "Ra_n.kin_' of Critl Stak 10l érrs_ Job Ca

_ The re,,ults were thereafter ranked to 1dentify tha rnost critical
: stakahalders m‘general managersand store managers raspectwaly. The
' -rankrngs are displayed in Table: 12 ;
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Table 12 - Ranking of Critical 8t keholders by Job Categoty

Customers I
. Employges =
" Suppliers.
- Commiunity
Trade Unions
-Bhareholders
Madla :
" Financial Community
Bolitcal Groups
© Government

DO NDE P W

fofdowaepen= b

EJ_E_! Allocation Towg s ds_ 'Stai{eh_ g’!gei’g o

_ 'Questlon 2in Section T asked partlclpants to quantlfy out of a total of 5O
| units the relative time spent attendlng to various stakeholder concerns. The |
50 units was a reflection of the total time spent attendmg to- stakeholder.
_concerns only, and not of other work actlwtles The purpose of this questlon y
“was to ascertain whether there was a strategic fit botwaon time spent o

attending to stakaholder concerns, ancl the porcewsd zmportance of the.

- 'respectwe stakeholders

As the data was ratio, the means oer sta’keholdar'_w'ere- calculated using the

: 'Suroey'usystem The 'mean" is the arithmetic avekége and is the sum of the

observed values in the d:stnbutlon divided by the number of observatzons
{Emory and COOper, 1991) Be}ow is a summarv of the means per

- stakeholder @ '
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-.A Mann Whltney U-Test was compute’d 10 determlne :f the d:fferenees in
' tlme spent attendmg to stakehe]der concerns were of any mgn:ﬁcance_ __

I each case, the null hypothes:s (Ho). tasted was that there isno sxgnuf‘ cant_- -
_ d:fferenees between ths time spent by general menagers and store managers
attendmg to the different stakeholder concerns. The results are shown in -

_ Table 14 o S

- Employees

" - Customirs

. .Buppliers

* Frads Unions .
Media

~Sharehalders '

© Community

- Bovernment ||
Political Groups -
| Finangial Comif:unity

16.29

BAE-E N
667
427

Aoa

183 e
o AB3
oee |l

. 0.87

L4

“17.38

1114

5_.14. L

B.67

;314

3.67

067
1.24

o T';{blg;j 3 - Mean 'Tiine Units Spent p'_e'r: 'Stakehejh_:l_er by Jolj_-’Caté‘ghkf -

16.00

11.71
- 7.08
380 f
RN
2188 |
- are
0.67 |f

1.45

. the 0 05 mgmﬂcance fevel, -

' between generat managers and store managers The test was carried out at




4.4.1

__gh{g__ Mann Whltnsy U-Tast for Signiflcant lefarenu‘as beitWean Genaral

Concems '

. Managers and Store Managers \mth Regards to Tlme Spent on Stakaholder .

- Employeés. . 1,394 .0.3820 Accept Ho
~ “Suppliers. - . - . -0.732 " 04641 | - Acgept Ho
Shareholders - - _.-3124 | . 0.0018 -Reject Ho | -
" Media _ 283 | 0.0197 | Reject Ho = ||
_* Trade Unions = . 2.802 0.0051 {1 - RejectHo -
Customers - ~0.680 . 0.4967 || - AcceptHo
. Community -1.980 } . -0.0356 Reject. Ho
- Govsmment --B.580 k- Q51068 {|  Accept Ho
Political Groups . - . -0.009 . 0.9930 I . Accept Ho-
Financial Community - - - ~0.144 . 0.8857 Accept Ho'

. The research proved that there is a. significant difference on time spent

atte'nding'-to-'stakéhdld:er.'cohti{arns betwesn general managers and stora
managers with regards to Trade Unions, Media,’" Community and

: Shareholders, whareby the general managers spend less time W|th_ 3
‘Shareholders and Community than store managers, and more time with the

Medza and Trade Umons than store managers

 Time Jnit Spex

- Once again it was felt that there could be significant differences :
- between the time spent atwending to stakeholder ésncerns between the .
suburban and country stores. o |

- Tﬁe'findings'are_ as follows P
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© % Tsble 15 - Mean Time Units Spent per Stakeholder by Store Location

CEmployess | 16200 ders ) 14

. Custbmers - 11,594 .. 11690 11665
“‘Suppliers - .- 4 687  esB3|]|. - 7.8
" Teade Unions. . | 427 || 448 {1 3.33
. Media . .||~ 208 a9 0 250
Sharsholders - fl - 183 | - . 180§ 283 R
- Community .. |- 453 f . 482§ . 4881 - .
'Goverriment - oes8lt . o84 t22% o
. Palitical Groups' coos7 ] o370 156
| Finarictal Cammunity o 14 088l - 1.08°

A Manr Whltnev U-Tast was used to test for SIgmflcant differences _
“In each ease the null hypotheSls (Ho} that there are no Stgmflcant- _
dlfferences wuth regards to time spent between suburban and cnuntry
stures, was tested at the 0.08 szgnuf:cance Ievel The flndmgs are_- .
tabled below in Table 6. ' B "

ahlg Mann Whltney U-Test for Sigmfncant Drfferences betwean_ o

Suburben and Country Stores wnth Regards to Time Spent on
Stakehelder Concerns ' R '

. Suppliers
Shareholders
Media
Trade Unions -

 Customers

- Community
Government

- Political Groups
L Financial Community

- Employees

Accept Ho.

-Accept Ho -
" Accept Ho

Accept Ho

| . Accept Ho
- Accept Ho

Accept Ho  §

- Accept Ho

Accept Ho

Accept Ho.

Y- S
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. The research prnved that there were no sugniflcant d:fferences with 3
" regards to time spent attanding to the different stakeholder concerns .
. between the suburban and country stores. '

" The data 'Was“thereafter ranked in- "or'de'r"" to determine those
stakeholders with whom managers were spendlng the most amount of Lo

thelr tlme with. A summary of the ranklngs is tahled beft' !v :

| Table 17 - Ranidngs Aecordln_g 'ie-Tip_ie S‘peﬁf b_er_ Stﬁk'eheld'er'

Emplayees | 18.28 1
- Customiers .- . 11.B8 2
Suppliers -~ _ ‘B.87 k)
Community - § = . 4.B3 4
© Trade Unlens - - ' 4.27 B
" Nedia o '2.08. ' B -
" Shareholders 1,83 i
. Financial Community L 14 8
- Governmerit L -0.68 -9
Political Groups - - . 087 S LA

Iyl

'Cnfre_liﬁen o_f Lgyg_l of Im Qortan'g e and ]‘j_me. Spent oh S’tekehglders_ '

Once the medlans ane meens were determmed for Quest;on 1 and

' _OueStton 2 of the questnmrm pectwelv, the Spearman 8
correlation test was adininistared USItlg u.eNumber Cruncher computer: o

_ package. T‘us was dons in order to determme if there was a strategie .

- fit between the mportance of the stakehoiders and the time epent |

attendmg to stekehatder eencerns

' | The test revealed a 0 887 c.errelat;on which mchcetes a mgmf:eant -
- corri.ation at the point 0.01 level of significance. This indicates a

hlghlv signifi cant re[atsonship between the pereewed importance of the _ |

: '--183_._
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4.5

Com

n 'Sectio'n 2 of the quéstionnéiie, partibipahté wére asked taindicate
o how xmportant thay belisved tha management perforrnance factors - '

N 'compatency on ab poént leert scale, whereby

states that ‘these " supra competencles can bs used to assess the

takeholder concems.

'1.. =
8 =

managers attendlng tha Hanfey Managemant College. Dulewncz {1989)

detarmmed for each respective competency par fwe stakeho!der_
groumngs They are portrayed as follows - '

ncy Results.

Ey

_No._imptmrtant:_e;' and |
hﬁ@whmﬂm,jh

Sy
i

o stakaholders and ‘the ‘time " spent by managemant attendmg to

L lzsted were for managmg varlous sta keholder ralatlonshlps by ratrng the

' As pravi ouslv stated, the management performanca factors were those
s ;__-supra rompetencms |dentlfied by Du[ewmz {1989) in a study done on.

h ~ antire range of managenal behavlours. The medlan of the medlans is
“shown in the total column. Once agaln, the mterpolated fnedians were - |

isg;'
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o -:1'_. a hle:.-"l'sl -éfakehdlﬂer ;Cqmpétdn_cv .Interpo_laft_ad“i\ﬂédl.an's -

_Achisverment Motivation .~ - || 3. : a8 |- 2. N 6 -
il Adeptability-and Resilienca 433 | 473 2,05 323 f 318 || 3.23
| Arialysis and Judgement . 3.46° 489 " || s.82 |} 108 281 | 3.48
Assertiveness and Decisiveness- || 3,17 ||~ 444 || 3.91 [ oo || 242 || 397 ||
. {1 Business Sense - : 418 f 438 [ 448 % 243 | 2.8% g.1e
“{ Muanaging Staff - 303 {480 | 3.00 2,85 2.21 3od |-
. Biel C‘ummuruaauon : . 445 |- aee | 885 j| 352 [} as2 jf 385 |
Persuaslvenass 3.00 4.38' 376 | 403 266 || 376
Planning and Organlzlng 285 | 488 | 354 I 275 218 || 288
Stratagic Perspective Fy Jl 432 || 376 f 300 -l 3815 | 376
Intarparsonal Seneitivity 444 || 487 | 337 F 348 f| 325 348
Energy and Initiative’ 393 || 481 | 887 || 398 § 307 367

R S
4 \
\

' The average ratang of competenc:las per stakaholder was 3, 69 for

. custorner, 4.67 for employeas, 3.58 for supphers, 8. 08 for uniens and |

- 2.84 for the communlty This reflacts a s:gmflcant range |n the ratlng'

- of competencxes per stakeholder.

" The Kruskal-Wallis Analysis of Variance test was computed onthe -

Number Cruncher system to ascartaln whether there were mgnuf’cant -

: l:i ferences per compatency in managlng the 5 dlfferant stakeholdar '
relatlanshlps‘ The I(ruskal-Wallls AnaIysw of Varlance testi is aone way
analys:s of variance and :s appropnate for data which’ were collarted'.

“on-an ordinal scale or lnterval data- that do not meet F-test assumpttons S

_ !Emorv, 1991}. The KruckaI-Wallls test for corrected tles at thg 0.08
sngnlﬂcance Ievei was used, whereby - o '

Ho = the ra_l_tir_ig"o? cbmpetencie'sis.'the same for all stakeholders;
| Coand o | '_ g
Ha = "_tha ratlng of competencues is not the same for aII

stakeholders |

- _Thé_ results are displayed '.Ta'_ble 19
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Lo Table 19 - I{I'uskal-Wallis Test for Slgnif’cant leferences on
R ' o ___competencles for Managmg Stakeholders -

Achigvement Motivation || . ~ 18815 =~ - 0.00 || Reject Ho
Adaptability and - . f} . . R A
" Reslliernce : Sot83z22z - . 0.00 Reject Ho
Analysis and Judgement' . 11375 S Q0o He;ect Ho_ 13
Assertiveness and B | T | -
Decisiveness -~ .-~ = 10846 - 0.00f Reject Ho
Business Sense - 1sn72 ) . . 0.00 | fAejectHo
Managing Staff - . S 18093 fF -0.00 || Reject Ho -
Oral Comraunication | = 83.39 0.00 || RejectHo ||
Persuasiveness S 12843 0.00 || RejestHo ||
‘Planning and Orgeniging - | 197,32 || - - 000 || RejectHa
Strategic Perspective - - 40,97 | . 000 |l Reiect.Ho
Interparsonal Sen.itivity f - 127,17 o 0.00 || RejectHo ||
‘Energy and Initiative ' 127 91 T D 00 || Reject Ho

’The fmdmgq proved that there are sugmfrcant dnfferences on the ratzng' -
'_ ' of every competency per stakeholder, at the 0.05 s:gmf:tzance level.

452 Ranking of Competencies

In order to deterrnlne the most cntlcal competencles for managmg the

_ 'specn‘ic stakeholder relatlonshms, the competencnes were thus ranked
" in order to gain a more useful picture, Th_us,_tahled_ on the following -

- __paees are the ranked : con'ipetencies | required fof rhanaging -the
" respective stakeholder relatlonshlps for the entlre management grcup__'-
wuth 1 hemg the highest and 12 the 1owest '




- zm_zg - Cbmheténcias for Manhginﬁ@ ¢ﬁ$tomérs_

Il Oral Comihunication -~ 1 4.48
Interpersnnal Sensitivity = b L A44
Adaptability and Resilisnce 3 . 4.38

| Business Sense . A 4.16
Energy and Initiative 5 . 3.83
Strategic Perspective. - 6 - 876
Achievement Mativation -7 i - 3.74
Analysis and Judgement I 8 3.45 o
Asseriiveness and necisiveness -5 R 3
Mandging Staff - : 10 303
Persuasiveness ' 11 - 3,00 :
Planning and Organising . 12 2,86

. Table 21 - Competencies for Managing Employees

Maraging Staff o 1 4,90
Interpersonal Sensitwitv ; L2 4.87 .
- Planning. and Ofganising 3 4,86
4l Energy and Initistive 4 4.81
HAchievement Motivation 5~ 4.78
- Adaptability and Resilienca - 473
Analysls and Judgement 7 4.69
Persuasiveness -8 4.68
~Qral Communication - - 9 4,66
Assertiveness and Decisiveness 10 - 444
|| Business Sense 1. 4,35
Strategic Perspective - 12 4,32
— =

et




Business Sense -
Assirtiveness and Decis[veness
Oral Cnmmumcatmn
Berspiasivenegss
I Strategic. Perspective o
- £nergy and Initiative - -
Analysis and Judgemeiit
Planning and Organising
| Interpersonal Sensitivity -
Il Achievement Motivation. -
- Adaptability and Hesilienca
_Managmg Staff -

Nigdecouwaspap- |

.391.

- 3682

331

300

448
3.85
3.78
3.76
354

3.06
3.06

R Tabie'-zé '-'"Ct:__jnpetéh'cies_'fpr Managing Union.'i "

i

. Parsuaswenass .
Oral Communication
- Interpersonal Sensitivity
- Adaptabiltty and Resilience
Energy and Initiative
Analysis and Judgeiment
|| Assertiveness and Dectswenass
"Strateglc Perspective
-Managing Statf o
Planning and Organising’
Achlevemant Motivation
_Business Sense

- s . i
Mdgmugmmhgma 

4,03
- 382
848
- 8.28
3.5
- 3.08
3,00

| 2.88

2,68
2,33

3,00
2,95

- .03-
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* Table 24 - Competencies for Managing the Cormmunity -

‘Oral Communication | S 3b2
Interpersonal Sensitivity - -2 o 328 -
" Adaptability and Resilignce .3 © o818
.Strategic Parspsctive - & 3.16
| Energy and Initiative - B - 307
‘Achievement Motivation- -8 - - 2.83
‘Busiriess Sensa . 7 - 2.82
Analysls and Judgement B Loxare
Persuasiveness ' .9 - 2 BB [
Assartivenass and Decisivensss iR 10 242
. Managing Staff . . : A o | O 2.21
Fiannlng and Omanising L 120 % 218

!

-In order_to aspertain’ whether there wera any. dlfferancss of
_similarities reqmred saparate!v of store managem and ganeral
_managers, in managlng stakehelderrelatronships, the sample was .

stratified into job catogorias, and the lnterpolatad med:ans were . -

' :Icomputed for each group.

Be’ibw_'is a summary of the findings .
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e o '_ a Table g' - Managerial Competencles by Joh Category for

“Achievement Motivation )| 374 | ssB7 | . 381
Adaptability and Resilience {483 ) - 428 || -4.38
 Analysis and Judgement - || "3.46 | 388 | < 342
Assertiveness and . | -0 R : - .
|| Detisiveness - - 0 ) a7 | 28z || 824
‘Business Sense . 4.16 '3.43 ©3B0
Managing Statt . 808  2.68 3.14
Oral Communication . 445 428 || 450
- Persuasiveness = - '3.00 | 3.00 o &80
- || Pfanning and Organising - . 2.88 283 2,88
Il Strategic Parspective . - - 378 f 342 {382
| Interpersondl Sensitivity . |} - 4.44 434 )| 4.45
Energy and Inltuatwe I - 3.83 3.81 "~ 3.98

_lbjg.._ﬁ. Managenat Competencws hv Job Categorv'_ for
Emplovees '

Achievement Mativatlon 479 4.84 T AT8
Adaptability and Resilience - 473 | 489 ) 474

- Analysls and Judgement - 489 4.80 4,65
Assertivenass and : _ : : -
i Decisivensss © - I #44 )| 438 |- 485 f
- i Business Sense. - . . 436 )| 428 | 442

‘| Managing Staff - . . I 490 488 - f 489

|| Orat Communication 1 466 . 429 || 4B
Persuasiveness 4,88 475 - /.66 -
Planning and Organlsmg 4.86 . 4,84 - ‘4.86
Strategic Perspective -~ .. . || . 4.32 || 4.22 41,38
Interpersonal Sensitivity 1 487 || 484 | 487
Energy and Initiative _ ;81 T 4,88 ﬂ . %79

Y
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Iab!e 7 - Managerial COmpetencies by Joh Categow for
Suppl:ers '

- Achiévernent Md'ti\'lation . _ 3.'06-.: 308 A "3.Q7
‘Adaptability and Hesillence 308 | 287 | &mn
| Analysis and Judgement - S 3.62 419 I 3410

-|i Assertiveness and 1 _ A AP 3
|| Decisiveness.  ~ . - ... ¢ 391 . || 4.25 - 378 ff
- Business Sense . . 448 )l 488 )l 445
Managing Staff - 3.00 . 282 | 3.02 .
Orat Communication - 3.85 S E 376
Persuasiveness : Lo o 396 408 3.65
1| Planning and Organising . 354 | 356 . -3.83
. || Strategic Perspective -~ 378 || 408 | . 3.68
|| toterpersonat Sensitivity - .|| 3.3t ..} 358 - 323 -
Wt Energy and Inittative -~ - { 3 67 4, 19' I - 3.50 -

Iﬁhlg_z_B_ ~ Managerial C:dmpe'tgncies"l::y Job C.a_teg'ofy for Unions

Achievement Motivation
Adaptability and Resiflence. J S .1
Analysis gnd Judgemant 3 06 . 3.29 :3.00.
- Assartiveness and R | _ o
Decisivenass o : -3.00' - 4.00 “3.00
Businiess Sense : ©233 || =z | 248
. I Managing Staft ; . - 2.95 3,14 2,80
- Orat Communlcatmn R 3.52" - 3689 f. 345 |-
' Persuasiveniess . i 403 . 342 § -383 |
Planning and Orgariging - - - . 2,75 Cod.0n - 2.66
Stratagic Perspecive - o 300 4 400 . || - 300
Interpersanal Sensitivity 1 348 363 || - 346 .
Energy and Inftiative . 315 1 346 || ¢ 302

- 96 - '



e

_ab;lﬁ.;_ Managenal COmpetencres by Job Categorv for the .
Community - O

| Achievement Motivation = - 283 || 2 38_ o 289 |
"Adaptability and Resifience - - . a.18 . | 360 f 314 'k
‘Anglysis and Judgement 287 | 258 285 -
Asseitiveness and R | | o
| Dectsiveness: ~ - . - {242 | 2,27 - 2.48°
‘Business Sense. - - 1 282 [ Z25 | 288
L || Managing Staff - 221 184 . 229
B :__-'OraICommunicatiun- - © 882 || 38% - 345 -
|| Persuasiveness -~ I 26v | 229 ) 274 |
| ‘Pianning and. Organising = || 2.18° o219 ). 2487
1 Strategic Perspective - .. || 378 ]|  3.00.. | 3.21
“'lri‘erpersunal Sensitivity ||’ - 3.28 ||, 3.08 | 3,28 -
Enrgy and Initiative - |1 307 | 314 . 308

' _.The I(ruskai-Walhs test for sngmﬁcant dlfferencas was computed -
' usrng the Number Cruncher statlstrcal system to ascertaln.._ _

-whe_thar_thera w_ere sug_mf' icant ‘differences _pgr competency in

. managing 'stakﬂhdlder rélatiohships for both job catégories. This .
was calcutated usmg the Kruskal-Wallis test for corracted tles at

the 0.05 smmﬂcance teval, whereby -

Ho = =-the ratrng of compatencles is the sama for alt EREE

'stakehulders for General Managers, and

Ha = the ratlng of competenczes is not tha same fnr all

stakeholders for General Managers
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Thble 30 - Kruskal-Wths Test for - Smnlﬁcant ﬂlffarem:es_ | _
Batween Compatencies for Manazgmg Stakeholders by General“_;_-._

Manager

Achievement o o iR R
I Motivation . " i 41.923 000 " Reject Ho -
|} Adaptabiltyand - . . - - SR
|| Resiliance .~ || 38.241 0,00 il Reject Ho
|| Analysis and - kK B S
Judgement- . - . H 38721 | . _0'0’0_' 4t Rejest Ho-
Assertivenass and’ o B | T S
|| Pecisiveness - - || 34.824 | .00 - | Reject Ha
Business Sense - 42,709 | 000 || RejectHo | - .
Managing Staff ~ © fi 42.674 § - 0.00° . [ Rejectto || - e
Oral Cemmunication: - {| - 18.800 ] = - 0.00 - RejectHo - f
Persuasiveness -~ || 63,390 || . ' 0.00 : RejectHe || -
f Flanningand .. =~ A o R
Organising _ 1 41600 . 000 Re_]e‘ct Ho ||
.. i strategic Perspective || - 11.521 0.00 - | Rejectto
i n interpersonat Sensitivity 28.637 =000 | RefectHa |
“ Ehergv and Initiative 31886 || . 0.00 Reject Ho

L2

: E Smiarly, the l(ruskai-Walhs test was conducted for store B
o ___managers at-the 0. 05 sugniflcance Ieve! w:th

" Ho = The ratmg of competenclas is the same for aII
' stakaholders for Store Managers ;

Ha -

_“The rating, of compstancies is not the q§rﬁe_for al!'_
- stakeholders for Store Managers. .
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,'Lal;l_e__g_ - Kmskal—WaIlns Test for Slgmﬁcant Dufferences
 Betwsen: 4 ompatenmes for Managmg Stakeholders bv Store

Managef )

‘i Achievement. = S R ST :
< || Motivation . - I 129.928 - 0.00 Reject Ho
I Adaptabitity and ' L
. # Resillence - 101728 - 000 ]| . Reject Ho
A Analysisand - e o ST
Jydgeat I 82,101 4 - 0.00 A& . Hojest Ho
S .}l Adsert >snessand ~ J - - S R
LT T 4 Dem:maness S 79.2086 i 0.00 . .Reject Ho
' : || Business Sense -~ || 119.578 . 0.00 - Reject Ho
I} Managing Staff - - 138814 )] - 000 - - Reject Ho
|| Oral Communication § - 48.068 000 [ PRejectHo .
Persussiveness - . ||  83.930f% - 000 Rejact Ho
Planning and_:- o o . o S
Organising - T 156.347 0'.00 il © Reject Ho
Strategic Perspectwe 327l - o000 . - Reject Ho'
| tnterpersonal .. | S A I
‘Sensitivity 100378 || - 0.00 .- Heject Ho
_ Enargv and initlative” f = 102.281. 0.00. || .RejectHo

 The findings proved that there.are significant differences on the
. .ratlng of eva competency per stakeholder accordlng to hoth job |

categones at the 0 05 s:gnlflcance Ievel o

- 45.2.2

- Fmally, for ease . of undeystanding and mterpratatlon each-f
_ 'competency was ranked accordmg to jOb category to ascertain
- whether there were any differences and similarities - in
COr: metencies requirad by general imia nagers and stqre managers' _
"m managmg stakeholder relatlonsh[ps The results ara tabuiated S
below T ' '
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o oy g,t_:jg competenmes Requ:red tn Manage Customers I:iy Job

aategorv

Interpersoral Sensitivity
Oral Communigation. - . .
4| Adaptability dnd Resilfence . .
" Enetgy and Initiative -
Analysis and Judgement
Achievement Motivation -
. 'Business Sense
- Strategic Perspective
Persuasiveness s
- Assattiveness and Demswaness
il Managing Staff - :
Pfanmng and Organlsing

GO RS

-
—

R R RS N PR R

Haa,
Ao

aglg 3 Competencies Requured to Manage Employees by Job
Category :

e

\'\Q. o

Managing Staff

I} Energy and initiative .

Planning and Qrpanising '

Interpersonal Sensitivity

Aghievement Motivation

- Analysis and Judgd Aent
Persuasiveness :
Adaptability and Resilience

_ Oral Communication -
_Business Sense |
Strategic Perspective

: Assertwensss and Daclsiveness

NI eONeRwON-
et~ RS RN EU R UF R
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o - ' Iﬁbie COmpete[lcles Required to Manage Suppllel's bV Jﬂb
' Gategory ' '

|| Business Sense - 1 1
 Assertiveness. and Decisiveness 2 2
|| Energy ard initiative = 3 7.
| Analysis arid Judgement 3 -8
Oral Communication’ 8 3
- Strategic. Perspective - g 4
- Persuasiveness 7 B
Interpersonial Sensitivity 8 .8
- Planning and- Organising - o8 R &
I Achievement Mativaton - . - - § . 10 11
Mariaging Staff = . 11 12
- Adaptahrhty and Resilience _ o 12 0

gg ‘LL Competencl&s Required to Manage Uruons by Job
Catagorv

Assertiveniess and Decisweness 1 6
Strategic Perspective - 1 8
Oral Comsnunication -3 3
Interpersonal Sensitivity 4 2
‘Adaptabliity and Resilience B )
Eriergy and Initiative 8-, B
Persudsivengss -7 - b
" Analysis and !udgement 8 8
Managing Staff _ . 9
Planning: and Otjanising - 10 10
. Achisvement Mqltivatiun A1 -1
_Business Sense * : & 12
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- x able 3 Competencles Requlrad to Manage the Qommumty by
: '_ Job Category "

--_Gral Commlumcatuon I
Adaptability and Resﬂlence :
Energy and tnitiptive - '
interpersonal Sensitivity o

| Strategic Perspective

|| Analysis and Judgement

|| Achievement Motwatlon
Persuasiveness :

|| Assertiveness and Demsweness -

1| Business Sense

|| Planning-and Orgamsmg
I Managlng Staff e

[
BooVONGGRWN=
RO pONBa N oA ]

_'_In Sectmn 3of the questionnalre, partlcupant ware asked*fwe opan ended. B

questlons to gwe them an Opportunlty to artlculate their concerns wuth

| .regards to-present sta_k_eho!ders, as well as then‘ r_nost critical stake_holdars o
in the next five to ten years. They were also asked to state What training -
and deveIOpment reqmrernants they feit the company should pro\nde them |

'W|th in order to cope more effectlvely wuth the stakeholdars they surrently
- had the most d{fflcultv managmg In addition, thev were asked what training
'and development they felt thev required to manage thsir, future stakeholder '
nalat;onshtps in. the next five to ten years. Answers to the .open ended |
" questions were analyzad qualltatWely via fraquency analy':ls whare |
appropriate and are presented in summary beiow )

BN




) 4,5.1 S M._gs'g'__gif'fig' yit {it ake_ho!der' B'glg'tiuhsb in
\ | ; in OUestton 1 partlcljants ware asked whlch stekeholder reJatmnshms
" they eu.‘reritly had the most dlff:cuity managmg

Ig'g' |g_3z" - Fre_ciee_ncy gf.'m_'st Diﬁl_autt_.-stakeholder' Relationship

. Employees -~ ¢ .. 29 .
~ o Unien- . . 170
" . Customers | S 100
_ Gavernmant. _ 7.
Political Groups - 6 -
Community B
~ Suppliers - B
Woeekiy Paid Employees 3
" Management Einployees 1
_ None ' [
Not Applicable. 11
TotalResponse | = 89 -
‘ 462 ‘Reasons for Difficultiss in Managing Stakeholder Rejationships

' n Question 2, perti'cipants wera asked o state the reaSoﬁs why they
- had difficulty. managmg spaclflc stakeholder relat;enships. Answers are
summansed as-follows ¢ o

| 4.6.2.1._ o | Employees = - -

The majority. of réspondents stated that the main reason for
having di_ffi_cnltyf managing employees was due to the turbulence
'_ and uneertamty in t_hé_ 'socio_—pol.itical environment. Th_e\t felt that .
as & result of the pol.itical uncertainty, violence irt the. t’oWnship,_ | .
- employees dlstrusted management In addition, as people were
unhappy at home, they were unhappv at work and hence too

“much tine was spent solving the personal problems of staff at - - -
work. They also stated that staff were highiy unmnlsed and - .

' aggressuve due to the poht:cal sutuatzon in the eountrv

103+
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‘Same respondents were of the opinion that staff nesded tobe

aducated an_the basic needs requured to run a successful o
- businass, as thay do not reallse the eﬁects of their act:ons on tha |

"'__'endresult L

E Rasmndents also stated tha.' wtaff had very hlgh expectatlons of
' _' _'the business, for better worklng condttlons, yet staff were_.--- _
: mflexibla, unproductlve and not producmg sufﬁczent fqr the ) i
__ 'monay they gat pard ' e

.

--3_0nca agam raspondents statad that du:a to the soclo-polltlcal
: _-'-'_"s:tuatzon in South. Africa, managlng umomsad staff is very L

dlfficult They felt that umons (shop stewards) wete mc:onsnstent

-and unpradzctable with thecr bargam:ng posntlon. ln addition, they

- felt that deahng Wlth trade unions was: very time consurmng and
led-to the dropping cff of. other prlonties Respondents feit that

' 'the union had i insincere daalmgs with management and that they _
' had a conﬂlcttng approach to busmess issues.

‘Customers :

* Respondents felt that customers expected far too much frorn
- business to a point of being unreasonable. it was also stated that

due to the chang_ing Sbuth Africa, customers were beginning to
hava a poor percept_ion of the compahv’g'inﬁage, as a result of

- inflation and pricing of products. -

In addition; 'maintaining,. a_"le\'rei' of serv'ir.:o.and consistent
standards was difficult ‘due to flexibility issues (that is the

unwillingness of staff to do other jobs than for what they were
init ially recrulted to do in tlmes of fast and slow tradmg), stay'.s

104 -
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. 4.6.2.5

~ aways, strikes and staff 'c"om:plaint's " Customers - were
““meathetlc to these factors Wthh affected the ‘level of

- service and out of stock sttuatlom, As one respondant stated -
: "belng in & store that is- servmg A and B! neoma groups, the :

* demand onsaur serwces are of Euronean%m:- American standardst” _
and although this i is good it has its problems msofar that our

' ,;_—wcm’force has not yet developed ta thesa f:rst worid standards .

. Government

. lfwas stated that by the governmant sattmg unrealxstlu rules and .

'_regulatlons 1t hmdered the runmng of - the business. The

governmant’s standpomt on a perspectwe 1ssue affectaci the )
customars ‘and staff m a particular area froin whlchever. _
populatton group they baionged Yor- exarple, stav aways and
mass actlon asa resu!t of Value Added Taxattong |

I| i Gro

__ Respondents felt "tha't_ due to the complexity of ‘_chs' country, -
“different ideolegies amongst the various - pofitical groupings,

'directly' affectad staff in the work place. Furthermore, it was
stated that pohtlcal groups mtlmldate and lnfluence potentla! .
customars elther pos:tlvely or negatwely through their struggle

for power, and this had & direct influence on the business, in

terms of customer-staff ralatlonshlps It was further stated that
‘the ch'inges in South Africa w e not commg together to bunld a
new Sotth Africa for all-races. it was feit that due to pohtlcal_
ndeologlas, the union was praparing and. pressunsung staff mto_' _
pohtlcal thinkmg and hatred for a "whlte“ company and regime..
This was being reclprocated bv customers and led to "pOlItICS
in store. '

o 1.05! E



: _4.-6'.2.‘7 :

4.6.3.

"__C'Jf' the reeeohdelr\'ts'.who stated 'that"stieplziers' Wei'e difficult to -
a manage, the main. reasons were as a result of the lndustrlalj_- :
relaticns prob!ems expenenced by suppllers which led to

_"lnefﬁclencles and unavaliabxlltv of stoek Also, durmg peak_-';_f'.".'- '

_._-season,_certaln suppliers were on vacatIOn and in certaln_-'_

'rnstances stuck thus became unavallable. Another concem was' o

o that suppl;ers had beceme mcredxblv powerful ‘and very IJlg.r and '
| o as such they beearne inflexibie i in terms of supplymg the retaller _
L Wlth product when requ:red '

. Community

| Respondants folt that they were ot iy touch” with the

| - community’ as they would have liked to have been This they felt.

was due 0 the pohtical sntuatmn, in that accees was dlfﬁcuit to'
:the communlty, ' '

raining and Development

.In Quest!on 3, partlcipants were asked what tralrung and development
- they thought the company sheuld provide to help managementmenage_'
 their current stakeholder raiatlonshlps The foliowmg trelnlng and

_deva!oprnent needs were expressed ' -
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-  Process of Managing Change

: agle 38 » Frequencres of Requasts for Current Traming and

| _ Development

| Interpersonal Communication -
‘Management Development -
" Business Sense .
- Strategic Perspective
Analysis and Judgement
Adaptability and Resilience .
’ Adaptabmtv and Judgement

NNNRORS

I:"duc"atian ef- Staf-f
Industrial Relations
Refationship Building

I

[onpronsg.

It Negotiation Skills
‘Literacy In a Black Language

) Wlth regarde to mterpersonal commumc:atlon, the part:clpants

o requested tralmng |n, Ilstenlng and human relations skilis. They also

B suggested the faerlltatlon of a cultura! exchange programme between
. management and staff so that mdnagement have a greater awareness
of staff problems ' ' :

- included in management deve{e'pment wers re’ﬁuests for management - - |

skills, tlme management on—the-;eb tramlng, contlnuanfe of the in-

~ house executive deve!opment pregramme and asS|stlng management |

and staff develop trust

Specific training for staff with regards to business skills included.

education on the distribution of profits tax, future company

davelopments, 'shares, merit of a free enterprise syst'ern; _'th'e-' '

' impertance of 2 Western work ethlc and the relationship between a

productlve work ethic and standard of Ilvmg Finance and acccuntlng

. 'sklils were also requested.
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im portence.

o percatved by management T

. Partlcipants requested broader unders‘tandmg of where the companv _' o
is heading for ard greater comrnuntcatlon w-th staff on. company g

-developments zn oro‘er 1o inspire loyalty and a flttenng through of the '
company phllosophv and culture to aII levels of staff it was also .
_ suggested that managarmmt be axposed to semlnars on strateglc_-"-.' '
" changes and development-a in South Afnoa. : SR

ntig) Stakeholders -

T -Iﬁﬁueétidn 4, participents were asked who t'hey' percewe"‘ their - _.
' petentlat stakeholders to be within tha next 5 - 10 years in order of -

oA

'-The purpose ‘of. thls questron was desxgned to determine whether
- -managers percewed that there would be a chenge in the stakeholders _
- they currently had the most_dlfﬂ.culty managing and to determine
_ whatherresoondents had given their. tuture'potential e'takehol'ders' -
some thought The frequency of response is tabulated bstow andl’n-*l. S
- reflects the first and sscond ohouces of potential future stakeholder as-
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4.8.5 .

Customers - - A2 Employees - 42
-Employees - © a3 - Gustomers 20
- |l Sharehalders .- -7 | Suppliers 6
‘Government - Shareholders - 5
Community = "2 Community - || S B
|| Pecple . - 2 Palitical Groups s
i ‘Financiat SR Trade Unions. 2
_Cammumty . . 4| International 2.
“Not Sure- - 4 -1 - Canraurnity S
Unanswerad - . Government. 1
A . Nonpe = _ 1
- Total . . . 9% Unanswered ST
i Total 99

n Question 5,_-'barti'cipants“-v'ver.e_ finally asked _WHa__t -{rein'ing'erid-_'
- develapment they thought they will need to prepare them for their

: future stakeholder ralatlonshtps. Once agam ‘they were asked to make' -

' refarence to the competancrev ln the questmnnalre if they g0 requnred

e The- follow:ng were expressed as trammg and deveio;:ment needs to

' assnst managers to manage future stakeho!der relgtlonshaps :
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Business Sens¢ -~ - - . -4 - - 18
Strategic Perspective o R 13
interpersonal Sensitivity - o by
Management Skills S | R :
Adaptability and Rasilience | - B
.Achievement Motivation Yy 2
Oral and Written Cnmmumcatlon- Sy 2
Eriergy and inltiative _ : TR
‘Persuasiveness, A : 1
Othei

‘Education of Staff -

: Negotlation Sk{lls .

S

'Table 40 - Frequencies of'-R_eq'oe'ets for Future M'ana&erfneqi_t Training

Literacy in & Black Languade '
Leadership Skills .

- _Speolﬁcatly, respondents requested training in busmess skllis in
' _advanced marketmg and R segmentat:on, market trands in
_reta:lmg, oustomer care, s ) and excellence, as_well as. the'_

zmportance o. He oustomar and the oornmumty

Pe'rticipant_s' expressed a ne'ed for khowledge on business strategy in

| particular with regards to changes in South Africa, evaluations on :
- ~achievemerits in a changing S'OUt'h Africa and the. stratagic direction of
the company in addttron, they requested ongomg updates on the_ -
- political s:tuatton in - South Africa, with specific ‘reference to -

parhementary procedures and knowledge of dtfferent polItloalgroupmgs _- .
and |deologles. |

- Once again, participarits requested a need for a cuitural exchange
' p‘rogramme between ‘management and staff to- facilitate better
managemen‘t staff rela'nons Participatlve management was also

requested

- :]‘{0-
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Fmaliy, partIClpal'ltS falt that there was a8 need to prowda non-_

_ _management staff w;th ongomg traxnmg and educatlon m busmess c

'=Ilsk.lls and prmmples m order to facli:tate an: appraclatson of the free §

'_ antarprlsa system and in tha procass, hlghlight the rols of staff ll'l. o

contr:butmg towards a successful company and a hsghar standard of o
- =|[\nng. S : : o

- ‘Conclusion

~in conclusion, this Chapter presénted a shmmary of the research f‘ndings :

and statlstlcal analyses‘ in. Chapter 5 the rasearch results wﬂ! be dlscussed

| _and interprated w:th referenca to the therature Raview in Chapter 2

S
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: '-'In Chapter 5 the research results presented in Chapter 4 wr!l be enalysed -

questlone posed at the end of Chapter 3 are explored and dlscussed in

: 'greater detzil,

in the retii' environment for store managers and general managers.'The_ _
purpoee of thlS questlon wes to eserst management to understarld and -

manage the complexlty in ‘the internal’ and . external enwronment, as

- discussed by Strauss {1 9901 and thus ant:crpate stakeholdar expectatlons
' ttmeously. Freeman {1 984) states that as a result of enwronmental shifts
' that have occurred business needs a set of concepts ‘which can tum external |
_change into mtemal change, thereby reducang unoertamty and dlecomfort

“He thus suggests_ that business needs to redraw the picture of the rr_rm _and '
-take into account a'II' those groups fhet c'an affect or are 'effeoted'bv the .

'_ organrsat:ons purpose. Furthermore, Tombari (1984} states that when_ _ -
orgamsmg around stakeholder concerns, the corporate unit ooncentrates on'

“the expectatrone of these groups, and focuses on developing. speclallsed

skills to -deal wrth them and - thereby enhance the orgamsatlonal

effectivensss. -

“ with their relevance to the rewewed Ilteraturo in Chapter 2. The rasearch

- _Reseero_h Que$_tion_1 aimed to identify the most critical sta;keholder_s:ex_ietin_g' -



o Th'e St'akeh'oldereipbroaeh also subports the s'ystern's ee'preach' wherebv'l(a'st :

-{1990} states that all erganusatlons are dependent on their survwa1 en o

'-exchanges w:th the envirenment As stated by Keehler (1938] in Ernery -

'_(1 969} ‘the vaiue of a systems appreach is that the prlmary task of -
' management is to manage the. boundary conditions of the. enternnser and it

_can only be managed by managmg the o-varlatlon of mternal and. externat S

' .-processes. Customers, employees, suppliers and the communlty were reted. _
by ihe entire. sampie above 4.00 (see Table 6] that is critical ‘o' the._'_ o

o aehzevement of busiriess success. The most critical stakeholders exlstmg N

-the retail environment ‘were found to be the same for store- managers and o

_ general managers (see Tahle 12} In terms of a systems approaeh customers Lo '

‘are representatwe of the output of the organesation, empioyees handle the

- -throughput, supplzers prowde mput in terms of produet and services and the - -

' communltv is part of the externat wnder envnronment of soc:ety at Iarge The - '

results show that both mternai as well as external ste:keho!ders are gritical

to the ach;evement of busmess suecess Bardow and Stephenscm {198 4 o .

~ state that the new emphasis on & nemalltles is likely to. change the role of
'-top menagement as he attempts to mamtaln an ethbnum in the mternal o
_and externai enmronment ' ' '

"Asa group, the only s:gnsfrcant diiferenees perce:ved by general managers .

B . ‘and store mananers for stakeholders ware wnth regards to the n'nportance of -

_ trade untons government and the fmancual comrnumty, wherebythe general o
~ managers rated the |mper_tance of trade unions higher than store managers
and the importance of government and the financial community lower.

o Cl_istemer_s were r'at_e_d'as' the most cr_it_ice'l stakeholder for b_usiness.success_
'at'4:-.98 (see Table 6}, This is sup_p‘ertive of Tromp {1990} who _s_teted that

'_ -a'_c' -_th_'e' _ confersnce of the '_E_u_repe'a_n Foundatien for _Menegement _
_De\mlopmen’t, it appeared that the mein task of any manager.st'iﬂ 'refnaine'd |
the satisfaction of the c,usterner by prowdmg quality in terms of products _

' and serwces. The researched company’s phllosophy s consumer sovere:gnty

' end it thus mcllcates thatthat value is firmly entrenched within the company
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Empioyees were rated as the second most crrtrcal stakeholder affectmg the_-"_. N L
- achrevement of busrness success Isee Table 6). This supports the feur basic .
trends of change as stated by Tombari {1984} who Irsts the lncreeerng o
.;-'-'-.:--_demand by Bmpioyees for. partrclpatron ln management as one of. them. o

i Jonee and Weodcﬂek (1988} stata that in recent years managers have had -

- .'_to- face new and miore. mtense problems in directing the work of ‘their

e subordinates. Furthermore. they say new laws have heen passed govemmg
' how one hires and fires people, end people no Ienger seem cemmrtted to'.'_ .

. :WOrkrng farrly for & farr wage

) Supphers were rated as the third most mportant stakeho!der crmcal to the- :
_ achievement of busrness success (see Table 6). The percewed rmportance' :
U of suppliers by rnanagement supperts the view of the busmess organlsatron "
as an economic mstltutlon that is mvolved m the productmn of goods and

- servicesto meset consumer needs {Buchholz, 1986; Tombari, 1 984j. Without

" the production of goods a'n'-d' servizes, the firm cannot fuifil its economic - -

responsibility towards society. Tombari {1984) fusther states that in a

"_'demo'cra'tic SOGEetY. -greater partieipation will 'p'rebebly be deh'ianded by .
- corporate consntuents mcludrng supphers for a greater: sayin the af’arrs of .
| business, hence the hrgh ratmg of suppliers. The researched company, due_:
to'the nature of i |ts business is hrghly 1ependent on suppliers to pruvrde them'
w;th geods and servrees, in order to enable it to fulf:l ;ts ecenom:c L

obllgatlens to SOCIG’EY

. The community was rated as the fourth most critical stakehalder affecting

the eehiever’nent of. business success {see Table 6). This partictrl'a'r finding

- was partrcu!ariy eneouragmg as many busmess feaders as stated in Buchholz
{1986, p. 10} pornt out that. rf business for proﬂts sake ignores the impact
of its actrons on seuety it !S net lrkely to make profit very Iong It is also-.
o _suggestlve that menagement is aware that the legitimacy. of busrness is
dependent on the acceptance of soc:ety at large (Tombari, 1984) Freernan. _

{1 984} statesthat cemmunittes expect cerporate crtrzens to Enhance and not
damage the quality of fife. S |
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E General ' managers voted trade unions as fifth . mdst irnp'o'rtant to the L

achievement of husmefss success, whereas store managers ratad them _

. eighth (sse Table 12). “This flndit‘lg was a surprise to the researcher and

) - could perha ps be attnbuted to the fact that general managers mteract w:th '

trade unions more ata strateglc level durmg wage negotlatmns. arhltratrons

etc than store managers whose involvement W|th trade unions 1s on a dar!v'_ '

_ basrs, that is operatlpnal level wrth shop stewards

T i's in't'eresting'te nats, the raIativ'e Unim'portance tb the rasearr'-h sample of
_.government (rated finth cut of ten) as apposed to fifth out of six -

K stakeholders rn Europe ‘as stated by Ksnny (1 984} General managers also L

' percelved the governrnent and frnanclal groups to be of less mportance to
the achrevement of busrness success than store managers. No apparent

r_eas_pn could h_e .found for thrs finding. Tombari {19_84) states that ..top.',:-'__;-:" -

: mana.ge'n‘s of corporations spend a major portion.of their time ﬂeall‘ng with

. envnronmental prohlems wh:ch mclude addressmg the. socral concerns of

' concernmg new proposed laws and regulations and meetmg with various self
mterest gruups The relatwe low" rmportance given to governrnent and
' polltlcal groups by store managers and general managers could be attributed

" to the fact 1that they are most likely ta be handled at a mare strategic leve

. _ socretv, communrcatmg with Ieg:slators and government executwes,

. within the researched company by the Chlef Exacutive Offrcer, Menaging e

e Dlrector and Board of Drrectors

Store lopatiOn, that is whether it is located in an urban or country are 4, Was_ o

seen By the researcher to be of s‘ignifica:'ncie in the rating of stakeho_ide'rs,
particularly that country stores are situated ﬁlos’er to individual communities,
 and would thus be more depandent on the patronage of the commun:tv than

. '_ suburban stores. The only srgnaf:cant drfference was rhat of the government
" who was perceived by the country. stores 1o be of greeter rmportance than;' -

: suburhan stores (see Tahles 9 and 10},




B2

_ Hence with refa'rencé to Research Question 1, it can be concluded that the

- '_:most cr;trcal stakehofders affectmg the achrevement of busnness success rs
) .the same for store managers and genura! managers (see Table 8).. Trade _
'umons are saen to be of more lmportance to general managers than store- L
managers and the governmer]_t _and financial community of less _lmportance._'_ .

TimeA loca lun 0 te_'Stgkeholder Concermns -

Research Cuestion 2 .afternpte:d'-to"de"termine"i'f"'ther’e'Were 'siénif'ican:t | A
- drfferences in the tinie spent attendmg to stakehoider concerns for store

manager*r and: general managers

| Free.rn'an."(:‘i'gsti-l' éxplains that ..th'e' 'tur'i)UJen'ce':busines's"riidnegers' have
_experlenced m reeent vears can be understood aa coming from both mternal_ _ '
. and exterhal ohe. ge. Freeman thus groups customers, employees and
_suppllers asiniernal change (sae Figure 2), Inte: 1al change occurs within the
- "current_filing" system end “happens "accerding 'to'wall- unea-rstaed?_rmes; ’
' ‘furthermore it is what wa ars uséd to dealing with on & deiiy basis and'doss
.not ehati'eng_g our :conc_eptual'__r_n'ap of the world. Accérding o '_Fraeman .
_(-?9'84), exte_rna_i change is the e’rﬁ'ergence of new g'ro'up's-, avents and issues
‘which cannot be readily understood within the framework of anf"éxist'rng:
. modsl, Many of these changes have becnaround for some tirie yet we have
been slow to mcorperata them into our framework for managing the firm. He'.
- -further argues that events and pressure groups with which we should ba -
- familiar become crises bacauae management have not mcorporated the |dea
_ _--ef therr exlstence mto their day to day routine. -

':'-As a group, the majority of managament time Was epent attending to fhe o
- concerns of the employees and thereafier cuatomers Over FH.76% of.
management time attendmg to stakehoider corncerns was spent attending to
- these twao groups. Management allocate the remaindser of therr‘ctme, A4, 24%

to the other stakaholders of whlch the faliowrng dare of relative srgmflcance

. supplrers, 13 34% trade unions, 8. 54% and 9, 06% watl‘. .me communrty,

i e

~116- -



- Management thus spend 69 1% of therr txrne attencimg to stakeholders :
_ _mdzoatwe of mternal change and 30.1% of their’ tlme attendmg to .
- _.stakeholders mdicatwe_ of externai change as_descrlbed bv Freerna_n (1984).

it 'could__ be arguetlr that the turbo'lence in _-i;he SOcio—p'oIitical en_vironrnent has’ '
' 'rnanif'ested itself to date primarily through actions and expectations of well
understood stakeholders such as employoes. customers and suppliers, Tha

emergence of new groups and pres&ure groups rnay not have evolved toa

o state of: srgnlflcanf power a5 ;n Europe or the United States of Amarrca eg. ..

enwronmentaizsts, and therefore are not percewed hy management to be_
-able to affect the achrevement of busmess success

Mannlng (i 988) argues that the demands of varlcus stakeholders are usual!y'

in conflict and are “seldom in ahgnrnent wlth management goals. . -

| Furthermore‘ eachhas a dlfferent peroeptxon of reslity, a dlfferent agenda.
' dlfi'erent ways of makings |ts presence felt and different power to play with. .
Hussoy and Langham {19?9) state that. stokeholders have certa;n -

' expectatlons and peroeptlons of the firm and also their own. reqmrements as

rndwrduels It is partiy from the behaviours of the stakeholders that the
management of the firm draws its own perceptuon and in turn causes the_
“organisation to behave in & specific way. Hussey and Langham (3979) -
- 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 stal'ehoidere they

- . perceive to be of greatest mportance to business success and are more' '

) Forthcommg in  verbalising or demonstratmg their’ expecta’oons of |
.managernent than the other stakeho!ders '

The ressarch found that general rnanag’ers‘ s'pend more time with the media
and‘trade unions and less time wrth shareholders and tho community than _

‘store managers. It oan be surmised that the reeson general managers spend o

maore time deahng wnth the media is as a result of thelr job responsrbdlty In o

eddlt:on, the researched company is hrghly mvolved in. corporate soolal

17
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respons;btllty lssues wrth the Gommunlty, and xn certam mstances thrs may '

\-draw aftientxon from the media,. resu}tmg in more time spent WIth the medla :

~than store mandgers

'As prevmusly stated at could be surmlsed thdt the reason why general
_-managers spend more tlma Wlth trade unions than etore mianagers, is that e
" "they arﬁ lnvolved W!th trade umons during negotlations, and m addition ':

raprasent the company when grlavances unabie to. be soived- at lowear

o managament, need to be handled at a mota senlor !evel Bower {1 988} thus
-~ argues that we must _understa_nd__wha_t aspects of top m_a_nagement_ werk :

- change and what'new roles ere"d'efined'onee one 'a'ecepts' and lorgah'i'se's to

| _:deal with activities that are both internal’ end external to the firm. . |

_' Management as such need to take cogmzance of the' fact that as a result of

- turbulence in the sacio-palitical envaronment their. role has changed from

"pure” retallmg to a role which mcorporates the mamtenance oflnternal and

external .relathns of the firm in order to ensure its. compatltlve advantage "
and surwval '

'No. apperent or diract.rea_s'pn'cpufd-_be found why store managers spend
‘mare time with shareholders than general managetS-. The reason why store
‘managers sp'e'nd more time with the community than general managers could

be as a result of the job reSponsi_biIities batween store and general managers.

Hence, it can be concluded that there is a significant difference in the time
- spent between ‘general: managers and 'st'ore " managers atténding' to .
' stakehoider concerns, as prev:ously dlscussed and could ba as @ resu[t of -
“their dlfferent ]Ob responsmnlmes

Eviderige f .
Spent

~* The third Research Questicn attempted to datermine if there was a strategic

fit b.etwee_h th_e_ relative importance of the vari_ou_e stakeholders for the
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3achievement of busmess swcess and tha tu‘ne spent attendmg t0-
' stakehoider concerns. ' ' '

o A Speanﬁan"s cdrrela'tioﬁ test was done td'ésCertain it there Wasi'-' a
-correlatlon The test revealed a SIinflcant correlat:on and thus suggests that

 : : management have a. ‘sound understandmg of the relative lmportance of_' e
. 'stakeholders and it could be arguad that they ara. appartmnmg their tlme_ 3_ o

- appmpﬂateiv The mova today is from stakeholder influsnce. towarr:ls'

"stakeholder participation and cmoperatmn {Tomhan, 1984] Accordmg o o

- Sturdivant {1979} the most efficient and effective strategles for. managmg _
| .stakeholdar relatuons m\'nlves efforts whlch SImuItaneously deal w;th lssues
_. affectmg multlpia stakeholders. Stakehotder managament is thus mora akll‘i_ -
- to the davelopmer*t of marketmg strategy, that is know your market, know :

'- ‘yourself _and c_ie_vrse. the _appro_pr_;ate_ _strategv (Sturdivant, _1979}. e

| Hahca, the high correlation suggests that there is a straté'gic fit'batw'eéh o

- timé; spent and demands placed on managament by the mterna{ and external_. _

environment. It once again indicates that the rola of management has'- L

_ghanged front being a '_'pur_e _ r_e_ta:ler and that ma_nageme_nt arel.a-'_ware. of the _
: _faz':t' fhaf in _Q'rdér td :.'sat'isfv the dé:rﬁélnds _a'n_'d' needs Of'_ customers, .they-
équall_y_ njaéd to- spend -time with emp!dyee_s_ and ‘other - significant
- stakeholders attending to their needs and demands in order t@ ensure the |

“smooth. runnihg of the busi‘né’ss' To tlo that effectively they' inmhld need to - |

B have speclflc ‘skills and c0mpetanc|es which will be discussed in the next -
sectton. - -
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~stakeholders affectmg the - achrevemen’c of husmess SHCCOSS, namely a

' Frve stekehoiders W'ere oercerveo‘ 'hy the reseeroh:er as belng the'rn ost critical
r customer.s suppliers, empioyeas trade umons and the commumty They
manageriat oompetenoles for managmg them effeetwely The results of
_choree.__. '

' Furthermore, of the five stakeholders used lr1 Seotron 2 of the resea.roh
concerns of the five stakeholders selected in the questronnarre
lrr Researoh Ouestron 4; the resoarcher attempred 1o determing the most .

| store managers and general managers The purpose of thrs question was to '_

ascertain the exact competencies managers of .the 1990's requrred

) 'were thus deemed the eppropnate stakehoiders for whlch to identrfy the-'. o

. "Questron 1 of the research questmnnalre clearly supported the researcher s." c
questronoerro. 86 7%. of management’s. tame is spent attendlng to the'__ ;

'_ critical oompetencres requrred for managing stakeholder relatronshrps forthe

specrﬁcally relevant to South African cond'tlons as hlghhghted as a wta[- -

'researoh need. by Bluen and Burns {1990}

- As prevrously stated, this was aohreved usrng the. supra competenores as
iden’oﬂed by Dulewrcz {1 989) Each compstency was rated on-a 5 point -

categories, as presented orlglnally by Dulewicz {1988}, but were: rendomly

= presented inthe. questlonnaire {see also Appendrx 2} The reseeroher thought
-_that the research would 1dent|fy speorflo competer;csﬁs requrred by -
management for managmg stakeholder relatlonshrps aooordmg to the-

grouprngs a5 presanted by Dulewicz (1989), however thrs was not

. epparent, rather management required an array of oompetenc;es to manage

the various stakeholder relationships from a vorletv of categories The major
'ﬁndmgs_wes that the rating .of oompetencres is not - '__che same for all -
stakebolders and that there were - significant differences for every
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: o oom petency at the 0. 05 Sin‘IIflCﬂl’l"B Ievel acros‘s the frve stakeho!der groups
-{sea Table 'i‘ 8}

: -Of the skrlls that Buohholz (1 9861 states as berng mportent in relatzng to the' _ _
external environment he suggests a broadened awarenes:; of inﬂuewcee i -

the external envrronment that affect the corporatlon anﬁ (ramgoment |

i 'deerslon makmg, the abrlzty to mtegrate tradrtronml business eoncen*re with -
. mfluenoes from- the external envrronment mto a comprehensrve decrs:on_- '
} 'makrng framework polmoal skills, commumcatlon skr!lsand mtellectualskills

i

“The managenal com petencms req;,nred for manegmg the varrous stakeholder -

relatlonshlps effecnveiy wrll be drscussed in the. next seotzon Reference to )

. the reasons why management emerrence dlffroulty in. managrng the _
: _-’stakehoiders wrll be brrefly hrghlughted The average retings ‘and range of '

competencies required: for managing stekeholders_ will be discussed with _

reference to the-'f_i"rle point Liksrt scale on the guestionnaire {see Appendix:

Competencies for Managing. Customers -~ -

Customers ware seen as being.the rnost critrcel .stakeholder affecting _ _
the echrevement of busmess success It was, however, perceived to

- be tha third most difficult stakeholder fer management to manage {see

. 'Tahie 37). Nel and Nel (1990} state that consumerlsm has becoms a

vary powerful force dictating the trenas of sooxety Furthermore Hill -

' '(1992) states that customers supp!v the firm wrth revenues and in
" exchange expect value for money Accordrng to Freeman (1984)
- customers have many more chorces today. They are thus able to
' purohaee goods and services if their demends and needs are not met. :

Within the. re"searohed oompen'f, resbondents falt that cust'omers
expected far too much frorn busrness to - the point of berng*
- --unreasonab}e, whroh probablv leads to an enormous mner coafilot :
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B "Whén”l'atféfhptiﬁo' to resolve prob'l'e‘rh's,' bearing in mind thet the

researched companys philosophy - is consumer | sovereignty'

: __Management peroerved the need to be adaptable and resiliont i m the S

' -face of adverslty and unfairriess as bemg imy portant. They also need to o
_ be able to retam thelr composure and not become lmtebte or anxtous :
o under pressure S '

':Ae ihe mteraotlon WIth customers is usuafl‘! one on 0““" particlpants |

 rated oral commumoatnon and interpérsonal sensitivity very highly.

Traits such as eneifgv and lnrtiatrve were a’ 0 saen as belng lmportant E
when |nteractlng with customers, as well as generallsed or speclalrsed :

. knowledge ‘of an occupatlon ln the form of busmess sense The - B

' .average ratmg of the com petenoles per stakeholders was 3 69 thatis, =

: |mportant (see Table 18). The competencw for managmg customers -
spanned from 2. 85 (Of Ilttle lmpot‘tance) to 4, 45 {very 1mportant) {ses.
' "Table 20) ' ' '

Takmg the top fwe com petenoles in order of rmportance, the foliowing _
_-were peroewed by management to be lmportant in managmg-
_ stakeholder relatlonshsps : ' ' '

B Oral Communication T

| interperoorialv S"ensiti'w‘fi‘.y_r
_ Adaptability and Resiliance
‘Business Sense

m‘ eww-*

-

~ Energy and Initfative -

Arnialysing the compet'enoiee a_ccording tojob oategoriés l{seé Table 32), '
o store mah‘a'gers rated strategio ,‘:er_specﬁve asthe fiftb most important
"oompeten'oy for managing stakeholdsr re{ationshfpe and general
managers. rat'ed it'eightﬁ"end vice versa. This-difference-could be -

: attributed to the faot that when problems or ussues reaoh general
' - manager Ievel they will' nead to make deolsxons based on Iogioal. =
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assumptions that reﬂam factual mformatwn In the. prucess, they '

: would also have to seek all reievant mformatlon and |dentify causes_
' '_'ju'dg'emaht 'as'r'ated by gen'eral ‘managers -ré.‘flects a more specific

is more general

- the general managers p!ays when dealmg effactlvely w1th customers
0’Neal {1985) states that strai.egtc piann*ng skrlls are 1mportant for '

. managers lack

g;g' m'gietg_ ng' ies 'f'g'r Mana g'ihgig_mg'l'g gg 'g's' B

' before thaking decusmns. The naed for the cqm_pe_tewcy of a_nalysrs and g

_ problam to be deait wnth as opposed to 2 strategrc perspectwa wh;ch _' :

_' lii"additioh; pei‘éda'siﬁenésé was 'a‘l's'o" rated more higly by general
o L managers ‘than store managers, mdlcatwe of the "Iast resort” role that '

__ affectwely meetsng long :term customer needs, and are skzl!s that

Emploveas were ratad as thﬁ second most :mportant stakeho!der- o

" 'affect‘ng the achievaments of busingss success. T hay were however
- the group which management Had the friost difficulty in managing. it}

- _ i-:to contvand wnth It appears that from the open ondsd questrons the

is due 1o the turbulence in_the socio-political environment which

‘manifests itself in numerous forms on the shop floor. One of which is

the tir_he_' spent solving the personal problsms of staf'f' at work.

it appears that the miajor competencuas for managmg employees are

N 992) stéteS' that employees expect a fair incorie and adequats - |
g WOrkmg conditwns far. prowdmg the firm-with time, skills and human e .
_ capltal commttments Thls is another dynamlc that rnanagement have- '

: -reasan why ma_nagement experience dlff_acu_lty n_'. managing __ampl oyees

'mtallectual, mterpersona! and results onentatlon The ratmgs thus
‘supgest -t_hat management need 1o man_ags their staff_effectwely_.hv'

adopting . an.appropriate interpersonal style for. achieving work_”

T ob}eét_ivés_’. In addi_ﬂ'on,‘_the}% need-sk_ili's tpin‘sp?re and provide staff witi |



@ \nsmn as well as davelop the cm“n"wtenmes and skills of staff In_

'°rd9" to "“h‘e"e this, they quuirB good planmng and organising skifls,

o N .:_'and need to have a Tot df shiargy and mmatlve If they do not have a | o

hsgh naad for ach;evement ‘they could get bogged down bv the

' corlcerns of staff and not see tasks through to complatlon. _

o The avéfaga’ rating of 'éach cdnipeféncy was 4.67 (sée Table 18} whibh.

' is srgmf:cantly hlgher than ths average rating of corn thBl‘lCIE:S requlred S

"'of ’ﬁhe cher stakeholder relatlons. n- addltlon, the range of_'_" :

c‘ompetencles |s also vary: ndrrow and does not refiect wlde o

fluctuatlons The five top ratings in order of :mportance were seen as -
'_belng the followmg S Lo

1, Managing_. St_éff.'.

20 Intetpersonai Sensitivity |
3. - Planning an'd Orgahising"
4 Energv and initiative
B fAchtevement Motwatlon '

'Both-’ general niahagaré aé' well as siore 'rn'anagers' 'percei'ved the abwe
':fwe competancles A8 beang of similar . rmportanca in managmg :
| stakeholder relatlonshlps, wuth a neghglble dlfference betweem the two '
B ' ratmgs (see Tahles 26 ‘and 33). Howaver, store managers perceived
' adaptablhtv “and res;llence and, assertiveness and daclsweness, as :
being more lmportant than the generai managers percewed them to be.
. -T'hls could be attrlbutad to the fact that they are mors readily avadabie_' |
- for staff bezng on the shop ﬂoor if a problem or a request arises,
' whereas genera! managers may be log:stzcally further away
_ Interparsonal sensutwlty and managmg staff are rated vary highly with
scores of 4.87 and 4.90 leSpect:ver 'O'Neal {1985) states that
_'conﬁlt.t management becom&s mcreasmgly important with more
integration of groups and mdwuduals with different demands, naeds, .
'goa ls and i mterests. Interestmg to note is the axtreme}y low |mportance e
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_ of busmass sanse and strateglc perspectwe gwen that the raason why f-'
'managemant expenence dlfficulty 3] managlng stakeholdar_ .
| '-ralatlonships is largely due to the turbulence in the somo-pol:ttcal L

amnronment. O’Neal (1 985) states that ifaw manager isto be effectlve,- '_
he or she must hava a vision of the orgamsatlan as a polttlcallsoclall_ o

_ techmcal svstem

"Suppliars were rated a8 bemg the ‘thll‘d mosn cntlcal stakeholder : S
s _affectmg the achievement of business success and tied w:th the
commumty as. belng the suxth stakeholder that managr-Jment had the

most difficulty managlng Hlll {1 992l states that. supphers prowde the

_ firm with mputs and ‘seek fair prlces and dapendable buyers in .
exchanga Busmess sense ‘was " seen as - 'the - most lmporl:ant_ |

| competency reqmrad for managlnp suppllers that 15 the abihty to . -

.zdent:fv opportunities which will increase sales or prof'ts, aswell as the R
' 'abillty to select and exploit thosa actlwt:es which. wnll result in the Lo

: . Iargest returns {Dulewicz, 1989) o

' ih'additioh, manageniant' p.erl_:eive the n’e__ed_ to be assertive and decisive -
as well as’n ﬁa\)ing bers'uaéive skills as nécas’.sa'ry' to mana"g'e'thé"
- stakeholdar relatlonshlp affectwely. Dulewncz {1 989) defines these _
'competencms as being ascendant, forceful in dealmg with others,"- _
~ willing to take risks and seek new expariences. . Furthermore,

management should b'e able to influence anl:l persdade'othérs 10 give -

- their agreement and commitment. Parsonal influence and the ablhty to
“communicate pmposals to reach compromnse on an agreemant are aiqol :

competencles requ1red to management stakaholdar relatronshlps wrth
suppllers. - ' ' '

The com petencies reqUired' for managing | suppliers clearly point to a

neecl_ for -management - to be in control of -'the_r__ela_tio_nsh_ip,' and to
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5.4.4 _'

| "'achleve the max:mum epportunltiee and advantages from the'__: |
" relatlonshlp, The average ratlng of the’ competenc:es fer the sntire -
group was 3,58 {see Tabie 18}, The ’fellowung Fve competenctes were =
-_"seen as mnpertant fer managmg stakeholder relatlenshtps wnth-_

supphers N

- 1*’/J ..-BUSMGSS Sense _
S T2 Assertwenese and Demsweness E

o Oral Cemmunlcatuon R

03
4 ?ersueswenees N
B 'Stretegm Perepecfive- .

' __'The major dlscrepancnes in the ratmgs was w&th regards to ensrgy and L |
N _inltletwe “and analysis and judgement whereby generaf managers__'-_i. '
: percewed those competencles as being of greater lmpertance than
- store managers’ ‘who rated them seventh and eighth respec‘nvely,
L _- ' whereas general managers rated them thnrd (see Table 34).

 Strategic perspective and eral cOmmunieetion was rated more highly
' by store managers than general managers. It could once egam be
“attributed to the d:ffr,srent job responsrb:htles of store menagers and
- general manager_e.._!t is assumed that general managers, by virtue of
' their position have a far areater strategic perspective of the situation’
- 'than stere managers. Store rmanagers on the other hand are often in
E daily contact with supphers and as such need to be able to
B communicate more effectlvely wnth supphers than genera! managers, -

who have other members of management fulfilling this functicn.

. Competencies for Managing Unions -

~ Unions were percsived 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 enghth {see Table 12). Thev waera howevar percewed by o
anagemen as heing the sacond most dnffacult stakeholder to manage. .

- Hence, even though they WEre percelved a's a d:fﬁcult stakeho!der ta

manage, they ware not seen as bemg critical to the achuevement of
buslness success. - ' ' B L

Manmng (19881 statas that |n the past managemsnt m the South '

Afncan ‘'society dealt with subserwnnt and sometlmes benevolent | _
stakaho[ders "'omban (1984} statss that md;vuduals ‘are demanding o

. more from thelr jobs as well as from all that Serve them. Furtharmors,". SR

_people are forming gro_ups to .pr_ot_ect their rights. In South Afﬂca,_ the
| -bffeet’s and power of 'tr'ada' u'n'ibns -'ha's beeh félt by all sectors in
N 'soclety and the:r power has been ﬂemonstrated freqt entlv wa mass |

s -ac‘aon, stay aways, strikes and consumer baycotts '

‘The averégé r_'atinQ of -comHEfé'hcies fdr-_t_he total quﬁp_ was 3.0¢ and B

the scores spanned from 2.33 to 4.03. Hence, the com'petehcies were
o .percelvad as belng |mportant to the achlevement of busunass success
[sea Tabla 23} - S _

~ The f' ive most mpartant compatenc:ss for managing unmns as
' pBTC’BIVBd by tha total sampla were : A

1. Persuasiveness -

2. Oral Communication

-3, 'Interpefsonal-'Sens‘itivity_ .
4,  Adaptability and Rasmence -
5. Enargy and imtiatwe

When analysing. the competendﬁs according to job category, there
were vast dmcrepancues in tha competencies requrred to. manage
unlons betwaen the store and generai managers.
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~ The 'a'bi!itsr_to be hersuasive v_vas rated by general'r_nar‘}eg_iie_r__s_ as being
_.the' rnOSt important -corrrpetenc\r -reqﬁired te rﬁanage' therelat'io'ris'hip
~ with unions’ whereas it was rated sixth by store managers (see Tabie ;
35j. Generai managers percerved assemveness and. declsweness as_ .
. being the maost crmeal competency requxred to manage umons There
isa subtle diffarence between the two gompetsncies, whereby store -
: '.'manager_s'-.jseek' to .use-:their-'.pe_rsor'_lal_ influence _te communicate
p'ro"pose'is' eﬁd"reech bases for agreement aﬁd compromiee. General
managers on the' other- hand appear to have a greater need to be in

" control of the situation. The difference couid be attributed once again o

* to the different jeb:respensrb_lhtles and level of |_n_ﬂuen_ea and power o

' between store maragers and general managers. Store managers also -
 rated interpersonal sensitivity more importantly than general managers.

‘Therefore, it may'be argued that the style"thét Stbre managers perceive - -

as bemg mportant in managing - the uhion Is a. far softer, -
_accommoda_tmg one. It ir ‘therefore suggastwe thaf due to the
frerj'uency -o'f inte'raction w:th frade unions and that. they probablv have
a far closer relatronshlp wrth shop stewards than general managers,
thay have: adOpted a style of managament appropnete ‘to their

~ circumstances.

General rrt'anagers'nef_cei\red assertivenass and decisiveness a_rl_d"'
. strategic perspeetive" as beihg " the most important competencies
reddired' f_or managing unions, as compared to store managers who
rated them as being sixth in order of importance. Th_is rating could
_ ance again be attributed to the fact tf}at general managers deal more |
' ‘with trade unions ata strategic level. Of interest is the low rating of -
businpss sense,_:_"which was rated as the least important by both -
general managers and' stere managers.' it co"uld be surrnised that
business sefsc g not an important competencv to have when’ dealmg.

with unions, rather the competencres that reqL . are for one on one' .

communlcatlon
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545

'commumi:y as they would have Ilkad to have been

fhe aomlﬁu'hi'ty' was rated as béihg." t'hel fourth most important

B stakaholdar affecting ths achievement of busmess success. Thev were . '

_ ranked by managemant a8 belng the smth mast dlfflcult stakahoider to - o
'manage It was falt that management were not as m to.ich“ with: the .

* “The modeth hotion of 'legitir'naav of the co'rpo'ration has been takento
& higher order of complexrty as stated by’ Tomban {1 98414 The
: _!egitrmacy of the cnrporat;on seems to rest on '10w tﬁe corporation

rasponds to the faroad axpectat.ans and needs of society, and tha_'

'dahata has moved ta a pulmcal plane. FurthermOre, busmess parsons
. 'are in a special posutlan in that they w;ll be listenad to more carafully '

and government wm watr'h more closely what they do lCoIeman,' .

. 1988)

~The average score of the competencies for the aﬁtire .._mana'g'ar{iéi]t__ _
_ sample was 2,84 -wﬁi_thf'a- rang_.e_éapanning from 2.18 to 3.5_2 {sea_Tahie_ L
~ 18). In compatrison to the avera’gaé.raﬁng_ of co‘mpatahc:ie_S' for the sther

stakeholders, the score. is %ig'niﬂcantly Jower. As th'is 'couid"be a

- reiatwely new makeholder affactmg the achievement’ of busmesa.__
. success, ¢ Specif c competencles may not have evolved toa significant”
-dagree as prevmusiv dlscussed More rele\zant competenmes may still .

need to be determined to speonf:cally assist management acqunre the

' necessarv compe’cancles for managmg the. commumty. _

~ The first five competencues perca:ved by the tota[ sampla as belng _
' _' umportant for managmg the commumty are : ' C

T -"{)ral'Corhmuhication
2. interpersonal Sensutmty
3, Adaptablhty and Resnhence

_. __ 1.2_9..:- _. o



W

546

4 Strategic Perspective
- 5. Energy and Initiative

'- There weru no major diffaronoeé io the selaction of oo‘mpofenoioa for
o 'managlng tha communrty batween genarai managers and . stora'
. -managars lt |s mtarestlng to note the low- ratlng of busmess sanse by )
~ both genarai managers and store managars who rated them tenth and B
. _s|xth out of twelvo oompetenores, given that the researched company - _.: -

. has been hlghly mvolved in corporato socral responsrbllrty from-its . .' o
| |nception it cou{d ba argued that |1: makes "good busmess sense to' N
" ba mvolvad rn corporate sooral lnvsstment, as the orgamsatlon has
' mvestad in 1ts strateglc future. Hence, the low ratxng of busmess sense
s surprrsmg Thus, involvement and lnvestmant m commumtles should g

-oontlnue to ensure the survwal of: tha organisatron. o |

in sumn‘iary, Raséaro‘h Qoasfion 5 attempted to determine If there were.

_dtfferences m the. oompetancres raqu:red to manage drfferent '
_ ' stakeholders for: store managers and ganara[ managars. As prawousiy- '
. _stated the research proved that thare were mgmf:cant differences i
.reqmrer.l hy both general managors and store managars in managlng :
-stakeholder relationships {see- Tables 30 and 31). . '

Conelydin

For organisations to remain competitive in the environment, and assist

~ them achieve a compstitive __advantage, it is important to select rhe
-right people, for the right johs at the right tinie This is supportod by. -

' 'Klemp and MeCleiland {1286) who state that not- only should
'orgamsatrons be able to identify what the attrlbutes of suocessful

executive leaders and managers are, but they nesd to select pecple

_acourately on the bams of these attnbutes or help persons acquire

those eftributes that they do not possess to the needad dagrea lKIamp

‘and McClaIIand 19861
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'.Hall (1979} states that as enwronrnenta! demiands change, peopte _:.:"-'
) aoaptthemselves tomestthe new demands and becoms adaptwe.y fit,

B _I'as the more etfectively we adapt, the Iongar we survive Ha further -

" statss th_at the cqmpe_t_ent._ individual is one who i ‘equipped. with

~edaptive skills and individual competence. Competent individuals

compnse the vast mﬁiuﬂtv Df the ‘human race. The task of o

managemant is about trying to harnass thls basm mdw{dUa{
competence, thrs key to adaptwe f|tness, thts msuranca of
o _survwablhty o CL '

' _Managers therefore do not craata com petence but thay do contrc# its

expression through tha organlsatlonal contexts they create the -

'_managers ]Ob of famhtatmg the expressnon of indmdual compemnce,'.'
is made easier by +he fact that there i is a con‘epetence motive among .
" paople {Hall, 1979) Boyatzns (1982) states that the orgamsatlonal and
cultural environment set the stage as to what appropriate action is, but ': :
exert their impact on mdiwdual actions through affactlng the functlonal .

- and sﬁuatmnai damands of the Job '

Hail (‘_1'979)- sta'teé that .pédpia mu‘stbé able to perceive the nature of .
_ the environment in 8 fairlv"a'ccurate way, be able to understand and .

: |ntarpret accuratelv the meanmg of whatever task is to be dona and"- "

' thareafter invent an on the spot respanse to ths demand: it may maan o
~ that thay rnust be abla to Intwtwely ses into the future and anticipats

_the consequances of behavmg one way.as ‘upposed to another, or
invent a new way of behaving or rely on very unlikely resourcas that _
were hot even desugnad to baar upon that problem (Hal] 1979}

Bovyatzis {1982) states that t_here is a dynamic intbraction batween the:
_"person and his or her environment which' reéults" in' action or
darnonstrated behawour Furthermore. a person’s competanmes ha\ie |
P direct impact on what SpBCIfIC act:ons are demonstrated, and thera
is some impact on t_he._prson s competenc_:les._ In order to define’'a
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- eompetencv, we must determme what the ecnons were and thetr place -
~ ina system arid sequence of behawour, and what the results or eﬁects_
©were and what the: mtent oF meaning of the actlons and resuits were. o

B . The demands of ajobhavea dlrect impact. on what specnf‘ ic actlons are .

demonstrated sand how they. are demonstrated regardless of whether -

g 'they are mental Dr physncal actmns (Boyatzls, 1982)

Boyatzns (1982} states that |f certam tasks and ’runctlons are . o

" repeatedly requu'ed by the ]ob, the persan will en':her -

1_". " increase the. fr'ediieney with- 'Which' certain" 'cempetencies are
- applied or aroused, to address this functlon, thereby mprowng_' '
the qual(ty of performence of that funet:on, or .

| 2. i ave%d that fask aor functione of.t.he' job if h'e 'or she'does not have

L any of the competencles Whlch are apphcable to the performance .
of the functlon. R '

_ Ae_'-.s_uch management_'wh'o do not have the specific competencies i

tequired to manage certain stakeholders effectively will possibly avoid'_- .

-dealing . or interacting with that specific stakeholder Those that are o

_ ' oapable, or confldent to manags their stakeholder relatmn“ effecttvelv _
' wnli possibly mcrease the frequency of thelr mteractnon wnth those__ ;
stakeholders.

The_ competencies parceived bv'manageme_nt r_e_qeired for managing
~ stakeholders was of.g're.at-eimilaritv between general rﬁeﬁagers a'nd
_store managers, the only diffarences have _been discussed and
highlighted .in .the erevious'section of this Cha_ptef.__Hence,_ it can be
concluded that- di_ffa_r_ent_-_'cor_npetencies,'-are required for managing -
diffarent stakeholders, and that the diffeiences in rating could possibly
be attributed to the diffarences in overall job responsibilities between -
store managers and general mai'_nagers s di'seusse_'d in Chapter-._ 3',
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- potentizl Stakelviders

- In Reseaich Question 6, the ressarch aimed to identify the potential
S stakoholdere for. store managers and general managers. The purpose of thns ;
"queetlon was to ewertam if there were any percelved d:ﬁerences betwesn
--_'potentla} and current stakeholders and. if management percerved tho o
' emergence of new groups as becommg more influentigl. The opportunrty - _
o was given t© management to me!ude ‘stakehalders that they felt: were".'_!_:. R
' 'elrmlnated from the prevloue hst of stakeholders as rdentzfred by Freeman
« 9341 and !rwin % ese; The researoh rasults are tabled in Table 39 |

' Bv faTs'T‘t—ﬁe rr-ost s;gmﬁcent potentral stakeholders percerved hv management _
*waérs customsrs and emoloyees Thev waere ranked first and seoord in both
:the ﬁrst and second stakeholder choaoes. Thrs corresponds very hlghly to the |

most current stakeholders as rated in reeearch Ouestron 1. Supplters never' o

-really - featured and it can be Sul'mlsed that their role and mﬂuence wxll
: decrease: i the- next five to ten years as- South Africa experlences an .
"'lnoreaee in choice of supphers asa result of mternationai products now ‘being

made ava:!able_t_o the South Afncarr. eonsum_er_. In addition, it may m_dlc__:a_te :

| " a resurgence of srrralle.r SUoplier's offaiing a nfior'e 'spe'ci'e'l'ised product with -
. the predicted revlval of the economy. Binedell {1987} states that the
traditional managerial model of the firm has as the stakeholders, customers._ .
; supplrers and smployees. He argues that in turbulent times, this is to narrow -

a focus and that the mode! of stakehoider analysrs should be broadened to

" lnolude the forces and i rssues that work in the maero-env:renment

Shareholders and government were seen to be increasing in intensity

compared to curent stakeholders. Although government and political . .

- groupings wers suggested as bising potential stakehilders in the next five'to
‘ten years, they were perceived by management as baing eteke'hold_er _
' groupings whom _mahagernent_'-had -diffie Ity in managing. As previousy

stated gov'ernmen_t and;_ooliticel grou.p.s are handled more et-a--strategio Ie\rel

‘rather than at operational level, and what management could -be
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o 'exberi_enc':ing..-is the effacts of-the_'. diffefent -p'dllitica!_ ide.oiog?es of betH* =
gwernmerit and politicﬁal' parties. which manifest- ifself at operational level,

that is on the shop floor via the interactions between the dlfferent members e

of staff and W|th customer relatlons. .

it i5'ihte'reeting to t:ompare-these res'ulte to those in Europe af Kenr'zy { 1 984) - :
'who found that managers themse!ves, competltors ftnai customers, benkS,' '

. riational government and umons Were ra'ced very hlghly for; the next decadeh = o

o "The- hlghest increase in reiative unportance centred arouriﬁ other emerging '

C stakeholders nameiy white collar workers, worker counr.uls, consumer"
_ assocmtlons, raw materlalsupphers,ioca!government envuronmentaliste and
- sbeiety at large. _These were stakeholders Identlfted approx&matelv eight

a years ago

of inferesf to note is that in ._this.'{stud_y,'cor'n petitors -_\eere-nat mentioniad as
& potential e{ekeho_lder 'e_hd.unibns were ﬁne_t perceived to be a potential

_ stakehelder.of great -impertant_:_e. Theinternational commun_'ity wes_stated'by g
* only nne respondent as being a potential stakeholder. 1t could be surmised
that the_i_nternati_o_nal'_ community could be seen as cqmpetiters. It coutd be
argusd that the lack of awareness of internatienel ren‘ds-ef'the locat sﬁfnple
"couid be attnbuted to the ISO[ﬂtlon South Africa has expenenced over a
number of yeers. Or, alternatwely, the dlfferences in potentlel stakeholders '
| ~could be attributed to the vast dlff_erences in society and-culture of South -
' Africa in .compa_rison to the international community'.. |

. The number of u_n'a:_isﬁvered.erid not sure ari_sWere in relation to the whole .
sample is very 'high_ {ses Table 38}, As such, the feture. may be so uncertain.
in South Africa, that it could be too difficult to pradict who the po'tenti'al .
stakeholders inthe retali enwmnment are likely to be. According to Barczak _. )
Smith and Wilemon (1987}, the sources of change are varied, often

unpredlctable and difficuit to understand Henee i, Couth Africa we may.seg

‘the emergence and.l_anUence of stakehqlders not ment_loned as potentia_l K
~ stakeholders bacoming more influential over the next few ysars (Strauss,
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N 5.6 . Training and Development

1990I "i'ombarl {1 984} states that the mors the enwronment is understood o
o the greaterare the ehances of reeogmsmg ussues that offer opportumtles and L
""_threats, Without an understandmg of enwronmentel chenge, menagers are -
Al prepared to dee. wtth the |ssues when they surface o

As stated by Emery (1969) crganisations are Viewed and recognised to be
o open arid inextrieably int‘erwoven 'ari.dthue inter-dependent WZth the complex

_febno of the envuronment Furthermore, this fabric is fast becommg global '. _

in nature and organlsations ean no fonger be wewed as seperete. They' _' |
shouid be viewed as part of their wider enwronment and the ourrent

emphasus on the customer end service suggests & growmg awareness of thls: o

. 'mterdependence (Hlman and Berthon. 1990}

o As the eho:oes were surmlar for both current end future tramlng and :

development reqmred to assmt manegen'ient manage thelr stakeholder'

' _relationshlps effectlvely, with negligibie dlfferences (see Tahles 38 and 40},
= _tremmg and development will be dnscussed in its entnrety As prevuously_ .
dleoussed the changes in the enwronment are SO raprd and the future s0

uncertam that management may not. fuiiy be aware of the training and '

_ development required to manege thair etakehofders effeetwely Therequests
- for training" and deVeIopment were grouped and not stratified into store
: meeagers or general managers '

Of significant interest to note is that although management perceived

customers to be the most ctitical stakeholder affecting the achievement of

E businese success, they were not seen to be the stakeholders with whom
'menagement had the most difflculty managing. it could be surmised that :

_ :menagement already peseess the com pstencies requirad for menaglng that
R stakeholder relationship. This i is supported by Hall (1979) who states that'

peopis learn to be oompetent asa natural part of the deve! opment process,

" as long before lndlvlduale come mto an organlsatlon, they heve acquired
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problem selvmg skllls and numerous coptng mechamsms They dld howaver '

. request tramlng in mterpersenal commumcatlon, busmess eense and :

B adaptahlllty, 1o assnst them manage thelr relat;onsbm wlth customers more -
eﬁectlve!y ' : C C

. Thenesd for training in interpersonal cofnrﬁun_ieatiori and mena'genient"ekills' T

'with regards to_&ﬁrrent_ _tra‘inihg and deve_loprhent_ {s‘.ee_Teble_ 38) suggestsa

' -.-ﬁTneed to address the.most'preeeiﬁg .cunc':erns'ekperi_enced.by managemen_t'tq'__-__. o
. date. Whereas, tha requests for training and development in business sense =

“and strategic pereective are not skills needsd immediately, but will be -

requifed to manage- future stakeholder rai'et‘lo'nehips éfféctii:ety’ '(see "Table' s

. 40). Interpersonal sensitivity and eral communfcatlon are also rated asthe .

| --_most frequant competency requu’ed to manage alI f've stakeho[der-
' _ralatlonshlps effectlvely '

- The majority of training and development raq'uested' by 'menegerrierit was

" _cleariy aimed at assnstlng management and staff buxld better human relatlons o

B as presented in Tables 38 and 40, The area .in whlch the tralmng and

o development -wa_s reqm_red, we_re_ similar to those competencies management_ e

'ratad as itﬁportent in the pr‘avieus chaptar. H'ofm'eyr (1 Q_SO)- -etates'that

B valuas and ethicai cenmderattons underlie attitudes and 1t deams that South

- African managers need to understand what values ara, gam an mslght mto

the values that determine their awn behavuour, and be able to comgare and -

-c_o_ntrast their \_;_alues_w:_th. those of others. Binedell (1987) suggests that o

- Organieati-on'_s -adopt | a major management education programms that
‘addresses . the "Values,' 'attitu'des_ and perceptions of what is largely a

- managerial elite. Furth'ermor.e.'he_ suggests that the viewé_ahd 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, ths need
to move away frem discrimination and the he_ed_fo'r'- to_lefance- and openness.
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it is further suggested that management edueatlonallste need to pay more
. attentron to change processes, how: lt takee place and how xt is resisted

o Requeets for c:urrent tramrng -and development, never spacrfrcally stated B

"’pelrtrcal" - skitls, however cempetenmes such - as persuasrveness ‘and

"-._:.negetratlen skrlls, were_ suggested in future management tralnsng and.

o de\r'elepment' {see: "fable "40} Negotlatren skrlls, mdustrlal relations,

) relatlonshrp burldrng and the process of managlng change could bé argued.'."f o

o 'ae heing ektlls necessary for the traneltlen te a d‘*,._ eﬂraey, and would assrst: -

o m easrne and bu'ldlng management staff relatienshlps Aceordlng te o Neal '

B (1985) a great many human skrlls are needed to manage effectrvelyLbut the'
_ mest rmpertant isa capahrhty for managmg change. '

The r’nesr'freduent requests fer-specific -trafning' for future ‘training and

development were busrness sense, strateglc perspectwe and mterpersonal T

sensrtrwty Cempetenr:.les that were thus percelved by management rn-
- 'assmtmg them rnanage, customers, suppl!ers, communrty and empleyees _

- of significant rnterest ls the hlgh request for skills in husrness strategy, or

skills that WOuid grve managamen‘c a firm understandmg of the environment _ |
in whlch thev are eperatmg, that is strategrc perspective '

As thg.envirenment- in which busingss is currently eperatinig is"'er.ctrernely _
“turbulent, it places greater demands on management to predict their future
anvironment, and this js extremely difficult due to the fast pace of change.
~ As stated by Kast (1980) the beu'ndaries betwesn business and its
envrrenrnent have become more permeehle, and axternal forcee are havmg '
a greater influence and impact upon mternal management practices.
_.Accerdlng to Jones and Woodcock {1988) new Iaws governmg how one -
" hires and fires people have been passed and peeple no longer seem to be
commrtted 1o workmg falrly fora fair wage. As assarted by Held (1 967) in
' Buchholz {1 986) the major preblems confrontrng a busmess executwe are

bec:Ommg iess busmess and more sometal in nature.
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' Tom bairi (1979) i Buchhiolz has descrrbed the roie of the manager as hemg
' pohtrco—economlo in nature. Thts Is reflected in the destre for trarmng and'.

- ' 'development in strategro persper..hve and buslness sense for. fut:.lre tralnmg -
C end development (sae Table 40} Buchhoiz {1 986! states that berng a good

_ teohnlcai speorallst was sufflclent for managrng yesterday S oo'poratlon,;'
. however, today one must have moré of a. generahst onentatron tobe & good_ -

L manager and the know-how to deal Wlth more parameters, and more pubhcs T

. ._and to be better lnformed on a w;de range of zssues The researoh thus .

- provecl that there was not a speorfxc set of competencres requlred to manage B '_ '

'_ali the_ stakeholders,_.but they ra_qwr_ed a_r_anga of akril_s and_ compe_tancxes. L

_By prowdmg partrcnpants wrth trammg |n bUSrness strategy, it w:lI enable

- management to have a greater contro! over mfluences in therr axternai

_envrronment as Tromp 11990) states that mangere themselvea ‘ean
srgnlflcantly influence the enwronment wrthin whrch therr organrsatrons '
operate and should not accept it as flxed '

_: The literatUre"eo‘ggesta that age and' qualificati ons”of candidates for s'enior_'

- : management posrt:ons need to ba taken into account as well as the lavel of o

'knowledge and sl-'{lls required for the pOSItIOI’l concarned Tromp 11990}
' 'states that the foous neads to be Iearnar orlentated and a work related o
teachrng or !earmng process needs to be adcrpt.ed

' In summarv, Tromp {1 990] states that the skill to manage successfuliy in a
- fast and changlng en\nronment such as that in South Afrzoa, cannot be _'
. taught by means of a racipe approach it is therefore important that
organisations adopt an mtegrated and holrstro approach drawmg frorn -

numsrous, muiti- disciplinary approaches covermg a wide range of toprcs and =

& varfety of learning techniques and strategies.
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87 -g_'gng'lugjg‘n__ |

" In gonclusion. this chapter presented a summary and i'n:t'a__r'.pfétaﬁc'_rn of th_e'. |

r"r'iéjor' findings. The- féseardh 'queétions* ware e‘xplored and 'disc'Uss.ed L

e _ greater detail. In Chapterﬁ conclusions will be drawn, ilmltatlons dlscussed_
o : and recommandatxons for future research made. ' |

-138 -



6.0

6.1

cHAPTER &

 CONCLUSIONS AND DISCUSSION

-ihtrodu‘ct ion

in this Chapter, flnei conclusmns will be made wnth regards to the "

_mvest[gatlon Speolflcaﬂy the ;nvestlgatlon ‘into - stakeho?ders and o
: competencies wsll he discussed. leltations ‘will be hlghlighted and"
h recommendatlons for future. research WI" be made.

Scope of the 'Reseerohs )

The overall purpose of the study was to |dentn‘v those stekehoiders crltloal

_ to the achievement of huelness success and the manegenal competencles_ -
- requrredto manage those stakeholder relationshlps effectlvelv The rat:onalef '
'prompting this study, was to. assmt orgamsatlons manage the turbulence in _ '

the envlronment mofe effectively, by advocating a stakehold.er approach:- -

. which _wou]d question the conceptual thinking of mana_gem_ent and ._thereby
assist them to be more proactive in anticipating the demands placed on them
by-the internal and external environment.

The research ﬁieth’od used was highly effective ir identifying a well defined

- group of stakeholders existing in the retail en\nronment for. both store
: managers and general managers. In &ddmon, it was successfui in |dent1fylng ' _
~the most important competeno;_es required to manage those stakeholder
_ groups effectively' lt also provided & clear understa'nding'of the a‘ppiicabiﬁtv

of the systems approach in order to understand ' the dynamlc mteractxon' -

oceurring in the mternal and external envnronment énd the commensurate
_' -effects thereof for management..
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. The pd’rpose of identifyingj 'rnanagerial competencies used for managing

s stakehoider reiatronshlps was to a55|st organrsatlons develop a profrle cf the

_rnanager they deem is needed to manage stakeholder reiatronshlps, and
thereafter either select future management who are in possessmn of those-_ '
.- _ competencies or alternatlvely prowde potentlal management wrth the tralnlng

_ and development 10 acquire those competeneles This is partrcularly .

lmportant in Ilght of the unequal representatlon of all races of soc!etles in o -

. most organrsatlons

" A tfocus on stakeholde'rs was chosen in erefe.r'e:nce.to a 'jcb or task:'specfﬁc
- 'analysw. as the researcher felt that a job or task analysls dealt W|th threshold -

competencies, that is thcse cempetencles that are essentlal tc performmg

o L 1ob armed at marntarnlng the orgamsatron as opposed to -those

- eompe*nncres causaliy related to affective and!or superlnr performance ina

'--jUb The researcher thus believes that the cem*ﬂh"’ & advantage .of' _

_manages and entlerpates changes by those groups erztrcel to the :
achievement of business suceess And. hence, the researcher chose to
* identify those competenmes that drff_erentlate supen_o_r performance from_
: .a\rer"age' or poor performance by fo'etrsing on sta_keholders thatar'e_ critical to.
the e_chia'veme'nt of business success. Furthermare, most organisations still

" "think" in terms of traditional stakeholders such as employees, customers '

- " and suppliers, . and in the turbulent emnronment thrs is deemer:! to be too

'narrow a focus

“The overall findings in_dic."_ated_tha_-mp thres stakeholders critical to' the _
achievement of business success, that is employees, customers and
s‘trppliers; ag being indicative of internal change as described by Freeman '

(1984}, internal change re: qurres usto constantly reassess current ob;ectrves -

' and policies in |1Qh'i. ef new demands by groups that wa are used to dealrng
© with. Internal change requires actzon and occurs within the surrent lerng'-
system and it is what we are used to deailng with on a daily basis, but does |
not chailenge our conceptu_a_i map of t_he_ world. Also with _regards to the o




o potentlal stakeholders, no stertllngly new stakehoiders were zdentifted other

- than those suggested and’ represented This could be attnbut:‘d to the fact

I _that management ‘have not yet felt the' presence or emergence of new

o groupmgs as stated by Strauss I“I 990) ar, aiternatweiy, management hae not o

O yet mcorporated the axternal change mto therr day to day reahty, as
- advecated by Freeman (1984) ' o ' o

Furthermore,;' the research aiso id'ent'ifie'd soeci’fi’c cor‘npetencies reqtj'rred'to'z'*

" _ manage spec1ﬂc stakeholder relatlonshlps it was aIso found that the sarne o o |

- competencies ware not requrred to manage the diffarent stakeholders, but_{-_

' the importance of the competencies was. dependent on’ the spec_r;;e"'_

stekeho'l'der This. suggests 'the't' in' order" to cope in the'cﬁang’ir\g socio- R

 political envzronment management requu'e an array of competencies and: L

- _ '_ skll{s No speclﬂc stakeholder tralnmg can b2 prescrrbed, but rather a vast
_ range of trarnmg and. development is requrred drawmg from a range ef S
' disclphnes and a vanety of approaches. R '

: 'QMﬁeEEﬁjmﬂlenimete:iﬂﬁumeeemha:'
' The limitations and criticisms of the research are discussed balow :.

A 'i'imit'ation of the research is tha't the stu‘dy'was conducted within one. rotail
orgamsatxon and as such, the fmdmgs rnay not. he gene .,llsable across all or
' other retau organlsatlene ' ' :

. S_e'cOndIv; the supta competency of managing staff as identified b Dulewicz
{1989) was found to be inappropriats as a com petency to rate stakeholder

' relations-other than with staff. Howewer, the ratings wers still filled in and |
thrs could suggest that there is still some over!ap of dealmg with staff when o

managing other stakeholder relations, |

- Thirdly, the research never took into account the proportion of time spant
- attending to ‘staksholder concerns in relation to all the key responsibility

142




6.3

Y

.areas of managamant As such it wouid have been mtered\‘v,:f to 508 how
~ much of managemant s tlme was spent attendlng to stakehtf Br concers, -

n’t-.

as opposed to other actl\ntles or respons:bllztles i

o Flnally, the tasearch could have baen subject to re5pondent bias Partlcipants '
: _ .may have felt obhged to rate the importance of certam stakehoiders hlgher'
than athers or state that thav spent mare tlme thh certain stakaholders as )
_opposed to others, asa rasult of the petcawad need to fulﬁl some of the : e
_ '.resaarched companv S phllosoph:es and va!ues. R

'Regommeridations for Further Research -

' The fbllo_ﬁring areas of research ai'e ré¢6mmand_ed__ for further study :

'?_ " -_'As the rasearch was condu::tad in one retail organlsatlon thrcaughout'
South Africa, the resaarch fandings could be validated in other retall_ N

_ organisatlons. Depsndlng on the nature of the. retaii busmass selected, : :
- comparisons across job categonas and compamas could ba made or-_- _

.extended to cther Job categorias.

- Tha_sar_n'a stUdy couid_ be done acrbs_é différent job- categories within

_ '_bna organisation"\&hereby specific stakeholde'rs'for that particular job )
would need 10 be |dantlfied first before repltuatlon of the study. This .
woauld asmst depart,. ;énts Wlthln the orgamsatlon for example ina
"support functlon and not dlrectlv mvolved in face to face customer:-'

relatlons, become more sarwce orlentad o o K

. Separate stddies_coul_d be conducted on each stakeholder relationship-
oh the perceived expectations stakeholders have of mansgemeat and

vice versa. This would snable managemant to have a clearer wew on

'the actual stakehaider expectatlons, as opposed to a surmrsed view.
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&Mmesan |
. Company. - o

T _'The researcher beheved that the twelve supra. cempetenc:es as

' ldentlfied by Dulew:cz (1989) wouId cover most of the cempetencles
- required to management stakeholder relaﬂonshlps. The cempetencles _ .

gsidentified by Boyetzis (1982)i |n lieu ofthe competenc:|es determlned_" I

: "'iby Dulewmz (19897 ceuld he used asa variatlon. _

. _-? ' As stated in the'pr'eviot:s' Chebter; the'DUIewicz eiipra combetehdiee- :

-:_--may ot be parhcu!ar!y relevant for managlng the communltv and ‘as.

- __suehg cornpetencnee for managmg ‘the community could be ldentlfled -
' ualng the crmcal lncldent techmque or alternatwely Kel!\t’s Hepertory'
- Grid, : : S

. Alternatlvely, those managers percewed to be eutstandlng performere'
Coor extreme{y competent at managmg the communlty could rate.'

' Duiewuczs supra competencles by the comrnumty, in order to

‘determine a dastmct sat of competenmee for managlng the community.

' Thls could be cornpared to those ef average or peor performers and the ' __ o

- dl.fferenc_ee b_etween the twe groups ce_uid_ be highlighted.

- 'rhe competeney of managing complex sdﬁ;o-polﬁtlnal change a8

" identified by Laplnskv (1989} could be mcluded as an addit:enel -

R competency in any future study

sefulness of the Study for the Ri seé‘_rched '

' The results of the study indicate that managemenf-appear-te still bé thinkirig
~ along the traditions! stakeholdar model, incIudlng empieyees customers and .
euppl[ers As stated by Binedalt {1 987) in turbulent timss this scops is too

narrow a focus and ‘that the model of stakeholder analys:s sheuld be

_ broadened to include forces and i issues presenf in the macro—enwronment. e o
"He further states that in order to understand the stakehelders, ergamsatiens _
need to systematxeally engage, understand negotlete ang respond to various R
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- stakeholdars’ interests in ordar to play a more effective role, Some aspects
of"Freeman's- stakeholder 'analvsis 'ylrere not covered in the re‘s'eareh and -

therefore it could be very useful to embark on a societal and valuos analy515 _:' o

o W|th management. in addltlon, the company coufd ho!d dtecussmn groups S

- ‘with current management in order to dlscuss the flndings m greater detail

) ':_'and stimulate further thlnking Future manegement could be exposed to the '_ R

. fmdlngs |n order to oreate an awarenees of the skllle and. eompetenctes
requnred If they were to fulfll thEIr future responsmllltles effeotwely. Suoh an

."ana]ysm W|Il furthermore gwe new msrght 1o manegement and breaden thelr o

" understandmg of the valuas and asm.lrnptzons that are | drwlng behavzour in - -

'eooletv and rnore speolfloally their market plaoex Blnedell l1987) further.

: suggests that we need to change our organlsation mentality from one of -
) efficiency and a narrow copmg with problems to orgenlsatlons that arg
' wrlllng o exporxment feel sense and challenge tho way thmgs are done.

“The researcher is aleo 'of'the opinion that the impaet Of the' cemrnunity' was - .

interpreted moorrectly, and although management have experienced the
effects of violence and unrest of the seew-peirtlcal envxronment on the shep .
floor, itis beheved that thev perhaps donot have. as good an eppreelatlon of
the economie power of communltles, in partlculer that the organlsetron (-] R
_ ._ _'future potential market is the Blaok market. As stated by Van Lingen (1 987)
'B_laok. Power is now a force in our soe;ety which is not new, but it has_
‘acquired n_ew ' oonﬁdence and avenues of axpression. Although  the
researched company ha__s_be_en'involved in oorpore_te eooial_ responsibility
singe inciption, and the merits advocated at Chief Exacutive Officer level
and. Board level, it is felt that management do not perceive of have not -

considered it as a vitai strategy that will ensure the continued _eur_viVal' ofthe =

- org_-e_hisation in the long run - that is corporate sooial‘ investment.

Hence, euseful exerclse to facihtate en understandlng and to challenge the
current thmklng of management fn terms of stekeholders possessmg the
- ability to affect’ the aehlevement of business suceess is to conduct a
s_ta_k_e_helder aerjlt es_ advocated by Freeman (1984) as dlseussed_ in the
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'Ilterature review. m Cha pter 2. Thls could facmtate an understandlng and an
appreclatlon of stakahalder expectat:ons. Furthermore, management w::uld

" be exposed to an understandmg of the vaiues and the causes behind certaln .

. ideological issues, that is why _staff ware_;_ feeling a hat_re_d__ towards_ a "_White_ 8

company and regime - and if this is really thg case in point, ora perception B

- of management as a result of the apartheid system, which assisted in-

. “allowing people to peep at one another through -I(ey_h_dles.-_ o

The list: of c’dnipéte'ncies'idenfifiéd'in" Chapter 5 as bsing 'fmhortaht in. .

' 'managing stakeholder ralatlons c:ould be added to the skills and cornpetancv
profile _o_f._stora;and gqgg___r_al m srs when selactlng future management.
The compr tehbies & idanti“ this etudy were those characteristics
-parce,ved to diffqrentlate suparib- .;Om ﬁVﬂl’ng and poor performance Thus, -

“although numerous people may pbsses the essentlal or’ “threshold |

: -compatancnas fo parfo.mum} a job, that i is good admmistrauon, flllng, etc,._.

may not be those competencies requ:red or su.,tammg the orgamsaison in

o th ‘ang term. ' ' S - ' '

" The stakeholder pr00939 and analy313 cuuid be used for SpBOIfIC departments '
' within the organlsatlr::n not dlrectly mvalved in customer relations to assist.
“them align their role and _funcuon more strategl_cally with their sustomers

internal to the organisation For exampla, human resource managers or their

departments could identify their current and future stakeholders, determine -

the needs and expectations of these stakeholdars in order to offer them a
rr_lore relevant service. Furthermore, competenctas requlred for suparior o
performance in the position could be identified as a. result of stakeholder |

expectations, This could provide the organisation with specific compatencies -

B raquired to manége human resource stakeholders effectively and as such job
profi[as ‘could be determined wh:ch would assist in the salectlon of future_
human resource personnel.

The compgtencies as stated by Dulewicz could be btoken down and refined
“to be used as an instrument to select future potential by constructing a job
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6.5

o proflte Semor managoment could rate potentlal management on whether

they pOSSESS the specrfred competencles necessary for the speclflc joby and' -

- whiere-the areas for future development are, thus enhenclng selectlon and
- recruitmant technlques L ' ' |

o The use of the critical incident téchnique may assist in the identificetion of

addltlonai oompetEncxes not stated or mcluded |n the Dulewlcz (1989) studv o

- Once the competencles for each specnf:c ]Ob profrie were detorrnlned, it
- . could be used as an mstrument of whlch management could rate the_ S |
possesslon of thelr own compatencms and as such ldantlfv areas for future ' '
development. - L : '

it has also been stated that rEsearch serves to chailenge the conoeptual

'_.thrnkmg of partrcipants, and sets in motlon new . ways and ideas of'_

managing. F{e_sear_ch_ in .|tse!f becomes a_n organlsatlonar .de\relopment
intervention, and thus prepares the ground for futurs training ‘and -

~ development or oon_ceptual thinking at s__l"ater'stage '_{Sc_hrnidt and K.rimt‘.sl_'d,

o 1991), Thus, the rasearch may have increased the aWarehess of the =
_ respondents with regards to therr stakeholders therr potentlal stakeholders .
. and the competencles thev need to mteract with these stekeholders

-~ Conclusion

in oonolusron, the nature of the research was exploretory and took the form_ -

of theory buﬂdlng as opposed to theory testing. For the first time in South -
' Afrloa an attempt at a stakeholder audrt was oonducted and certaln rssues
" and concerns wera hughllghted in an atternpt to determine the issues. and . |

soclo-political challenges facing .rnan_a_geme_nt in today. s - turbulent
e_nviroriment. In addition, it was felt to be a successful method of identifyin’g.

‘the most critice_l' stekehorders aff'ectirig the achievement of bu'siniess.Stjccess'
_end for identifying those competencles: required'to manage 'stskeholder
' -relations effectnvely It thus suggests t© 't there is further scope for future .

research In the area of stakeholder manz.gement Furthermore, it was the -
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."'_:‘first time that'én attempt was made in trying to "daterfnihe ‘the most
- -|mportant competencles “required of - managemant to manage thalr-_

stakeha!der relat.'ons morg effectlvely, The fmdlngs of the research also

suggest that cdmpetencles for managlng in South Afrlca s 'turbulant socm-

: _pollttcai enwronment are multl-facetted

' Furtherrnore, the method used in the study could be usad m orgamsatlons'
asa valuabie management developmsnt mstrument almed ut creatmg some

o certalnty |n an éver changlng world‘
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APPENDIX

SNE *\"‘ET\: \)f" T"Hf; .hinAFFR‘%W\HD JOHAHHESBUR('

B -1"!-::‘(;.ra-.ul.-:_n;hc!uu.-!_:.t fhrampre hm\unmllbtralmn _ co o
e _-j'l'." T Tty oa BT . _|lit,.l. . - .' @ P(J BI‘)KQH‘ W‘I’l“’ .
o : - S . ) 2080 South Alne.s
S S . _ _ . - &1 Embark’
o Dear Parttcipant ST o S 7011 6436641
: o S - ' Fax 1011) 643.2336 .

'_'-aE om ETEN IE FOH 'A”_'cmc ST2 _EH'_LDEHH'LATIONSHIPS |

o ln tcday S changlng sccao-polmcal enwrcnment management is hawng to iake
" into account the various stakeholdsrs eg. smployess, customers; when makmg .
L demsncns both in the internal and external env:ronment in order to maintain and. -
~achieve a ccmpet:twe advantage. To do this effectively management need to
: have the necessary ccmpetenc:es to rnanage their stakeholder relatlonehtps

' We are. currently ccnductlng research In the Fleta;l enwronrnent the majcr' |
objectives being to identify these stakeholders criticat to achieve busmess.
success and the behavioural ccmpetencles as well as characteristics reqwred

- fo interact effectlvely with those stakehclders In. erder to malntain qur
| jeempetmve advantage this research warrants further investlgatlen '

We would appreciate your ass:stanee by ccmpietmg the attached questlennaire_
'and returning it in the enclosed envelope before the 25 June 1892, This
research is ‘being conducted by Meége Bussin in partia! fulfrlment of the
- requirements towards a Mastér of Management (Human Reseurces) degree at -
~- the Wits Busmess Scheol

| '_'.She'uld'yeu need any assistance or clarification in comipleting the questionnaire -
~ kindiy contact her at @1 1) 455-6120 dunng wcrk:ng hcurs Al snfcrmat:cn will

be treated in the strzctest cenﬁdence

Thank yeu'fcr_y_qur_v_aluab}e assistance.

- Yours sincerely BT o
MEGEBUSSIN . MARGARET SUTHERLAND
 Student . Lecturer
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. APPENDIX 2 .

SECTION 1

. A stakeholder can be defined as “Thosa groups without whose suppuﬁ the organisetion would cense to
axist®. A stakeholder is any group.or individual who can be affected or is affectad by the organisation’s
purpose. It is any Qrouping ar indwndual that has an [mportant fnterest in thc Company 3 werfare and
'mwmmw _ _ _

1, Please rate in crder of importance those stakeholders cnncal to the achievement of bumness L
S .success, in terms of the fcllcwing scale & o

o Ne impcrtance to achaeve buslness success .

“ Little importance to achieve businass SUCCess
Imiputtant to achieve business SUGGEES -

‘Very important to achleve busingss success .

: -Critucallv |mpcrtant 104] achieve busmess success n

msana

] " Government

Flnancial Ccm-
munlty {Bars) |

2, Out cf a tctal of B0 unﬂs, hnw rnuch time do ycu spend pcr mcnth attending to. stakehutder"
concarns- .

______'Ernplcvee's-- .
_______" Custumef-s.
Supplsere
- Trade Unions
i Media- -
____ Shareholders
___ Community -
- Goveinment
— Politica! Groups. _
—__ Financial Community (Baaks)

" TOTAL 50

"-_1:61'-._



. BEC 'r]ouz

.Below isa Iist of managemant numpatencles. A |ob competency is an undarlwng charactenstac of a person
. which results in effective andfor superior perfarmance irra job. Please indicate how important you belfeve

APPENDIX.

the managernent performance factors listed below are for you to manage stakeholder relatlonshups in the'

VN@wMAf

Exampls -

- Inteigisienst Sensitivity

No Jmpurtance
_ little importance
* Important |
. Veery important
. Critically important -

_retall enwronment. Please rate the appropnate optuon usmg the fn!lowmg scale :

Gustomers |

Supplers |

Shows no_nsidéraﬁén fot the riesds and
feolings of others; llstans diepassionately, s
not a "selactive” jistenar, recalls key points

[ and takes account of them, s flaxible when B
{l daaling with others, will change own -
poiltfon whenh nthars‘ proposals. warrant it |

“Emplayess |

Achievemem Molnra‘l!l‘m Lo

1 Customars

Sets demsnding goals for salf und othars

" and Is dissatistied with average

porformance; makes full use of own ﬁme
anhd resources; sees a task through to -

. completion, Irtaspontiva of abstanles and

‘satbacks

N E.mptoyﬁéu g

: Suppliers .

Unions |

Coimminity. -

Adaptability ana Resilian'eé

Adapts behaviour to new situationa.
resiliant, maintalns effectiVeness in the face
of adversity or unfairness. Performance
ramainz stable under pressure of oppasition;
does not get irdteble and ammmst retaine
compasure

Ana!ysis and Judgamnnt

_ Seaks all relwant infarmatiun. idantlfies

problams, relates relevant data and

idantifiee. causes, assimilates numearicsl data ‘

accurately and makes sensible

" interpretations; work s precise and
‘mathodical, and relevant detall is not

overlooked. Makes decisléns based on
loglcal assumptions that reﬂant facrual

! iﬂfnrmatlon

Assertivenass and Daclsivaness

| Forgeful in dealing with others; can take

ohargs; |s willing 1o take risks and sasks
new experiences, is decisive, ready to take
dacisions, even.cn lirited information

" ‘Busineas Sense

‘Identifies opportunities which will inttaase
_sales of prafits, selecis and sxploits thosa

activitias which will resut in the largest

. retuTns

: | ) 62-



“APPENDIX :

Mensging Staft

Custorers

Urions. |

Adopts en ajipropriate Interpersonal style -
for achiaving objectives; monitors and
avaluates their work; shows vision and .
| “Inapiras staff; develops the skills and -
cornpatencies of ataff

_Employses

| suppliers |

Oral c::mmmncatinn

Fluent; spsaks olaarly and audibly, with
good Vocabufary; in formal presentations, ig
anthusiastic and lively, tellers content to. -

audience’s loval of 'understandlng e

Pnrsuasmness

] ]nﬂuencna,and persuades uthers to’ glve .
thefr. agrasment and- commitmsnt; in the

- faos of confllct, uses personal influence to

oommumigate proposals, to resch hases for

cnmpromisa and ta reach an aureament

Ptnnninq nnd Organlslnq

- Plans pricrities, 'assig_nmqnm and the
- allocation of reseurces; organises resourcas

efficiantly and effectively, delegating work = |

- to the approprime staff

Stratenln Perspeéﬁve

| Risez shave the datall to see broader issuss
and Implications{ takes acoount of wide-
ranging Inflignces and situations both
inslda and outside the organisation bafora -
_planning ar uatlng

Intatpersonal Sensttivity

Shows conslderation for the néeds and
faalings of others; llstens dispassionately, s
- not & "selactive® listaner, recalls key points
and takes account of them, is Rexible when
dealing with others, will change own -
position when others' prbposals wafrant it

Enarw and Initiative

Makes & strorig, posltwe impressmn, has

authority and ceedibility, is a self-startar and

originator, actively influshces events to

achiave guals, has energy and vitality,

malntaing high level of activity and
producas a high lsvel of output

List any other performmance. hmtom tl‘la‘i you
" . coneider important, which have een
* omitted from the above list,’
- using the same rating scala
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‘seoneny
OPEN-ENDED QUESTIONS

| 1. ‘Which sﬁkehqlder'rélétibﬁshiﬁ do you currently _h_a__vé_the"inost dif_fiéuft? rh_an_adihg' 4

. APPENDIX i

Ly

Please state reasuns . -

' What traintng and deveIOpment do you think: the company should pru\nda to help yuu'
-manage those relationships mentioned in Question 1 7 {Make reference to the fist of
' competenc1es on vour quasuannatre {f you s0 requtre} : S

Within the next 'S - 10 years, who do vou percewa ta be your potentlal stakehoiders m‘_'

- order of :m‘portance (pnanty! ?

C O What tralning and development do you think you will need to hélp you prepare for the

future stakehoider relationships you mentioned in Question 4, if any ? (Make- reference IS -

'the Ilst Of competenciea on your quesﬂunnanra if you so require}

e 164 “_.



APPENDIX 2

. BIOGRAPHICALDETALS . g -

B F_"-fe'ase._prd\gidé the following information by ticking the appropriate options T

General Manager |

- Store Manager.

.

As th15 research invast;u#tes the 5|m|lar|t|es and dlfferences across a range af categorles, WOUTCI _ .
you please mdncate the popuiatlon group 10 whsch you beiong : :

casian | 1 Bk
- White - 1 S _quoured '

A;ge Gmu'p.':

Below 25 1 .._25.'10-30.

‘311035 | | 36a0dAbove

o 'G_eo'gréphical'ﬁegion :

Orange Fres State |~ - = | - Transvaal

y _Westarnﬂb_a’pe S L . Eastern Cape

- Natal.- .

Your highest educational qualification :.

S 8/Std9 o ' Matric

Technicon Diploma | | University
or Equivalent ' . o ~ Degree

Other -

STORE LOCATION

SUBURBAN
COUNTRY _

THANK YOU FOR COMPLETING THIS QUESTIONNAIRE
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