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*  OF

&

FOR

EFFECTIVE WORKPLACE MANAGEMENT

THE CASE

OF

SEVERASElW^^

MZIMKHULU SAMSON SAGA



ROLES AND COMPETENCIES OF FIRST LINE MANAGERS 
FOR EFFECTIVE WORKPLACE MANAGEMENT: THE CASE 

OF AMALGAMATED BEVERAGES INDUSTRIES (ABI)

MZIMKHULU SAMSON GAGA

A research p ro ject subm itted to the Faculty of E ducation, University of the 
W invatersrand , in partia l fulfilm ent of the requirem ents fo r the degree of 

M aster of Education in Education Policy and M anagem ent

Johannesburg

Septem ber 1998



DECLARATION

I declare that this research project is my own unaided work. It is being submitted for 
the degree of Muster of Education in the University of the Witwatersrand. 
Johannesburg. It has not been submitted before for any degree or examination in any 
other university.

Mzimkhulu Samson Gaga



ACKNOW LEDGEM ENTS

I would like to thank my wife Zandiie. and my two lovely daughters, Avuyile and 
Sanele for the support they gave me throughout my M Ed programme. Without their 
understanding, endurance, support and encouragement, my studies would have been 
difficult to complete.

Sincere thanks goes to my friends with whom I engaged in a healthy competition 
around who would be the first to complete a Masters programme ana proceed to 
further academic pursuits. These jocular interlocutions infused me with renewed 
energy during difficult times when a cop-out seemed to be a sensible option for me. 
Particular thanks goes to DV Dlamini who spent his valuable time editing my work.

I further wish to thank ABI management, in particular the Human Resources Manager. 
Mr Pierre Bleeke. for allowing me to carry out research in their company during busy 
periods. Special thanks goes to the Training Manager. Karen Vi pond and Maropeng 
Rapoo. the Training Administrator for their assistance in organising interviews for me 
and their readiness to provide information.

Finally, thanks to my supervisor. Dr Shirley Sebakwane for her professional guidance.



Abstract

This research sought out to establish the extent to which first line managers - team 

leaders, supervisors, foremen - are considered part o f the management structure and. 

therefore, carry the attendant responsibilities. Secondly, the research aimed to 

ascertain whether supervisors are adequately developed and prepared to effectively 

manage all aspects of the workplace. To achieve these aims, the researcher studied the 

roles played by first line managers, and the attitudes of middle managers and 

shopfloor employees towards first line managers. So too. the competencies required 

b\ first line managers for effective workplace management were studied.

The research was a case study conducted at Amalgamated Beverages Industries (ABI). 

Interviews were conducted with the following people:

» the Human Resources Manager who provided information on the changes that had 

taken place in the company:

• the Training Manager who gave insight into training attended by team leaders: and

• the employees who offered their views on die role of team leader.

Team leaders and middle managers completed a questionnaire on various issues such 

as the competencies required by team leaders, the role of team leaders, and others. A 

research conducted by the National Productivity Institute (NPD among some South 

African companies on similar issues' was used in this research.

The researcher discovered that team leaders at ABI were generally regarded as part of 

management by both middle managers and shopfloor employees. However, the role of 

team leaders was n.'t clear to many employees. It was recognised that there were 

certain activities that should be carried out by team leaders but were currently not. 

Some of these activities are performance management, goal setting, and budget 

control.



Concerning the development of team leaders, the researcher found that ABI had 

offered a variety of courses to team leaders, yet lacked a cohesive development 

approach and programme.

The researcher concluded that the status of team leaders, as well as their motivation, 

could be enhanced by allowing them to take full responsibility for shopfloor employee 

management. Also, it was concluded that the development of team leaders would be 

more effective if it was holistic and located within a planned programme. 

Recommendations for ABI's consideration have been made on some of these aspects.
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CHAPTER 1: INTRODUCTION

1.1 THE PROBLEM AND  ITS SETTING

1.1.1 THE STATEMENT OF THE PROBLEM

The process of change both at a macro (i.e. at national and political i. and micro

(i.e. at work place) levels, that South Africa is undergoing at the moment requires

effective change management strategies, A number of changes occurring at a micro 

level demand the development o f new skills and competencies among the present 

cadi-e o f management at all levels. One of the changes taking place in the working 

environment is the restructuring o f organisations from deep hierarchical structures 

to flatter structures, that is, structures with fewer management levels. Significant in 

this change is the formation o f self-directed work teams with team leaders who 

play a more meaningful role in terms o f decision-making. These structural changes 

are said to be the foundation o f good business practice, for among others, they lead 

to effective management o f information as well as to prompt decision making. 

Another significant change is the promotion o f  historically disadvantaged groups - 

blacks and women - to more senior positions through affirmative action. The 

Employment Equity Bill (1997) aimed at anchoring this change, is likely to take 

effect and impact on employment practices. This development calls for new 

approaches to the management o f people, both from new entrance into managerial 

positions and from those who have already been managers fo ra  long time.

There is a general understanding that while change needs to be supported from 

above - by senior management - it needs to be driven by line management. 

However, for line managers, particularly first line managers to be able to manage 

the process of change effectively, they need to be fully equipped to do so. Holistic 

training that develops the technical expertise as well as the people skills such as the 

interpersonal, communication and diversity management skills o f supervisors, is 

one way to equip them for effective management o f change. Such training may 

well be lacking in South African industry. Another way o f equipping supervisors
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for effective management of change is acknowledging in word and deed that they 

are part o f management. This is achieved by affording them the opportunity to take 

decisions on a wide range of issues. This too may not have been the case in South 

African industries.

Working in various companies as a human resources consultant, the researcher has 

observed a perception gap between senior and first line managers concerning the 

role of the latter at the work place. This gap arises from the difference between the 

actual activities undertaken by supervisors and the expectations o f their seniors. 

While supervisors may be officially construed as being part o f the management 

structure, they are not given all the managerial responsibilities that befit their 

position. In many instances supervisors claim that they are only expected to ensure 

employees work properly, are on time, and that the machines are in good working 

condition. They are not involved in other management activities such as conflict 

resolution, wage negotiations, staff appraisals, and others. These are handled by 

higher levels o f management. Thus, supervisors do not perceive themselves as 

being part o f management.

Another observation is that man}' supervisors in South Africa are not adequately 

trained to handle labour relations since their training is confined to the technical 

aspect of the job. In situations where the workforce is unionised, supervisors find 

themselves unable to resolve even minor shopfloor disputes due to their inferior 

knowledge of labour relations compared to that o f shopstewards. Thus they refer 

all shopfloor disputes to senior management, a practice that is time consuming and 

counter-productive. In addition, supervisors are unable to motivate staff because 

they are not in control o f rewards and sanctions. Their contribution in enhancing 

productivity is. therefore, limited.

Considering that these are observations and broad generalisations, the researcher 

undertook a study on one of the major companies in South Africa. Amalgamated



Beverages Industries (ABI). to determine the extent o f  realism in these 

observations and generalisations.

1.2 TH E IM PO RTA N CE OF TH E STUDY

The return o f South Africa to the international markets ana global competition has 

brought about challenges that require serious efforts to upgrade its human 

resources skills. So too. the demands o f world class manufacturing and continuous 

changes within organisations call for an appropriately skilled and highly motivated 

labour force. The initial target for training should be the management echelons as 

they have a responsibility to lead and motivate the rest o f the employees to higher 

levels o f  productivity. This means that substantial financial resources have to be 

allocated for the training o f managers, particularly first line managers. I f  this be the 

case, the return on investment must be visible in the improved performance of 

these managers. Such improvement is enhanced by appropriate training, high 

motivational levels, and an enabling environment.

ABI spends approximate!) R50Q 000 per annum on the training of supervisors.1 

The training, according to the Human Resources (HR) manager, is aimed at 

creating a culture of continuous improvement through the promotion o f self- 

analysis and increased skill level o f employees. The expenditure on training o f 

supervisors happens at a time when the company is undergoing structural changes.

ABI has changed its marketing strategy from one in which staff operated in certain 

designated areas to one o f specialising in different channels. There is. for example, 

a channel that services each o f the following retailers:

• Pick "n Pay:

interview conducted with ibe HR Manager in M a y  ;997.



• Cafes:2

• Service stations: and

® Ediu. Ation and leisure outlets.

On the production front, changes have occurred which include the merging of three 

departments, namely. Maintenance. Quality, and Production into a single unit. This 

was the result of a business process re-engineering exercise that discouraged the 

silo effect o f operating and promoted a cohesion of activities. The purpose was to 

ensure proper multi-skilling and better results for the company as a whole/

These changes mean that responsibility on a number of issues has been cascaded 

down to teams themselves, under the leadership of their team leaders. Decision 

making now takes place at the lowest level o f management. There is an intention to 

give team leaders more responsibility in matters such as the hiring and dismissing 

of staff, team goal setting, performance management and performance feedback. 

These changes also mean that an individual supervisor will now be responsible for 

more and diversely competent employees in his or her team.

Such a scenario requires that supervisors be highly motivated through feeling that 

the}- are pan of management. So too. the scenario demands that the training 

supervisors receive fully prepare them for the management o f  people.

1.3 AIMS OF TH E RESEARCH

The research aims to :

» establish the extent to which first line managers are considered part of the 

management structure and. therefore carry the attendant responsibilities: and

- HR Xianager interview: M ay in g ?
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• ascertain whether or not supervisors are adequately developed and prepared to 

effectively manage all aspects o f the workplace.

1.4 TH E RESEA RCH  QUESTIONS

The research attempts to answer the following questions:

aj Are first line managers regarded as part o f the management team?

b l Does the training currently provided to first line managers sufficiently meet

the need to develop the required competencies for effective workplace 

management?

1.5 SCOPE AND LIM ITA TIO N S

The research investigated the responsibilities of first line managers across race and 

gender at ABI. An attempt was made to reach all supervisors at the Midrand plant. 

However, only 60° b of supervisors participated in the research. Whereas ABI has a 

number of plants within Gauteng and in other provinces, only one plant was 

approached for this exercise due to time constraints.

The research further looked at the training courses provided by ABI to supervisors 

and compared these to their stated roles, as well as what supervisors perceived to 

be their training needs. In keeping within the limited framework of the study, the 

researcher did not evaluate the training courses, thus an opinion on the efficacy of 

these courses cannot be expressed.



1.6 STk V C T u k E o f  t h e  s t u d y

Firstly the literature related to this research project will be reviewed in Chapter 

Two. Chapter Three describes the research design, its effectiveness and its 

.limitotions. A presentation o f the findings follows in Chapter Four. Finally, the 

researcher concludes with the discussion of the findings and some 

recommendations in Chapter Five.
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CHAPTER 2: LITERATURE REVIEW

Although there is an abundance of literature on management training, for example,

Bittel, R. L, and Newstrom. W.J (1990). Nanda R. (1988) etc. very little of this

concerns itself with the training o f supervisors in South Africa. This has serious 

implications for scholars of management development in this country because 

management is not a universal phenomenon. While some general lessons can be 

learned from other countries, every  society and culture is unique. Therefore, an 

approach to management that takes into account the context within which it is 

practised, is required. Bettignies i 1975:6). in support o f this view, posits;

Whether management is the science that academics would like 

it to be. or an art as practitioners would prefer to see it. or 

both, in today's environment, management principles are not 

universal. As Hagen put it. fifteen years ago: "Principles o f 

business administration are not absolute, they are relative to 

the culture o f the society".

This was true in 1975 as it is true today, Due to this lack of South African 

literature, the research relies, therefore, on Western literature in understanding the 

debates around the issues it seeks to investigate. Related literature will cover the 

following:

e the need for supervisory training: c

« approach to supervisory training: and 

® supervisory competencies.



2.1 THE NEED FO R  SUPERVISORY TRAINING

In today's changing technology supervisory training needs to be recognised as a 

critical success factor in making organisations gain a competitive edge. This 

appears to be the theme in some literature dealing with the training o f supervisors. 

Keitch and Serine (1993:180) argue that since the late 1970s. technological 

changes have led to structural changes, thus encouraging many companies in the 

United Kingdom to "devolve more responsibility to work groups to plan, 

implement and monitor their own output, experimenting with various work group 

models." These new responsibilities demanded that a process of supervisory 

empowerment through training be embarked upon. Keitch and Serine (1993) 

perceive the need for supervisory training as arising our of advancement in 

t e r ’'.'gy and the pressure for structural re-engineering of organisations.

The emphasis on technological changes as a catalyst for supervisory training is 

supported by other research, Senker 11994:46) contends-

the principal need for training supervisors does not arise from 

the need for them to manage work groups, but from the need 

for them to play an active part both in facilitating 

organisational and technological change derived from more 

senior management initiatives....

Other writers, however, go beyond technological reasons in their perception of the 

need for supervisory training. A recognition o f a supervisor's role that extends 

beyond mastering the technical aspect of his/her job. to understanding how to 

interact with and creatively utilise the human resources for the benefit of the 

organisation, is expressed. This additional role was in the past expected of 

managers, but Burrows 11984) argues that supervisors perform management tasks, 

albeit to a lesser degree. Required in their training, therefore, is a basic concept of a

8



‘management role" as a dominant theme. Burrows posits that "Management is a 

practical subject; it can be defined as ‘getting things done through the agency of 

people and other resources' and in supervisory training this management training 

must be practical" (1984:293).

According to Burrows (1984). supervisory training that incorporates this 

’management' ethos is one that would include modules such as the nature and 

purpose o f  supervisory management, the roh  o f  the supervisor, communication, the 

supervisor as a leader, motivation, supervising the working group, and industrial 

relations.

Supporting this human side to the supervisor's role is Phillips (1985). In his 

discussion o f the supervisors role. Phillips (1985) points out that although the 

technical aspects o f  his/her job are important, the most important are the 

interpersonal skills. These include the ability to "interact with employees, peers, 

staff groups, and upper management" (1985:8). Philips further posits that most 

supervisors possess the necessary technical skills, but lack administrative and 

interpersonal skills. This situation could be corrected through training that 

incorporates these skills.

Nave and Thomas (1984:) argue that the ability to manage people is most critical to 

the success of an organisation. They see the lack o f skills development in this area 

as the principal cause o f organisational problems. According to Nave and Thomas 

(1984:3):

One of the key elements in managerial success is the ability to 

motivate and manage people. However, the skills to work 

effectively with personnel do not automatically come with the 

title of manager. Ineffective management in this area is

9



undoubtedly the cause of more organisational problems than 

any other factor.

Nave and Thomas (1984) advocate for an approach to manage that takes seriously 

the development o f interpersonal skills in supervisors. They, however, 

acknowledge that the development o f these skills is a lengthy and costly process 

that requires investment in time cost.

While these two positions on the training o f supervisors are not necessarily 

opposed, they place separate emphasis on the need for training. Also, the research 

referred to thus far raises universal concerns applicable in any business 

environment. Debates on supervisory training in South Africa would need to have 

an added dimension to them. Developments in the labour arena, such as the 

promulgation of the new Labour Relations Act 66 (LRAj of 1995. require an extra 

set o f competencies from first line managers. The power given to workers in the 

LRA, to be more involved in decision making through the formation of workplace 

forums, may mean that supervisors should develop competencies to lead a more 

sensitised workforce. This may mean training in negotiation skills, conflict 

resolution and other relevant skills. Furthermore, the diverse cultural make-up of 

work-teams resulting from the implementation o f affirmative action programmes, 

and the introduction of new business processes such as multidisciplinary teams, 

require supervisors to understand, value and gain competencies to manage diversity 

at the workplace.

2.2 APPROACH TO SUPERVISORY TRAINING

Another debatable issue among scholars of management development is the 

theoretical model from which supervisory training is premised. Contestants in the 

debate are views that effective supervisor}' training starts by changing attitudes, 

and those that believe that effective training starts by changing behaviours. The
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Concise Oxford Dictionary defines attitude as a ‘‘settled mode of 

thinking”(1983:56). Behaviour, on the other hand, is defined as “way of 

conducting o n ese lf (1983:80).

The attitude modelling approach espoused by Nanda (1988) on the one hand, 

argues that a critical success factor in supervisory training is artitudinal change. 

Dodds (1987). on the other hand, holds the view that a behaviour modelling 

approach that seeks to change behaviours as a starting point will lead to other 

changes with minimal difficulty, and will ensure success.

Nanda (1988) classifies the changes into:

« knowledge:

« attitudes:

» individual behaviour: and 

» group behaviour.

The most important in the training process is attitudinal change:

What does the supervisor bring to (organisational change)?

The most important trait is his or her attitude about change.

The progression from worker to supervisor to. later, middle 

and top manager are all related to attitude. How comfortable 

an individual is with change will determine the person's 

success at developing into a supervisor and becoming an 

effective member of the management team il  98 8:27).

Nanda (1988) further emphasises the importance of time in the development of 

supervisors, and argues that the length of time is determined by the nature o f the 

programme and the difficulty with which the desired changes are achieved. These 

changes are in order o f difficulty with knowledge being the lowest and group

11



behaviour being the highest. The following diagram illustrates the process of 

change:

Group Behaviour

Individual Behaviour

Attitudes

ggS Knowledge

Time Involved

Diagram 1: Time and difficulty involved in m aking different types o f  change

The diagram above illustrates that i: takes a shorter period o f  time to change the 

knowledge base of supervisors than i: does to change behaviour.

A complete process of change fr;m  knowledge ro group behaviour leads to 

organisational performance. For Nanda (198Si. the failure o f  most development 

programmes is a result of attempts "to go directly from knowledge to supervising a 

group without a change in individual attitude..." (1988:27). Nanda (1988) sees 

attitudinal change taking place when people are informed o f what changes are 

occurring in their organisations and in themselves, and how these changes affect 

them. He therefore calls for training programmes and self-assessment instruments 

that measure whether people have the abilities or skills to change or not. Only after

12



this stage can people develop strategies to set goals, manage change and seek new 

sources and directions for change f 1988:27),

Dodds (1987) argues that the traditional approach of changing altitudes first is not 

as effective as the behaviour modelling approach in the training o f supervisors. 

According to Dodds (1987). an effective learning process is one that begins by 

teaching people specific skills and giving them immediate feedback. This will lead 

to changes in behaviour, improved results and'finally, changes in attitude. Dodds" 

approach places emphasis on:

...getting supervisors to experiment with and "try on" new. 

more effective behaviours. Through these new behaviours 

they achieve better results - results that, in the eyes of the 

participants, prove that thev have increased their skills and 

effectiveness as supervisors. When this is accomplished, the 

need for the trainer to work actively at attitude change 

becomes superfluous: the attitude change comes automatically 

as a response to increased knowledge, ability, and results 

(1987:294).

The diagram below attempts to illustrate how diametrically opposed are Dodd’s 

(1987) and Nanda's ! 1988) approaches.

13



imtog]

Diagram 2: Behaviour Modelling Challenges Tradition, Dodds

To strengthen his theory. Dodds draws an analogy between the behaviour 

modelling approach to supervisory training and giving coaching instructions to 

tennis players. The following diagram captures succinctly the analogy:

B ehaviour M odelling 

Learning Process Tennis Instruction Supervisor Training

Behavioural
objectives

S tep-b y-step  C ritical steps
description  o f  stroke

Positive model Instructor
demonstration

Film video of 
critical steps used 
successfully

Skill practice

Immediate
feedback

i
Student 
practice stroke

Instructor
criticises

Supervisor practices 
using critical steps

Supervisor receives 
feedback on use of 

steps
Diagram 3: D ifferent m ethods o f  Imparting skills
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The models presented thus far offer a basis on which a South African approach to 

supervisory development can be discussed. More than choosing one model over the 

other, an approach that recognises the strengths of both models and builds on them 

would seem to be appropriate to the South African supervisor. While .Nanda's 

i 1988) theory appears lucrative and relevant, it falls short o f specifying the way in 

which supervisors will develop specific skills o f coaching, motivating, resolving 

conflict - to mention just a few. Dodds" (1987) model, on the other hand, whereas 

it does indicate the process o f skill development, it fails to take into account the 

changing context within which that development happens.

Another fundamental point that the two approaches fail to address is the 

environment within which the newly acquired skills are to be practised. Many a 

times supervisors are sent on courses that aim to improve their knowledge and 

skills without due consideration o f the environment. The acquisition o f knowledge 

and skills is but one of the elements that lead to improved performance. 

Performance is a result of the presence o f ability - which is achieved through the 

acquisition o f knowledge and skills - willingness, and opportunity. Willingness is 

an internal attribute that is dependent on motivation. Opportunity, however, is an 

environmental factor that is beyond the control o f the trainee. Often the 

opportunity for the supervisor to practise new skills is dependent on the 

willingness o f the middle manager as well as co-operation from the employees. 

Such willingness and co-operation is achieved through a common understanding, 

by all involved, o f the training that the supervisor has undergone, and a common 

understanding o f the role of the supervisor. A development approach, therefore, 

that focuses exclusively on the supervisor, and neglects to involve the middle 

manager and employees, is unlikely to change the environment in which the 

supervisor operates.



2.3 SUPERVISORY CO M PETEN CIES

The importance of training and development for an enterprise to achieve its

business objectives cannot be overemphasised. A variety of training methodologies

throughout the world have been applied to transfer knowledge and skills. A 

methodology with growing popularity both here and elsewhere is competency- 

based training. Competency-based training focuses on the ability o f the learner to 

master specific skills, acquire underlying knowledge, and develop certain attitudes 

or values in order to perform a task. Meyer (1996:34). defines competence as:

the integration o f knowledge, skill and value orientation.

demonstrated to a defined standard in a specific context.

He also states that a competency is only useful if  it can be demonstrated or 

measured and this by definition requires standards of performance and statements 

of the parameters or context in which performance is required (Meyer, 1996:36).

Competency-based training is important in the workplace in that it assists 

employees to achieve a level of performance in a specific area in a measurable 

way. Gerber ei al (1998:460) quotes Dubois (1993) as saying that competency 

based approach is the employee’s capacity to meet or exceed a jo b 's  requirements 

by producing an expected level of quality within the constraints o f the 

organisation's internal and external environment.

The job requirements o f supervisors in many business enterprises demand a

combination o f technical and people oriented competencies. There appears to be 

consensus among practitioners of management development in terms of requisite 

competencies for supervisors and middle managers. Chamberlain (1995). in Gerber

16



et al (1998:461) considers the following competencies as crucial in the 

development of supervisors:

» Team motivation skills;

• People handling skills;

» Facilitation skills;

« Strategic thinking skills;

» Assertiveness skills:

» Communication skills; 

a Innovative skills:

• Technical understanding; and

• Productivity understanding.

Bittel and Newstrom Cl990:8) list similar competencies for supervisors. They 

indicate that in choosing supervisors, higher management normally looks for the 

following qualities:

• Energy and good health;

• Abilin to get along with people;

• Job know-how and technical competence;

» Self-control under pressure:

• Dedication and dependability:

» Ability to stay on course;

® Teachability:

• Problem-solving skills:

• Leadership potential; and

• A positive attitude toward management.

Clearly, there is more propensity towards people management skills in supervisor)' 

competencies. In the South African context, people oriented competencies for

17



supervisors include such elements as Black language proficiency, cultural 

understanding and an understanding of Industrial Relations (IR). The National 

Productivity Institute (NPI) investigated supervisory competencies in a variety of 

industries and discovered a greater leaning towards people management skills. So 

too. the NPI research yielded a 60 -i00o separation between transactional and 

transformational competencies respectively. Appendix B provides a list of 

supervisory competencies as identified by the NPI among companies in South 

Africa in 1994. O f note among these competencies is the emphasis on people skills 

and understanding of labour relations. Understanding o f labour relations is of 

particular imporcance in the context of the new Labour Relations Act.

An issue which the literature that has been surveyed is notably silent on is the 

differences between men and wou.en team leaders. It is not clear whether the 

competencies referred to in this literature are applicable to across genders. It is also 

not clear whether women, given their particular needs and social standing, would 

require different competencies to perform effectively as team leaders or not. This 

issue was. nevertheless, raised with team leaders at ABI. as is discussed in Chapter 

Four.



CHAPTER 3: RESEARCH DESIGN

3.1 QUALITATIVE RESEA R C H  M ETHODOLOGY

The term qualitative research has no single universally agreed upon definition 

(Fidel 1993: 220). At times it is defined as an antithesis to quantitative research, 

and often in terms of the different approaches utilised such as field-wcrk, 

naturalistic inquiry, grounded theory and participant observation. It. however, has 

the following fundamental beliefs: that events must be studied in their natural 

settings; and that events cannot be understood unless one understands how they are 

perceived and interpreted by the people who participated in them (Tuckman 1994: 

389). Qualitative methods permit site-based analysis that can uncover the unique 

oVert and covert workings of a particular context (Crowley 1995:57). Accordingly. 

Mackay and _chuh (1991: 424) and Tuckman (1994: 388) propose the following 

features of qualitative research:

» the natural setting as the data source and the researcher as the key 

data-collection instrument;

• it attempts primarily to describe and secondarily to analyse;

» the concern is with process, that is. with what has transpired as much

as with the product or outcome:

« its data is analysed inductively as in putting together the parts of a jig-saw 

puzzle: and

• it is essentially concerned with the interpretation of phenomena, that is. the 

why as well as the what.

The features indicate a departure from the hitherto commonly used positivistic
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method which emphasises detachment from the phenomenon and the setting being 

studied in order not to influence or be influenced by it. The features also emphasise 

the inductive approach rather than the positivistic deductive approach. Process and 

not only the product is o f essence. Furthermore Mackay and Schuh (1991: 425). 

Morse (1994: 43) and Wilson and Hutchinson (1991: 266) maintain that the goal of 

qualitative research is understanding and discovering meaning. In so doing. 

Eisenhart and Howe (1992: 648) suggest that the following attributes are important 

for a good study:

Completeness:

Appropriateness:

Clarity:

C omprehensiveness:

Credibility: and 

Significance.

This presupposes a well organised methodological approach that would 

demonstrate these characteristics from data collection to analysis and reporting. 

Careful preparation prior to the study, thoroughness during the study and taking 

into account the relevancy of the study in terms of its credibility and significance 

which are the attributes o f scientific research but not necessarily a positivistic 

stud)’, are essential. The next section therefore, presents the discussion of literature 

related to data collection taking into account these attributes and presuppositions.

Although qualitative research methodologx has had a long history in studies of 

anthropology, philosophy, and sociology (Hasselkus 1995: 75), its use in education 

has only been acceptable in the last twenty to thirty years (Hopkin 1992: 133: 

Tierney & Lincoln 1994: 107), Examples of qualitative research in higher 

education are not many due to a lack o f  understanding of the method, training and 

the notion that for research to be scientific it has to be positivistic (Whitt 1Q01:
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406). Much of the training in research has hitherto emphasised the "scientific" 

research methodology, which has been positivistic quantitative research 

methodology. Literature related to qualitative research methodology is further 

evidence of this as it is almost exclusively authored in the 80's and 90‘s. 

Nevertheless, qualitative research methodology has developed to become 

acceptable in research in education with specific traditions.

The term tradition, according to Evelyn Jacob (in Gall ef a! 1996: 592), refers to 

“...a group o f  scholars who agree among themselves On the nature of the universe 

they are examining, on legitimate questions and problems to study, and on 

legitimate techniques to seek solutions." This definition refers to researchers as 

well as theorists (Gall er al 1996: 592). These traditions are not isolated but do 

interact with each other and are influenced by each other resulting in cross-, 

fertilisation (Gall er -?/ 1996:592). This at times results into transformations of 

traditions with time. Gall et al (1996: 592) also contend that researchers within a 

given tradition may at times disagree on epistemological assumptions and other 

matters making k difficult to provide "an exhaustive list o f and definitive 

description of research traditions."

Gall et ai (1996: 593/, however, provide one o f the most comprehensive lists of 

qualitative research traditions classified into three main paradigm, based on the 

type o f phenomena to be investigated. These are: investigation o f lived experience: 

investigation o f society and culture: and investigation of language and 

communication. He. however, mentions that the list is not exhaustive as the field of 

qualitative research is undergoing rapid development (Gall et at. 1996: 594).
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3.2 TH E CH O ICE OF M ETH O D O LO G Y  FOR THIS STUDY

3.2.1 The Survey M ethod

A survey was conducted in o f one o f ABTs plants in Johannesburg. ABI is a large 

firm that manufactures soft drinks for Coca Cola. It has a few factories in the 

Gauteng Province and in Durban. The researcher received permission from a 

factory in Midrand, north of Johannesburg, to conduct this research.

The factory employs a staff o f about 160 and about 35 of these are supervisors. 

The structure of the organisation has been collapsed into smaller self-directed work 

teams with team leaders.

The survey method was chosen in this research for a number reasons. Part of the 

research deals with perceptions of individuals in different levels of the 

organisation. The most commonly used method of soliciting perceptions resident 

among a large population without necessarily contacting everyone is a survey 

l Cohen and Manion. 1980). This is achieved through employing sampling 

techniques that provide a representative opinion. Given the number of employees 

and supervisors at ABI. the survey method seemed most appropriate.

A survey methodology has both advantages and disadvantages. One of the 

advantages, according to Kerlinger (1973). is that a survey method ensures 

accuracy of information. Kerlinger (1973). argues that in order to maximise 

accuracy o f information, the most effective method is the survey:

Survey information is accurate -  within sampling error, of course.

The accuracy o f properly drawn samples is frequently surprising.



even to experts in the field. A sample o f 600 to 700 individuals or 

families can give a remarkably accurate portrait o f a community -  

its values, attitudes, and beliefs (Kerlinger. 1973:422).

Whereas the population surveyed was not as large as indicated by Kerlinger {1973). 

the principles o f accuracy and ability to probe attitudes through interviews remain 

the same. Therefore, a survey method was used in this research to ensure the 

accuracy of information received, as well as to probe attitudes.

Another advantage o f  employing a survey is related to time and accessibility of 

respondents. Time and accessibility constraints necessitated the use of a survey in 

this enquiry. Ideally, the researcher would have liked to employ an observation 

technique in order to verify the information provided by respondents. However, 

lack o f time and accessibility to the work environment prevented the use o f such a 

technique. Thus, the researcher resorted to the use of sampling as one o f  the ways 

to gather data.

There are, however, some disadvantages associated with a survey as a research 

methodology. One o f these is the potential, inherent in a survey interview, of 

temporarily removing the respondent from his or her social context. The awareness 

of being in .erviewed can. according to Kerlinger (1973). lead the respondent to 

interact with the interviewer in an unnatural manner, thus rendering the results of 

the survey invalid. It is possible, however, to limit the effects of removing 

respondents out o f social context by handling them skillfully, especially through 

phrasing and asking questions carefu lly , as has happened in this research.

In this survey the researcher employed triangulation as a methodology, Cohen and 

Manion (1985:254) define tri angulation as "the use of two or more methods o f data 

collection in the study o f the aspect of human behaviour". Triangulation was 

chosen because this research deals with perceptions and human behaviour in the



social sciences, and it requires both qualitative and quantitative information. Cohen 

and Manion (1985:254) point out that:

triangular techniques in the social sciences attempt to map 

out. or explain more fully, the richness and complexity of 

human behaviour by studying it from more than one 

standpoint and. in so doing, by making use o f  both 

quantitative and qualitative data.

The researcher triangulated by collecting data from interviews and questionnaires, 

studying in-house documentation in the form o f job descriptions, and using a 

research study conducted by the NPI.

3.3 DATA GATHERING M ETHODS

Wolcott (1992: 6) suggests that like all research, qualitative research has dual facets 

joined in complementary opposition like the two sides of a coin. These are ideas 

that drive the work, as well as inquiry procedures with which the researchers pursue 

these ideas. Sometimes these two are pulled apart to the extent that they become 

almost separated, and sometimes the}" are recognised as intertwined and 

complementing each other. The philosophical basis o f  qualitative research 

methodologies is. therefore, phenomenological interpretation and understanding, 

also referred to by Steckler ct at 11992: 2) as the "insider's view." This is usually  

accomplished through a multi-method approach (McMillan & Schumacher 1993: 

416-417).

The commonest data collection methods are observation, interviewing and 

document analysis (Anderson eta!. 1994: 108; Tuckman 1994: 393). Morse (1994: 

45) suggests attendance at meetings as another method which may be included in
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observation, Wolcott (1992; 19) identifies these methods in daily language as 

watching, which is observation: asking, which is interviewing: and reviewing, 

which is archival or document analysis. These are also akin to experiencing, 

inquiring, and examining respectively which are natural phenomena.

O f the three methods the most common is interviewing. It is also used in 

quantitative research by utilising the questionnaire, which is also the most 

commonly used instrument in quantitative research (Ormala 1994: 46). The 

interview is referred to as the oral questionnaire (Best & Kahn 1993: 251) and is 

preferred in qualitative research because of its flexibility. The interviewer usually 

structures sessions loosely to allow the interviewees to discuss events that are 

important to them (Morse 1994: 46). The researcher is the key instrument for data 

collection (Tierney & Lincoln 1994: 110: Roy 1991: 105). This enhances flexibility 

in that the researcher may design subsequent questions based on the previous 

answer as well as the non-verbal expressions.

Being a multiple method approach, all three methods are usually used in a single 

study to complement each other. Document analysis, for example, provides insights 

into the setting and supports other data (Whitt 1991: 411). This enhances the 

credibility of the study by triangulation of methods. At times, conventionally 

positivistic methods such as questionnaires are also used in qualitative studies. 

Where used, they are either used as complementary methods for purposes of 

triangulation, or as follow-up methods to further examine the phenomenon being 

studied.

Qualitative researchers collect data by interacting with people and by obtaining 

relevant documents (.McMillan & Schumacher 1993: 372-373). Sources of data 

are. therefore, information-rich persons and archival documents. Information-rich 

persons are selected by purposive sampling whereby the researcher purposively
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selects individuals who are knowledgeable of the subject under study. Snow-ball 

also referred to as network sampling is then used, which means that one 

interviewee suggests the next person! s) who can provide relevant information. It is 

also called sampling by referrals iMcMillan & Schumacher (1993: 378-381). 

Crowley (1995: 59) suggests case sampling and criterion sampling as two 

additional sampling methods that can be used. These are sampling based on a case 

and those based on certain criteria, such as age or gender. McMillan and 

Schumacher (1993: 382) further suggest that Sampling is dynamic and the sample 

size depends on the following factors: die purpose of the study, the focus, the 

primary data collection strategy and availability of informants. The approach used 

in terms o f  data, its sources and how it was secured in this study is explained in 

relation to the research question mentioned in Chapter One.

3.3.1 Data G athering For This Study

The collection of data for this stud), was linked to and aimed and answering the 

main questions the study attempts to investigate. The questions are whether or not 

line managers are regarded as part o f the management team, and whether or not the 

training currently provided by A 8I to first line managers sufficiently meets the 

need to develop the required competencies for effective workplace management.

Are firs t line managers regarded as part o f  the management team?

The above question is broad and extremely open-ended. A variety o f issues had to 

be considered in seeking a response that would at least come clove to answering it. 

The researcher explored the following issues with various respondents:

« the role o f  the team leader;

e activities that occupy most o f the team leader's time:

• perceived status of the team leader: and
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• the team leader's involvement in decision making.

Information on these issues was collected, in a variety o f ways. Information was 

received from ABI and from a separate research that was conducted by the 

National Productivity Institute ( XPIi,

At ABI an interview was conducted with the Human Resources Manager who 

provided an overview of the changes that were taking place in the com pany. A 

questionnaire soliciting the opinion o f supervisors themselves was sent and 

completed by them. Another questionnaire was sent to departmental managers 

while interviews were conducted with employees. Questionnaires given to both 

supervisors and managers were self-administered and anonymous. Anonymous 

questionnaires were selected to maximise reliability and to encourage honesty and 

frankness. Kerlinger (1973) points to the advantages of self-administered 

anonymous questionnaires:

With most or all o f  (the questionnaire's ) items o f the closed 

type, greater uniformity o f  stimulus and thus greater 

reliability can be achieved. ...A  second advantage is that, if  

anonymous, honesty and frankness may be encouraged 

(Kerlinger. 1973:487).

The researcher further obtained job descriptions o f a sample of supervisors so as to 

stud}- the activities they perform. This would give an indication o f their role and 

whether or not this carried enough weight to merit a management position. Ten job 

descriptions were obtained from supervisors working in different areas.

The NPI conducted research in 1996 among twelve South African companies. The 

research included a question on the role of the supervisor for organisational
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renewal and efficiency, as well as their status in the workplace. The companies that 

participated in that research are:

• NISSAN SAfPTY) LTD

.  EDGARS STORES LTD

.  PRQVIXCLUL ADMINISTRATION OF THE FREE STA ROADS 

.  TELKOM SA LTD 

.  VOLKSWAGEN OF SA (PTY) LTD '

• SENTRACHLM LTD 

.  FOSKORLTD

• CON ROUX LTD

.  NATREF(PnnLTD

• DORBYL AUTOMOTIVE PRODUCTS 

'  FOODCAN: A DIVISION OF N.AA-IP.-UC

information received from the NPI research has been highly valuable in informing 

this research. In conducting its research the NPI consulted supervisors, their 

managers and their subordinates.

Does the training currently provided to first line managers sufficiently meet 

the need to develop the required competencies fo r  effective workplace 

management?

A variety of sources provided information on this matter. An unstructured 

interview was conducted with the Training Manager at ABI. The reason for the 

unstructured interview was to solicit as much information in a relaxed atmosphere. 

Kerlinger (1973) posits that unstructured interviews are more flexible and open, 

thus allowing the interviewer the liberty to define the content, sequence and 

wording of the questions. The result of such a technique is the vast amount of
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information gathered due to the leeway permitted in alternating questions 

(Kerlinger. 1973:481).

To get an understanding o f the adequacy o f training, the researcher had to enquire 

about the kind of skills and knowledge that supervisors require in order to perform 

in their jobs. The literature provided an insight 'into this. Also, responses to a 

questionnaire sent to supervisors gave an indication of what they thought they need 

as well as the training they receive and the value they place on it.

At the time o f die research ABI had not had a complete and packaged training 

course for supervisors. However, a list of modules that would constitute a training 

course had been developed. So too. ABI used the services o f a training consultant 

to compile a list o f generic competencies that would guide the development of a 

training course (Appendix Cl. The researcher studied the modules and the generic 

competencies and compared these to the competencies discussed in Chapter Two,

3.4 SAM PLE OF RESPONDENTS

A questionnaire was sent to 15 supervisors (Appendix A) and responses from 9 

supervisors were returned. This amounts to a response rate of 60%. This is 

sufficient for the purposes o f this research.

The biographical details requested in the questionnaire were level o f education, age 

and gender. So too. the length of time in a supervisory position as well as the 

process by which an individual became a supervisor, were requested. The 

researcher felt that these factors could influence the kind of response the supervisor 

gave.
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Five departmental managers were given questionnaires and a 100% response was 

received. These managers are second in the line management structure and team 

leaders report to them.

A third group o f  participants was the employees who form w ork teams that are led 

by team leaders. Due to low literacy levels among many o f the employees, 

individual interviews were chosen instead of a questionnaire, A total of 11 

employees were interviewed from three different departments. This is a spread of 

employees throughout the shopfloor. Their views, therefore, can be said to be 

representative o f their co-workers. Employees in the support functions of the 

business were excluded from the research.

3,5 TH E LIM ITA TIO N S OF TH E RESEA RCH  DESIGN

Whereas the researcher attempted to give questionnaires to as many and varied - in 

terms o f race and g en d er-team  leaders as possible, it was beyond the researcher's 

control to ensure that a diversity o f people responds to ensure representivity. Also, 

due to sensitivities around issues o f race, the researcher avoided to solicit 

information related to race. Fortunately, though, there were responses from both 

genders. The sample, therefore can be said to be representative in terms of gender.

Another limitation of this research design relates to the evaluation of the 

supervisors' training course at AB1. Due to time constraints and the fact that the 

course had not been fully developed at the time of the research, it was not possible 

to evaluate the effectiveness of the course. Howe' er, the modules presented to the 

researcher and the supervisor competencies developed provided sufficient 

information for the researcher to come to a .unclusion about the efficacy of the 

course.



CHAPTER 4: FINDINGS

The findings in this section are reported in terms of the subquestions raised. Within 

each subquestion, both the responses from the questionnaire to supervisors, and the 

information gathered through a questionnaire with employees and management are 

reported. Findings from the documentation follow thereafter.

4.1 ARE FIRST LINE M ANAGERS REGARDED AS PART OF t h e  

M ANAGEM ENT TEAM?

The following issues were explored with respondents in order to get a composite 

understanding of whether or not supervisors are regarded as part of management:

• the role of the team leader:

• activities that occupy most of the team leader" s time:

» perceived status of the team leader: and

• status of women team leaders.

Responses of participants to the research are reported on these issues in turn.

4.1.1 ON THE ROLE OF THE TEAM LEADER

Team Leaders:

33% of team leaders saw their role as the management of people. This role 

perception was couched in various language, The following were some of the 

responses:
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'Efficient m anagem ent o fp e o p le  in o rder to bring the best out o f  th em "

"To be part o f  the team, interacting, advising and training":

"My role is to lead the team to its objectives through co-operative work by the 

team acting as a unit

"Counselling and guiding workers to achieve 'optimum performance standards set 

up by the company ",

Some team leaders ( 20% ) saw themselves as a "go-between" between management 

and employees. This was reflected in responses such as:

"I am an ear fo r  management and workers to see that there is no holding back 

from  both sides "

"...that o f  an interlink between senior management and employees

10% mentioned the technical aspect o f plant maintenance as part of their role.

Team leaders also mentioned some management tasks which they thought should 

be earned out by them but were in fact precluded from doing so. These included 

things such as:

• setting the budget for their division:

• deciding on the allocation of resources such as the type o f trucks to use for 

specific deliveries:

• contributing to the business plan: and

• human resource issues such as recruiting and setting standards.



It is clear that team leaders at ABI would like to see themselves as part of 

management. However, the fact that there are activities which they regard as 

management activities that should be performed by themselves and yet are not. 

leaves them with a feeling of inadequacy and self-doubt. Thus, they continue 

regarding themselves as a conduit between management and team members.

Departmental Managers:

Various managers saw the role o f the team leader as mainlx being one of managing 

people within a team. Verbs such as "coach", "motivate", "guide", and "co­

ordinate" were repeatedly used in their responses. 50% of managers described the 

role o f  team leaders as one of coaching and motivating to maximum performance. 

400o highlighted communication as the main role o f the team leader. 

Communication could be within the team and between management and the team. 

Yet another 400 n saw the team leader in a leadership role. O f significance is the 

observation that all these roles have much to do with the management o f  people. 

Only 10% included the operational and technical aspects o f the work as a team 

leader's role, in addition to that o f people managenient. Tasks such as ensuring 

production output, nousekeeping, safety, and maintenance o f equipment were 

mentioned by this group. This, however, does not in any wax lessen the im portance 

of the operational and technical aspects of the team leader's role. Rather." it 

indicates the areas o f  emphasis and priority in what managers expect from team 

leaders.

Most managers see team leaders as part of management. The roles they ascribe to 

team leaders attest to that. However, they feel that team leaders need improvement 

in their people management skills, particularly communication skills,



Employees:

Although 30% of employees pledged ignorance as far as the role o f team leaders is 

concerned, a substantial number ( 70° o) described the role of the team leader as one 

of managing them, Employees saw the role of team leaders as:

"w ensure that all employees are present and work according to AB1 standards";

"to listen to our problem s":

"they relay management instructions to us":

"sometimes coaches us, sometimes sends us fo r  training".

The above comments ascribe to the team leader a role o f managing people. These 

views are similar to those expressed by team leaders themselves and by their 

managers.

It is significant to note that 30% o f employees did not know the role of team 

leaders, More significant is the fact that some employees said they see the team 

leaders as an obstruction rather than the facilitators of effectiveness and efficiency. 

This allegation was supported by assertions that some team leaders create factions 

within the team through favouritism: do not want to take suggestions from 

workers: and have bad communication skills and often use vulgar language when 

addressing employees. Clearly for these employees, team leaders are not seen as 

part of management.

Some o f these sentiments were corroborated by some managers who said that 

although team leaders know how to fix technical problems on the line, they need 

training on how to deal with their people. Suggestions were made by these

34



managers that team leaders need to be trained in interpersonal skills and need to 

improve their attitude.

Job Descriptions:

The ten job descriptions obtained from ABI represent a cross section of the 

business. Job descriptions are for the following positions:

4  Team Leader Materials Handling:

4  Merchandising Team Leader;

4 Presence Manager (equivalent to a team leader):

4  Channel Distribution manager (equivalent to a team leader):

4  Senior Account Manager (equivalent to a team reader):

4  Warehouse Supervisor:

4 Team Leader Pet Production:

4 Team Leader Wet End:

4  Team Leader Dry End: and 

4 Settlement Supervisor,

All the job  descriptions clearly indicate the following:

a) Purpose of the role of Team Leader: 

b i Key Result Areas and Objectives:

c) Performance Standards and Criteria: and

d) Behavioural Dimensions.

For the purposes o f this research the first two issues are paramount. In terms of the 

purpose o f the role o f the team leader and key result areas and objectives, the table 

below is an example o f the contents o f the job descriptions.



Position Purpose Key Result Areas

j Team Leader: 

j Materials Handling.

!
i

Leading, coaching and developing Materials 

Handling Team in order to provide a customer 

excellent service to Production and Distribution 

Department.

1. Facilitating people development 

and team cohesion.

2 . Co-ordinating and organising daily- 

material handling activities.

j 3 , Administering stocktake.

J  personnel safety records, 

j  4 . Maintaining housekeeping and 

' safety standards.

1 5 . Apply ing values.

j Presence Manager

!I

To achieve customer service excellence and 

contribute to profitable volume growth by 

managing brand presence and developing, 

implementing and maintaining merchandising 

standards at the point o f  purchase.

1 1. Leading Team and facilitating team 

! development.

! 2 . increasing channel presence.

: 3 . Implementing and Maintaining 

customer sen  ice programs.

4 . Maintaining administration and 

keeping records.

5 . Applying Values.

Senior Account 

Manager

i

i

To achiev e customer service excellence, brand 

loyalty and increased volume growth by 

developing, implementing and maintaining 

effective account plans, and facilitating team 

training and developm ent.

!
i

j

1. D evelopin’ and implementing

account manager plans,

2 . Achieved profitable volume 

growth.

3 . Implementing and maintaining 

customer service plans and 

programmes.

4 . Maintaining integrity o f  account 

systems, policies, procedures and 

standards.

5 . Facilitating account managers and 

other team member development,

6. Applying values.

Table 1: Example of Job Descriptions
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Most team leader jobs are similar in terms o f the key result areas and objectives. 

Variations appear with respect to the specificity of the job or the area of 

responsibility. Behind each key result area and objective lies a list of activities that 

further explain what is expected of the job (Appendix D).

The team leaders' job descriptions maintain a balance between the operational and 

the people management aspects o f the job. However, it is evident that greater 

emphasis is placed on aspects o f facilitation, leading and coaching. All these are 

activities that require people management competencies. From the job descriptions 

therefore, it is clear that team leaders are. to a certain degree, regarded by the 

business as managers in their own right. They are expected to lead shopfloor 

employees as well as manage productivity. These expectations, however, do not 

match the expectations o f other companies from their team leaders.

N ational Productivity Institute:

The NPI found in its study of twelve organisations that eleven had redefined the 

role o f their supervisors to be o f a higher status and with a higher level of 

autonomy ana responsibility (NPI Report. 1996:8). The nature of the changes to 

the role o f the supervisor was as stated in the following table:

From To

Being described as called “team leader", "senior worker", j Having a higher status and being 

"supervisor", "pace setter", "working foreman", "foreman". ] described or called "working team- 

"assistant to manager". j leader". "coach", "facilitator",

j "supervisor”, “controller", “foreman", 

j | "junior m anager, "future manager".

Having little autonomy over issues such as maintenance, 

equipment or materials purchasing in their own section: 

functioning as little more than an agent to forward 

management's decisions and operational targets to 

employees: being a buffer between management and

Having much more real decision-making 

and management autonomy over ideas 

such as budgeting. performance 

management, performance feedback and 

control over workers, work
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workers. planning/schedulling.

Being remote, office-bound 

administrator supervisor'foreman. providing 

inputs;assistance to management, administering staff matters 

such as time sheets, leave, discipline and performance 

problems.

Still having some responsibility for 

technical work, such as computer-based 

process control, quality control

Having some technical responsibility, or being technically 

the most competent person and pace-setting worker, doing 

operational troubleshooting.

Being accountable, respons'ule for 

providing resources (tools, equipment) to 

teams, for preventive and reactive 

maintenance o f  machines and equipment.

j Participating with management in long- 

! term operational planning and controlling, 

j and strategic decision-making.

I Having an individual and team-coaching 

| responsibility: clarifying individual and 

j team roles goals: facilitating contact

' between customers vendors and the team
i

Table 2: The Role of the Supervisor for Organisational Renewal and 

Efficiency:NPI

A comparison o f the role of team leaders at ABI and best practices in other 

companies yields areas o f  commonality. An improved role of a supervisor in other 

companies encompasses responsibility for team coaching, responsibility for 

providing resources to teams, and being responsible for preventive and reactive 

machine maintenance. These activities are also expressed in the job descriptions 

for team leaders at ABI.

There are. however, also significant areas of difference in what is expected of team 

leaders at ABI and these other companies. Team leaders in the NPI companies are 

also expected to participate with management in long-term operational planning 

and strategic decision-making: and hav^ real decision-making and management 

autonomy over budgeting, performance management and performance feedback.



These activities require competencies such as strategic thinking and budgeting, 

which are associated with management. They also require well developed 

communication skills due to the component o f performance management and 

feedback. Team leaders at ABI are not required to undertake these activities. Thus 

their "management" role is less profound than that o f  team leaders in other 

companies that have redefined the role of a supervisor and allocated a higher status 

to the position.

4.1.2 ON ACTIVITIES THAT OCCUPY MOST OF THE TEAM LEADER'S 

TIME

Some team leaders responded to this question by allocating percentage points to 

the activities that occupied most of their time. Percentages were allocated to the 

activities in the following manner:

ACTIVITIES PER C EN TA G E

Team purpose (meaning nor clear: 64

Team building and moral

Housekeeping 3

Breakdowns 15

Meetings 3

Personnel matters 3

Overtime 1

Training

Ordering spares 2
First Aid

"

Other team leaders mentioned a variety o f activities which can be separated into 

two groups, people-oriented and technical-oriented. Activities which can be 

classified as people-oriented are:

• Communicating;
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o On the job training: and

• Guiding subordinates to perfect performance,

These were mentioned by almost 20° o of the respondents. Other activities, which 

were mentioned by almost S0°'o of the respondents, can be classified as operational 

and technical-oriented. These are:

• Controlling distribution costs:

• Managing shortages:

« Recording production:

• Maintenance:

» Planning and checking: and

• Administration.

The above activities occupy most time of the m ajority  of team leaders. These are 

management activities. However, the}- have little to do with the management of 

people. It might appear that there is a discrepancy between the high percentage 

that has been allocated to what some ream leaders refer to as "team purpose" and 

the activities mentioned above, h  should be meirioned that it is only 10° o of team 

leaders who spend 64% of their time on "team purpose",

The split between people management tasks and operational tasks is consistent 

with the job descrip tions of team leaders. It is alro consistent with the views of 

team leaders regarding their role. Furthermore, the low percentage (209 6) of team 

leaders who are occupied with communicating, coaching and guiding activities 

corroborates the employees' opinion that most team leaders need to improve on 

their communication skills.
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4.1.3 ON THE PERCEIVED STATUS OF THE TEAM LEADER

Team Leaders:

Team leaders were directly asked whether they see themselves as part of the 

management team. To this. 66% responded in the affirmative. Reasons for this 

were cited as mainly the fact that team leaders were empowered to take decisions 

and were responsible for the decisions made in their respective teams.

However. 33° b did not see themselves as pan o f the management team. Some of 

these felt that team leaders have to be 'hands on’ part of the team and 'follow 

management direction". Others indicated that they were not included in decisions 

and thus did not feel as being part o f management. This is a significant number 

whose feelingf may lead to lack o f motivation and hence a negative effect on 

performance.

Departmental Managers:

Asked whether they viewed team leaders as part o f the management team. 90% of 

managers responded in the affirmative. Their reasons were all based on the 

involvement o f team leaders in decision making, Most managers posit that team 

leaders are allowed to make decisions on operational matters such as ordering 

spares, working on employee leave and others. The other 10°b of managers 

regarded team leaders as pan of management sometimes but not always. They felt 

that team leaders made decisions only on the day-to-day running of the business. 

They were not involved in long-term planning and therefore were not really pan of 

management.
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Employees:

90% o f employees viewed team leaders as part o f management whilst 10° o did not. 

The reasons for the minority view were that team leaders took sides with 

employees on many issues, such as when they need capacity and demand that 

casual workers be employed. Ironically, the reason cited should make these 

employees view team leaders as managers. The following are the reasons 

mentioned by those who viewed team leaders as managers:

"they relay im tni^riom  and decisions f iv m  management

"they attend management meetings and represent as

"theyside with management in many issues":

"they enforce authority over us and ire respect them as managers".

Generally, most shopfloor employees and some managers see team leaders as part 

o f management. Various reasons are forwarded for this opinion. Decision making 

appears to be the primary reason for this status o f the team leader at ABI. Team 

leaders are seen to be involved in decisions that affect employees on the shopfloor. 

However, some team leaders and managers feel that the scope of decisions is not 

wide enough for team leaders to be regarded as part of the management team.

4.1.4 ON THE STATUS OF WOMEN TEAM LEADERS

Although there ate some women supervisors, especially in Channel Distribution at 

ABI. there is a shortage of women in Production and Warehouse. Asked about this 

shortage of women supervisors, team leaders gave varying responses. 45% of team 

leaders, including 20% of women said that management does not think that women
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are fully capable to do the job. 10% pointed to what they referred to as 'cultural 

tendencies of the work force", as a cause for the under-representation of women in 

supervisory positions. This was construed by the researcher to refer to the fact that 

the workforce is predominantly male.

Asked whether women team leaders would need a different kind of training to be 

able to do their job. 77% stated that this was hot necessary. They felt that women 

were just as capable as men. and in some cases, even more capable than men. to be 

in supervisory positions. The remaining 23% felt that women would probably need 

technical training as they lacked mechanical or electrical experience.

4.2 DOES TH E TRAINING CURRENTLY PROVIDED TO FIRST LINE 

MANAGERS SU FFICIEN TLY  M EET THE NEED TO DEVELOP THE 

REQUIRED CO M PETEN CIES F O R  EFFEC TIV E W ORKPLACE 

M ANAGEM ENT?

In soliciting views on the effectiveness of training it became necessary to examine 

the respondents' perceptions of what the important competencies that a team leader 

requires were. For the sake of simplicity respondents were asked to comment bn 

important skills and knowledge required by the team leader, rather than on his or 

her competencies. The researcher also enquired about the contents o f the training 

that team leaders are currently undergoing as well as contents o f the planned 

training programme. These are captured under the following sub headings:

* Important competencies required by the team leader: and 

» Contents of the available training.
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4.2,1 IMPORTANT COMPETENCIES REQUIRED BY THE TEAM LEADER

Team Leaders:

Skills:

All ream leaders identified people related skills as the most important skills 

required by the team leader. 70% of the team leaders mentioned skills such as:

• Communication;

• interpersonal: 

a team building:

» coaching:

• counselling: and 

» facilitation.

Facilitation skills were seen to be important due to the fact that team leaders are 

expected to facilitate the development o f their team members. Other skills 

identified are more operational and these are problem assessment and solving, 

planning and organising, as well as prioritising and delegation o f  tasks. 10% of 

the respondents mentioned plan! maintenance as a requisite skill for team leaders.

Knowledge:

20% o f team leaders mentioned Business Communication as the important 

knowledge they needed. Another 30% recognised the understanding of the Labour 

Relations Act as critical to the success o f the team leader. Other knowledge areas 

mentioned are:

« know ledge o f the production plant:

• knowledge o f team 's background:
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» knowledge of the team leaders' level of authority and understanding of key 

performance measures; and 

. e knowledge of available training programmes.

Team leaders were further asked to indicate which of these skills and knowledge 

they needed to improve. The only skills mentioned by 10% of the respondents are 

assertiveness and written communication. Other team leaders thought that they 

were adequately competent and did not need further skill improvement.

In the knowledge arena. 30% needed to know the Labour P "htiotis Act, while 20% 

needed to learn more about cross-cultural communication and knowledge of the 

background of team members. So too. company rules and key performance 

measures were mentioned as knowledge that is lacking among some team leaders.

Departmental Managers:

Managers felt that team leaders needed the following skills and knowledge:

Skills:

• motivation:

« interpersonal:

» leadership:

» active listening:

• communication:

• assertiveness:

• coaching.

The above people skills were mentioned by 80% of the managers as important. 

Other skills identified are operational and technical and these are:



• time management:

• maintenance:

• administrative;

• planning:

• organising:

« computer skills.

Knowledge:

Knowledge required by team leaders was identified as:

<» knowledge of ABI Midrand Bottling;

• awareness of quality:

• knowledge of team members:

« Industrial Relations procedures;

• Knowledge of the process and machinery problems.

The skills and underpinning knowledge identified by both team leaders and their 

managers collectively comprise the competencies needed by the team leader at 

ABI. There is similarity between these competencies and those discussed in 

Chapter Two. The only difference is that Chamberlain (1995) includes Strategic 

Thinking Skills among the skills required by a team leader.

Greater emphasis is placed on people oriented competencies both in the literature 

and in the research conducted. Also, there is agreement that team leaders reed to 

be technically competent and possess a thorough understanding of the operational 

issues, Undefined at this stage is the level of technical competence that team 

leaders need. There is certainty that the job requirements of team leaders involve 

high level of interaction with people on the job in order to ensure maximum 

productivity and effectiveness. Therefore, it can be concluded that team 'eaders 

need more training in people oriented competencies.
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4.2.2 CONTENTS OF AVAILABLE TRAINING

All team leaders who participated in the research have attended training of one 

form or another. Some respondents have attended a one-day. in-house training 

course. 55% of the respondents have attended training on Industrial Relations. This 

appears to be the most frequently attended course by team leaders at ABL Other 

training that has been given to team leaders is in the areas o f ;

• personal empowerment,

« learning techniques.

• train the trainer.

• interaction management, and

• mega manufacturing.

The training areas or courses referred to above are isolated modules rather than 

parts o f a whole training programme. At the time of conducting the research. ABI 

was negotiating with an external training provider. Livni & Associates, who would 
assist with a training programme for team leaders. The envisaged training 

programme is broad and covers a wide range of competencies. Included in these 

are those that have been identified by both employees and middle managers'as 

lacking among team leaders. These are team leading and relationship building, and 

communication (see Appendix C for a comprehensive list).

The group o f competencies that Livni & Associates will be developing among 

team leaders appear to meet most o f the requirements of the job descriptions. In 

fact, there are competencies that the nature o f  the job  does not require at this stage, 

or that the environment does not provide for practical implementation. Computer 

literacy is one of the competencies that the current job descriptions o f many team 

leaders, particularly in production, does not require. This, however, does not imply 

that computer literacy is not a useful skill to be acquired by team leaders.
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Another competency that Livni & Associate's programme will develop is 

competence with regard to financial management. One of the elements in this uni: 

is the management of the team budget. The job descriptions currently do not 

require team leaders to manage team budgets. Furthermore, it has been reported by 

team leaders that they are not involved in the management o f team budgets at this 

stage. Therefore, training them in these areas might prove to be a futile exercise if 

the acquired skill is not going to be immediately applied.
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CHAPTER 5: CONCLUSION AND RECOMMENDATIONS

This study sought out to establish the extent to which first line managers are 

considered part of the management structure and. therefore carry the attendant 

responsibilities. Secondly, the research aimed to ascertain whether supervisors are 

adequately developed and prepared to manage all aspects of the workplace 

effectively. The term "first line managers' has been used in this research to refer to 

all leaders at the bottom end of the management structure, or the top end of the 

shopfloor employee level. These may be known as supervisors, team leaders, 

foremen, or channel leaders. In this research the term supervisor and team leader 

has been used interchangeably to refer to the same individual.

The overall purpose of the research was to assist Amalgamated Beverages 

Industries (ABI) to understand employee and management perceptions of team 

leaders, the role they play in workplace management, and the competencies they 

require for effective management. This would assist ABI to embark on a team 

leader development programme that would be relevant to the needs of the 

individuals and of the company.

It is important at this stage to conclude the research under the following headings:

e the role of the team leader at ABI:

® important competencies required by team leaders: 

e recommendations.

5.1 THE RO LE OF THE TEA M  LEADER AT ABI

The question of whether or not team leaders are regarded as part of management 

hinges around the role that team leaders play Lvan organisation. Empirical research
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has established that shopfloor employees at ABI generally do not know what the 

role o f the team leader is. Some see the team leader only as a conduit between 

senior management and themselves, and for these employees such a role is not 

important. Others see the team leader as a person \vho listens to their problems and 

tries to solve them. Nevertheless, most employees view leaders as part of 

manac:ment because team leaders, according to them, attend management 

meetings and relay management decisions and instructions to the shopfloor.

It has emerged from this research that middle managers view team leaders as pan 

of management because the latter are allowed to take decisions that affect the 

shopfloor. However, some managers fee! that the team leader's management role is 

less significant as their level o f  decision making is limited to the day-to-day 

running o f the production plant. Similar sentiments have been echoed by some 

team, leaders.

Most team leaders also see themselves as part of management despite the fact that 

there are some acxivities they would like to cam - out. but are currently not allowed 

to do so. These activities include budgeting for their teams, hiring, team goal 

setting and performance management. Documentary evidence in the form of job 

descriptions attests to this assertion. Thus some team leaders feel disempowered 

and hence not fully part o f management.

Job descriptions at ABI show that team leaders are not expected to carry out the 

above activities (see Appendix D). Similar research conducted in 12 South African 

companies by the National Productivity Institute (NPI) reveals that the chugging 

role o f team leaders encompasses higher levels of responsibility. Team leaders in 

these companies are expected and are trained to conduct performance reviews with 

their team members. Also, they are responsible for team budgets as well as for 

recruiting team members. These responsibilities enhance their status as managers, 

thus raising their levels o f motivation.
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5.2 IM PO RTA N T CO M PETEN CIES REQUIRED BY TEAM  LEADERS

Literature reveals that team leaders require technical, operational, and leadership 

competencies to be able to manage the workplace effectively. The following 

competencies are identified in the literature review (Chapter Two) as essential for 

team leaders:

» Team motivation skills;

• People handling skills:

• Facilitation skills:

• Strategic thinking skills:

® Assertiveness skills:

» Communication skills: 

e Innovative skills;

® Technical understanding: and 

» Productivity understanding

With the exception of strategic thinking and facilitation, all o f these competencies 

were also identified by both team leaders and middle managers at ABI. Most of 

these competencies fall within the sphere of leadership, 'hus placing greater 

emphasis on the people management facet of the team leader's role.

It has also emerged in the empirical study that most team leaders at ABI lack 

communication skills. Both middle managers and shopfloor employees have raised 

this as a cause for great concern. This indicates that the training of team leaders has 

not successfully instilled the importance o f communication as a necessary tool for 

team cohesion.
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The development of team leaders at ABI has hitherto been piecemeal and isolated. 

Team leaders have been sent on short courses on issues such as personal 

empowerment, learning techniques, train the trainer, inr'"Str ia!  relations and others. 

The application of newly developed skills on the job has not been successful for 

some team leaders.

'  3 RECOM M ENDATIONS

The main purpose of the research was to investigate the status o f  first line 

managers at ABI. the role they play in workplace management and the 

competencies they require for the fulfi! '.ent o f  that role. Empirical research 

conducted in the company through interviews, questionnaires and document 

reviews has culminated in the following recommendations.

5.3.1 RECOMMENDATION 1

ABI should strive for the achievement of clarity among team leaders on what their 

role in workplace management is, Whilst the job description indicates the purpose 

o f the team leader's job. the document does not sufficiently explicate the 

importance of  this role. This clarity can be achieved dirough constant feedback and 

performance management with senior management. The benefit will be the 

elimination of feelings of inadequacy among some team leaders, and hence 

increase levels o f motivation.

5.3.2 RECOMMENDATION 2

The role of team leaders should be clearly articulated to shopflooi employees who 

form p a l  o f the teams. Team cohesion that leads to improved team output can only 

be achie\ ed when there is a shared understanding of each other's roles, Team 

building sessions should be regularly held with teams so as to increase this
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understanding. The benefit will be the achievement of a common purpose and an 

alignment towards a common goal

5.3.2 RECOMMENDATION 3

The responsibilities of team leaders should be increased to include aspects such as 

the recruitment of team members, performance review o f team members and team 

goal setting. This will maximise delegation at shopfloor level and allow teams to 

be truly self directed. It will also increase the status o f  the team leader and 

positive!} affect morale.

5.3.3 RECOMMENDATION 4

ABI should conduct diversity management training on the shopfloor. This training 

will assist team leaders to gain a better knowledge of their team 's background, 

improve cross-cultural understanding and attempt to solve some of the 

communication problems i'ck ntified by employees.

5.3.4 RECOMMENDATION 5

The development of team leaders should be holistic and integrated. A programme 

that will develop all the important competencies should be selected. Unit Standards 

for team leaders need to be developed and aligned with the requirements of the 

National Qualifications Framework iNQF). This means that those Unit Standards 

would need to. among others, reflect the presence of critical cross-field outcomes 

as defined by the NQF. Although a Standard Generating Body (SGB) for team 

leaders has not yet been established, a proactive approach to the development of 

Standards for team leaders will place ABI in a good position in the sense that its 

Standards can influence national Standards.



A good programme alone is. however, not a panacea for non-performance. The 

environment within which team leaders operate should also be made conducive for 

the practice of new skills. This implies that the development o f team leaders should 

include employees and middle managers. By understanding the development that 

their team leader is undergoing, team members will support and co-operate with 

the team leader. That will make the team work closer together and thus improve 

team performance.

The involvement o f middle managers in team leader development should be more 

than merely informing the former about such development. Middle managers 

control the environment in which team leaders operate. They should therefore be 

closely involved in the development o f team tenders. This can be achieved through 

a programme that encourages middle managers to jointly select and monitor 

assignments or projects that team leaders will be doing.

5.3.5 SUGGESTIONS FOR FURTHER RESEARCH

This research has provided insight into the role played by team leaders at ABI. 

Secondly, the research has highlighted the status o f team leaders and the 

competencies they require. T hirdh. the research has concluded by offering 

recommendations on how to improve some o f the weaknesses among the team 

leader community. Key among vhwe recommendations is the process that should 

be followed in developing team ‘.qqiier.

An area o f  further research, particularly for ABI. would be to assess the extent of 

change after team leaders have gone through a development process. Although 

return on investment is difficult to measure in financial terms, improvements in 

work culture, communication tnd ream cohesion can be immediately measured. 

Success in these areas would reflect positively on ABTs quest to be counted 

among World Class companies
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It is notable that the majority o f respondents did not see the difference between 

men and women with regards to the competencies required by team leaders. This 

difference might not be readily visible at ABL especially because women 

supervisors are currently found in the Distribution function, and not in Warehouse 

and Production. A challenge would be to employ women team leaders in the other 

two. historically male dominated functions, monitor and measure their performance 

against the performance of their male counterparts. This could be an area for 

further research.
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APPENDIX A:

QUESTIONNAIRES AND INTERVIEW SCHEDULE FOR TEAM 
LEADERS, EMPLOYEES AND MIDDLE MANAGERS



RESEARCH QUESTIONNAIRE: Team Leaders

1. How long have you been a team leader

2 . H o w  did  vou b eco m e a  tea m  le a d e r

3 . H o w  do y o u  d efin e  y o u r  ro le  a s  tea m  le a d e r

4 . W h at a c t iv itie s  o ccu p y  m o st  o f  y o u r  t im e

5 . D o  you  se e  y o u r se lf'a s  p a r t  o f  th e  m a n a g e m e n t  tea m ?  P le a se  ex p la in

6 . D o yo u  th in k  se n io r  m a n a g e m e n t  se e  yo u  a s  p a r t  o f  th e  m a n a g e m e n t tea m ?

7 . W h a t k ind  o f  su p p o r t d o  y o u  g e t  fro m  se n io r  m a n a g e m e n t in  p e r fo r m in g  y o u r  
d u ties?

S. D o  w o rk ers  in  y o u r  tea m  se e  y o u  as p a r t o f  m a n a g e m e n t?

9 . D o e s  the u n ion  ish o p s te w a r d s i se e  y o u  a s  p a r t  o f  th e  m a n a g e m e n t tea m ?

10. D o es m a n a g e m en t in v o lv e  y o u  in  d e c is io n s  ta k e n  in  y o u r  d iv isio n ?

1 ! . A re th ere  a n y  m a n a g e m e n t ta sk s  th a t  y o u  th in k  sh o u ld  be u n d e r ta k e n  b y  vxm bu  
a r e  p resen tly  not?

12. I f  y e s  to 11. w h ich  ta sk s an d  w h y  a re  yo u  n o t u n d er ta k in g  them ?

15. W h at do y o u  th in k  are  the  im p o r ta n t  s k ills  an d  k n o w led g e  req u ired  b y  a tea m  
lead er?
Skills I e.g. counselling, tim e management, organising)

Knowledge (e.g. cross-cultural communication, managing diversity, the LRA )

14. W h ich  o f  th e se  sk ills  an d  k n o w le d g e  d o  y o u  n eed ?  
Skills:



Knowledge:

15. Do you think ABI is committed to the training and development of first line 
managers? Please explain

16. Have you attended any training course(s) since you became team leader?

I". Can you briefly explain what the courseis) covered?

SS. How has the course! s) you attended helped you in your job?

19. Why, in your opinion, are there no women supervisors at ABI?

20. Would women need a different kind of training to be able to do your job?

2 1 . A n y  o th e r  co m m e n ts?



Q U ESTIO N N A IR E F O R  D EPA R TM EN T A L  M A NA GERS

1. Do you view team leaders in your department as part o f the management team?

2 . What do you  se e  as the key ro lets) o f  a team  leader in you r department?

3 . What do you  think are the im portant sk ills  and k n o w led ge required by a team  leader? 

SK ILLS K N O W L E D G E

4 . T o what extent are team  leaders in vo lved  in d ec is io n  m aking?

5 . D o  you think team leaders are adequately prepared to perform  their duties at ABI?

6 . If anything, what w ould you  im prove about your team leaders?



IN T ER V IE W  SC H ED U LE FO R  EM PLO Y EES

1. Do you view team leaders in your department as pan of the management team?

2. W hat do yo u  see  as the key ro le ls i o f  a team  leader in your departm ent?

3 . T o  w hat ex ten t are team leaders in vo lved  in d ec is io n  making?

4 . D o  you think team  leaders are adequately prepared to perform their duties at A B I?

5 . I f  anything, w hat w ould you  im prove about you r team leaders?



APPENDIX B:

LIST OF SUPERVISOR COMPETENCIES IDENTIFIED BY THE
NPI
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APPENDIX C:

GENERIC TEAM LEADER COMPETENCIES COMPILED BY 
LIVNI AND ASSOCIATES



L iV N i &  A S S O C I A T E S  (M em b er  o f  SACOB, JCCl, IPH)

LEAH LIYNI ( B .S c  S .E d  K .d ip  M .Sc)

Training S ystem s Analyst

POBox 272 •Sallo Msnor 2052 Tel: 011 S02 311 ̂  / 053 255 7607 Fax: 011 SC2 1334 E-raail:iivni@glob2!.cô :a

G EN E R IC  CO.'-S’ETENCY LIST

The iin ed .e^ m n e:en;i‘e< Ir.reg-are :he follow ing com n ciear?  :

Core-  subjecis ± a : lir-i: ic v,crk. iepc. icir.pany. znd^svr.' qualiv", 5HE, ivsri: xranissdon. scianiific :on:e::s, usis. 
equipmsr.-.piar-r.-.r.g :
Fundazaeatal : la a p is s s  c.  ;crrjnura;aaon. ra ^ is . ? c  I;:erscy - • t - - 1 • •.
S p ecia lisation  : "Jiior-' & practice referring to :h: v d .-V. parJc^ar skii! ap'piicstion (Srdne, ir.achin ops)

_  i
Levei o f com petence v^ach  ;:rr.pt:cr.ce car, be appiied ry Tear. Leaders a; 5 >%'e:s; Basic (3 ), ir.termedir.e fT:. 
Advanced A i.

1. Teem  lead ing  and rc!a:icn$hip building

: : Zcr-T.ic-.-.ar.ace.'r.er::
: ?=r;cn£i  > --w ;ed 5t  c: t s n  nem bers
I..' Eciid  rsppcr: «;Lh r:em re:s
1 -  5 e  ::e.'d:ie in veiaiicn ;c n ie"be :s 

Ir.r.ili :ea— :;r.=s;cr.
l.v  Supper. *m -  m em ber: :r. achie'.-.r.g needs p e rscr.l g ;a :;

Z. D eiegaiing and conzroliir.g
2,2  r e r fc n r a n c e  n’.ar.ager.er.: • vanc'-'S r p e ;  c fp e n 'r -n e : ;

Plan, de:epate cnaich n eed -w iih -esc^ rces and fciicNx-up 
: ,3  C c.-vsl r. s:err. for prr-d'cc;:',".?. enhancement 

'.'cr.i;cr and measure :eam psrfcnrr.ance

3. D evelop ing se if  and team
Pian. dsveicp and manage career paui far se lf and leazri ."nsmbers

2.2 Coach /  ) /e n to r  :n lecnnicai and ncri-iKhrjcai sid’is
3 .3 Guide /  Counsel
5 .4 Facilitate (one-tc-Dns: one-tc-ieanij
2 .5 Empower
2 .6  Self confidence
2.7 Analyse Job profile, employee abiiirv and needs
3.S Link developm ent vd.h business needs

A3I (GJ?)T2.A.M LEADER



4. M anaging se lf  and team
4.1 K now ledge and understanding o f  team concept, team dynamics and se lf  directed teams
4.2 T im e management
4.3 Assertive
- .4  Stress management
4.5 Work ethics
4.6 Participative management
4.7 M anage by example
4.S K now ledge di  recnjitnie.i! 'pe— aneru sr.d casual' ar.d contracting
4.9 U ndersand the im pact of  the Team Leader cn own and other teams
4.10 "Jnderstand the d-~.amics of role change from Team Leader to a Team Member
4.11 M anage penorm ance o f  the Team and c f  individuals 
- .1 2  M anage change
4.13 Sincere
4.14 EnLhusias:
4.15 Zr.tegn^, 3 c J b i
4 .16  Attention to details

5. M otivating se lf  and team
5.1 Knowledge o f  motivation theories 
5 .;  Plan mouvaticr. o f  team members
5.2 Identify different m ctivsuonai needs o f team memcers
5 .-  Set objective ',se:f. team, indivtdusl members!

G. Planning and organising
5.1 Set goals
•5.2 Plan to meet company'- operational team , se lf  • goals, policies, values
5.2 Knowledge and understanding o f  planning techniques
6 .-  Forecast .m a'ketm g- ntetr.ods
s 5 Analyze and optimally link needs v-tth resources 
f  5  Scheduling techniques
i ~  Knc.vledze and understanding c f  company planning systems 
: S Analyse plans. urderstar,d their meaning and ac: upon it 
z.~ Tnoerstaod logistics : f  plans
£.1C Knov .edge and understanding o f impact o fstoch  .e-.els on own operations 
:  11 Methodical

M anuring inform ation  
' .1  Gather information

A n a h ss  and interpret in form ation  
“ .3  L oinm unioate inform ation :c team  m em bers 
'  -  r.eaot upon tn fon n aticn
T.o Caprure the info-mation in a meaningful manner

S. Com rnunicatlng
8.1 Understand and oommurjcaie '.to Team' company vision and business needs 
S .; Verbs! and written communication «:th team members, peers, suppliers, customers
8.5 Presentation skills :o team m embers and direct managers 
S .-  Respect to team members
5 .5 Communicate under pressure
S.o Listening sld lls (sensmve-'empathy to audience needs)
8.7 Knowledge and understanding o f  communication ieohniques, audience profile and needs
5.5 Knowledge and understanding o f  briefing procedures
S.9 Understanding confidentiality and selective communication 
S. 10 Consistency in communication
S. 11 Negotiation s t ills

A3: ICS?) TEAM 1.S.OEP.



S. 12 U se o f technology (telephone, fax. network. 5-m ail)
S .!3 Feedback skills
S.14 Ability to chair m eetings, prepare agenda and lake minutes
S. 15 Inter-iew ing skills

i '9. C ross-functional and thinking com petencies
5.1 B ig  picture thinking
9.2 Lateral thirjting
9.3 Systems analysis and systems thi.-udng
9 .- A ssiy ss  trends and plan reaction
9.5 Understand the impact c f  se lf  on the team, o f  o-vvn team on ctiter teams and cn the business 
9 5 Idea generating
9.7 Pro-active
9.5 HszsbHsh and plan d irsc jcn  to the team in line with crmpany direction 
y.S Anaiydcal skills

10. Functional com petency (Specialisation)
iv . 1 Technical knowledge and understanding i f  own w c-.; section
1C.2 Analyse areas c f  shcrt com ing in the technical d isc:;l:ne o f se lf and team members
1C.5 Adapt technical sid lls to technology changes
1C.- Benchmark techrucal skills scross industry
1C.5 K nowledge and understanding of pro-ducticn needs
1C.5 Knowledge and understanding o: Engineering needs
1C." K ncuiedge and uncerstanding c f  company store system
11 5 Kr.cv.'ledne and understand:?.; c: sectional Standards Ooeratins Procedures
1C.? Mu!t:-sk:Iitng

11. Fundam ental com petencies
11.1 M athemaucs at NQF level 4
11.2 E nglts- at NQF leve: -

11 -  Zhem.str. at N QF I:', el -

12. Financial com petency
12.1 Manage lean; budge:
12.2 -ln:K ledge of company budgeting system
12.3 Understanding financial operating statement

13. Legal requirem ents and rcguluto,"' procedures
13.1 Knowledge and understanding of the disctplma.-y procedures and code o f conduct
13.2 Knowledge, skil:." and art.tude tc conduct 1R. procedures within the team
13.3 Know ledge, skills and attitude tc monitor and reinfcrce Safety. Health and Environment tn the
13.4 Knowledge and understanding of performance management
13.5 Knowledge and understanding of company agreements with the union
13.5 Knowledge and understanding o f  company operation (Induction programme)
13.7 Knowledge and understanding o f  company policies
13.5 Knowledge and understanding o f  company value system
13.9 Knowledge and understanding of the Standard Operating Procedures

14. Problem solving and decision m aking
14.1 Analyse situations
14.2 Identity concerns
14.3 Analyse cause

A3! (C-J?) TEAM LEADER



1-1.4 Evaluate possible options
14.5 Assess risks
14.6 Decide upon a course o f  action
14.7 Set priority
14.S Plan actions
•4 .9  Identify potential problems
14.10 Plan preventative actions
14.11 Plan contingency actions

15. A dm in istrating
15.1 Knowledge and understanding o f  admin, procedures and systems
15.2 Knowledge and understanding o f  personnel and finance departments
15.5 Knowledge and understanding or P.sd-File system
15.4 Knowledge and understanding c: hew ic set a n ling system '

16. Industry understand ing
15.1 Knctt iedge and understanding c: market forces affecting the tndustry
15.2 Awareness o: Group and Industry direction and ce'-eispment
16.3 Kncwiedge and understanding o f comp-euuveness :r. the indusuy
IS A  Knowledge and understanding of the standards used in the tndustry ^benchmark!

1", Company understand ing
1" 1 K ncuiedge and understandtng c: ccmpany policies, mrsstort and values 
I" .2 Identir-' with company m ission and values 
I" .5 Demonstrate brand icyairr
17 -  Communicate com pany m ission and values to team members
1“ .5 Pig picture know ledge and understandtng of the plant ana the csmnany w ithin Ir.d
1".5 Etc picture know ledge and unaerstandtr.g a: m e company wtt.un industm

IS, Com puter literacy
IS. 1 Abilim to use M S educe
1 S.2 Ability to use matntenance si'stem
15.5 Ability to use prcducttvity report system
IS A  Ability to use spresa sheet
1 5 .5 Actiity to use MS project

19 . Q u a lity  a n d  s ta n d a rd s
19.1 Knowledge and understanding c: the concept "quality"
13.2 Knowledge and understanding c f  qua!tty control and standards
15.5 Knowledge o f  hew standards are measured
19 A  Knowledge and understandtng o f  the concept "standards"
15.5 Knowledge and understanding c f  Standards Operating Procedures, processes and objectives foe able to write, 

foliow independently, use judgm ent tr. application.
19.5 Knowledge and understanding c f  Position M aster Fiie
19.7 Knowledge and understanding of standards expected of a Team Leader
19.5 Knowledge and understanding of targets, work standards, capacities, conditions, machinery and equipment, 

ieaa! reauirements ;rules and arts,:, housekeeping standards, safety .health and environment, QA 2001, 5 AES, 
NOSA, A S B

19.9  Knowledge and understanding of standards used in the industry
19.10 Monitor im plem entation o f  standards
19.11 Ability to set standards for own section and communicate them to team

A3! (GJP)TEAM LEADER



APPENDIX D:

JOB DESCRIPTION OF A TEAM LEADER AT ABI
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AS! B u s in e s s  Purpose

Tc ah<v3ys provide fun-fiilec refrsshment throucn '.he yvcnc's favcLriie scft-Jnnk. ic3 -;c ic  C ccs-C a la _________________

j i o achieve prcducticn, quality and maintenance iarceis bv co-orcinaiiric and leading team  activities _________

To strive fcr continuous improvement in prccuctivity and 'ine perfcrm arce w'th the ultimate aim of achieving world c lass  
manufacturirc standards_________________________________________________________________________________ ____ _________
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I Part A. ROLE: DESCRIPTION Page A2

P osition  Title;

Department: 
Reporting to:

Team  Leader ■ 
W et End

M ega Manufacturing 
Production Unit M anager - 
Line 1.

Team  lea d er  and team  m em b er sk ills :  Janitors, 
M achine O perators, S ig h ters, Fitter, Quality 
C ontroller

Grade /  Band:

Evaluation
Date:

j Key R esu lt A reas and O b jectives

i
i

P erform ance  
s ta n d a r d s and  
criteria

B ehavioural D im en sio n s

i 1. Facilitating p ecp ie  d evelop m en t and 
! :eam coh esion
! 1.1 Facilitated Tam ing and d eveicsrsert 
! - Cetarmined Talning needs

- Cc-crcinatec " a m in e  
; - Concuctsd ccacr.mg anc ccur,sailing 
‘ - Faciliiatec intra-:sam training, mui“- 

skllling 
, anc seveiepmer,:

1.2 Faciiitaisd te a m  ccmmur.icadcn  
: - r.epreser.tari team a: .-nan'-fac^ring 
' mssdr.gs fine crcviced reedbsc.t 
■ - Facilitated ccnflict rescluticn ciscL'sslcrs 
' 1.3 Mcnltcred team funcdcnlng against 

agreed A?.i vaiL es anc e th ics  
I '.-4 Faciiltaied team ccriesicn  
i - Established te a m  identity by mctivatlr.g 
; and  leading the team by example 
:
i 2. M eeting production, m a in te n a n c e  
; targets and quality stan d ard s  
: :,1 Establlsned cperatinc prccadL'res 
' 2.2 Planned arc  rc-crdinatac daily, wesjt.y 

and monthly prccucdcn. m ain tenanca  arc  
I quality ta sk s
j - Delegatee task: tc team m em  cars 
| - Vlcniiored anc inspected ccm cietec  tasks 
| - Achieved prccucdcn s r e e t s  anc qvaiir/ 

standards

3, Maintaining h ou sek eep in g , sanitation  
and sa fe ty  standards
3.1 Cc-crdinatac deieca;ed and mcmtcrad 
sanitaticn processes in accordance with 
prcducdcn plan
3.2 Mcnltcred adherence ;c houseKeecing

3,3 Counselled team m em ners about 
safety reguladcns in acccraance with Ch’S 
Act
- Monitored adherence tc safety regulations

4. Adm inistering records, reports, 
budgets
4.1 Administerec personnel records 
'.maintained dccX cards, attendance 
registers, sick/annual leave beck)
4.2 Reported cn safety
4.3 Reported on trends

Productivity r c r e a se  
r.saucec acsanteeism  
Increased morale 
Skilled team —.em cers 
Implementec 25C 
degree apcraisais

Achieved estaoiished  
manufacturing 
stancarcs - prcducdcn, 
maintenance, quality 
Achieved prccL'odon 
plan

Established sanitation 
system  as confirmed 
by Cuality A ssurance  
Established team  
safety and health 
meeting system

All administrative 
records are up tc date 
Expenses are 
controlled within 
budget

Tesm w crx /  Ccilaccrsticn - Wcrxinc effectively with 
! ‘.eam/V(Cr:< grcuc cr these  outside the fcrmal line of 
: authcrity is.g , peers, senior managers) to 
i accom plish organizational goals, taking actions that 
: respect the r.eecs anc oertnfcutiens cf others:
; ccntnbuing :o and accepting the consensus: 

suborclnatirg own ocjectives to the objectives of the 
organisation or tear,

■ InclvicLal Lsacershic/lnfiuendng -  Using 
; accrcpriate "nteroerscna1 styies and methods to 
; inscire and guice indlvicLais (direct reports, peers, 

sucericrs) tewsrd improved goal achievement: 
mccifying oehavicrs tc s c o o c - c c a t e  tasks, 
situations and ir.divicuais involved

Analysis/ Pro clem  A ssessm ent - Securing relevant 
information and identifying key issues and 
relationships from a b=se of information: relating 
and comparing data Tom different sources: 
identifying cause  effect reiationshlps

Judgment/Problem Solving - Committing to an 
action after developing alternative courses of action 
that are b a sec  cn logical sssu m p tien s  and fsciual 
information and that take into consideration 
resources, constraints, and organisational values

Coaching - Facilitating the developm ent of others' 
knowledge and skills: providing timely feedback ar'd 
guidance to help them reach goals

Tolerance for stress - Maintaining staple 
performance and/or opposition (e.g. time pressure, 
jee  ambiguity); relieving stress in manner 
acceptable tc the person, others, and the 
organisation

Meeting faci 111 ati on/M e eti ng leadership - Using 
appropriate interpersonal styles and methods to 
guide participants toward a m eeting’s objective; 
modifying behavior according to tasks and 
individuals present

Safety aw areness - Being aware cf conditions that 
affect em plovee safety ________ ____ _______________

Group P ersonnel Department
JDMMDbn.dcc22/Z'96
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5. A pplying values
5.1 Treated people with dignity
5.2, Demonstrated T rustw orth iness
5.3 Encouraged and demonstrated 
innovation
5.4 Acknowledged the contribution of  
individuals
5.5 Demonstrated and recognised Brand 
Com m itm ent

|
!

Demonstrated ethics 
and behaviours 
according to the ABI 
value system

Initiative - Making active attempts to influence 
even ts to ach ieve goals; self-starting rather th a n . 
passively accepting; taking action to ach ieve  goals  
beyond what is required; being proactive

D eveloping crganisaiicnal talent - Developing  
subordinates' skills and com petencies by planning 
effective developm ent activities related to current 
and future jobs

Group Personnel: Department
JDMMDbn.docZiaSe
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1 Part A ROLE DESCRIPTION & ' ■- Page A4

'job Content

, Im pact o f  P o sition

: Internal C ontacts and pu rp ose  o f  co n ta ct I E xternal C o m a cts and p u rp o se  o f contact

: P E T - ^ m  te-xksaother sntfi)fcr purpose c f  j S c cp l ie r s  f c r : h e  purpose of technics] infcrmsiicn sharing
| r.fcrmaticn sharing and handover: 'Pet
' „scc::e’-5fcrir,fcrm aticn sharing; Frcducricn j

olanner fcr infcrmaiicn sharing ourpcses: HR fcr ' 
oerscnne: queries: E iearcn ic Technician to cciair. :

, :ecnnicai scv ise: Buyer :c discuss raw .maienals 
anc sca res crcers: Team  Leader sicreS/Syruc 
-com :c enquire accu i scares/raw  maieriais 
avsiiaciiity. W ages/Sa lanes dark fcr 
.'.ages/saiaries quenss. Team L eacer- v-crksncc 
:c recues: engineenng se r /ic s
Minimum Q ualification s and E xperience ; E u d c e ta r /  Indicators

vlatnc and a 2 year technicai/M ecnamcsi cr N i l
crccucticn qualificaticn
VI -  2'

2 years crccucticn excener.ca t . a ccriiing
envircnmem and 1 year sucer/iscny excerience
Vsture c f  p ro b lem -so lv in g ; D e c is io n s . A cccu n ta o ilitv , and Judgm ent

Em cicvee reiaticr.s. leacersnip arc  m cuvaticn. , Ma.<ing daily oceraticnai decisions within estaciisnec guidelines
crccuctivity and deveicpm eni cf team m em cers. P ercrm a n ce , mctivaticn and productivity related decisions
conflict resolution, coaching arc counselling. ! Perscr.nel related decisions'(annual leave, training needs,
safety, planning, co-ordinating; refers advanced . recruitment)
technical and quality problems tc Unit Manager: ' Quantity c f  raw m aterials/scares :c be crcereo
cerscnnei and wages, basic tecnncal and quality ,
orcclem s j

Variety o f  T ask s i T y p e s  c f  co m m u n ica tio n s :c  be unrierstccd

i =lanning(caiiy. weexiy. monthly' B usiness m em os anc dccum entaticn, verbal communtcations,
. eadsrshic. mctivaticn and conflict resciuticn -vrr.en -eccrts and clans, basic technical communicaticn, graphics

=acilitating and cc-crdinating team activities.
coaching, and counselling team members.
acilitating group crcciem -sclving activities.

acmir.istrsticn of cerscnnei and safety -ecords.
'ecnuitmeni

d op licattcn  o f  k n o w led g e
-m ducticn. m aintenance anc cusiity acciicaticn .
Em cicvee 'eiaticns

Approval - Job C ontent Experts i

I

.................. .................... Date: ........ ......................................... .................... t
............................ ......... Cats: ......................................................................  I

-c c  Analyst: ..........................................................................

Group Personnel Department
______ JDMMDbn.dbr.23j2'96______
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