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AB TRACT 

TEACHER MOTIVATION: ISSUES AND CHALLENGES FACING SCHOOL 

MANAGEMENT TEAMS (SMTs) IN MOTIVATING TEACHERS 

The purpose of this study was to investigate teacher motivation and the issues and 

challenges facing school management teams in motivating teachers. The study was 

guided by research questions. namely: What is the nature and scope of teacher 

moti vation'? Wbat is the relationship between leadership and teacher motivation? 

What are the chal lenges that the SMT members face when motivating teachers? !low 

could teachers be assisted to regain their passion regarding their educational work? 

1\ quantitati e (survey) method was employed to gather information from the SMTs. 

particularly the principals of schools. deputy principals and the heads of departments 

on the role of SMTs, the interrelationship between them and their subordinates. 

chal lenges encountered in motivating teachers, and SMTs' views on the recognition 

or excel lence in teacher performance. 

J\ quantitat iYe data analysis programme was used to analyze the quantitati \'e data. The 

stati stical package for the social sciences (SPSS version 16.0) was utili sed to compute 

fi·cquency distribution. standard deviations, percentages. means and AI OV /\. Open

ended qual itative data were subjected to theme analysis invo lving a simple 

identification and summarization of key themes. 

The findings revealed that the respondents have a feeli ng that there is no co-operation 

among teachers: there are many criticisms against the Developmental 1\ppraisal 

System (DAS) and some teachers have no interest in the moti\·arion process. It is 

recommended that the Department of Education should endeavour to change teachers· 

attitude towards their career. to strengthen and build healthy relationships amongst 

teachers. and to find better ways of developing teachers generally. 
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One of the conclusions drav.n from the study is that the negative attitude of most 

teachers is a barrier to moti vation. The other is that the developmental strategies that 

are implemented are not achieving their objectives because not all SMT members 

know their resp,onsibilitics as managers, and communication is still a problem in 

schools as it is not flowing the way it is expected. 
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CHAPTER 1 

I NTRODUCTIO AN D BACKGROUND 

1.1 I NTRODUCTION 

Motivation is an important area of study in education. Teacher motivation in particular is 

critical in today's schools as managers are concerned with improving learner 

achievement. To improve learner achievement, teachers must be motivated to teach \veil. 

and for teachers to be motivated. managers should know what motivates teachers. Studies 

on the reason for variation in teacher effectiveness (Day, Stobart. Sammons. Kington. Gu 

& Smees. 2006) have revealed that many teachers tind it difficult to maintain their 

motivation because of leadership style. the intluence of the principal and lack of accc s to 

professional development. In his study. lrgesoll (200 I). found teacher di satisfact ion to 

be among the primary reasons why teachers leave the profe sion. On the other hand. 

Beatty (2000). in her research. found that teachers and leader do not d i cuss their 

individual concerns with each other and keep distance bet\ een them. 

In her study on teacher motivation Mahuma (2005). revealed that motivation in general 

and teacher motivation in particular. is said to be the eflort that principa l or supervisor 

make to encourage their subord inates and these impacts on their motivation. Vimala. 

Madhumita, Sharada. Sunil , Jitendra, of Sandhana, & Jaipur (2005:39). revealed that 

there are highly motivated teachers in India irrespective of their c ircumstances. There are 

those who just do not care and those who only comply with all the formal requirements. 

A ll these studies have made it clear that managers of schools have theta k of motivating 

teachers in order for them to improve learner achievement. Thi . tud} identifie the 

challenges that the school management teams (SMTs) encounter \\hen motivating 

teachers and why it i necessar) for the SMTs to under tand moti ational theories. 



1.2 BACKGROUND OF THE STUDY 

In 1998, the Department of Education embarked on a redeployment. rationa lisation. 

transformation and restructuring of schools (Department of Education. 2002). Through 

this exercise, teachers were identified as being in excess ofthe requirements of particular 

schools and. accordingly. fell under the redeployment exercise. A lternatively. teachers 

were categorized as falling within the requirements of particular schools and. 

accordingly, were allowed to remain in those schools (Department of Education, 2002). 

This researcher is very much aware that the exerc ise resulted in li·ustration and 

demoral ization of teachers because when teachers were moved from one school to the 

other. their social lives were also affected. 

Downsizing. which is usually part of any exercise involving rationalization. often leave 

many organizations with fewer people and the remaining workers are often forced to do 

the work of others who have left. The result is often frantic employees and more stress

related workers' compensation claims (Solomon, 1993: 54). Hersey, Blanchard & 

Johnson ( 1996). support thi s claim '-Vhen they say that one of the negative aspects of this 

trend has been the loss of talent and valuable skills and knowledge caused b) oluntal") 

severance packages and oluntary retirement programme . 

The sources of uncertainty such as their safety, working conditions and work load lead to 

anxiety and stress. Overstressed employees display less abi lity to function normally. As 

overstress increases, temper control decreases. restlessne s increases and sudden changes 

in mood can become apparent (Leithwood & Beatty. 2008:3). Prolonged experience of 

overstress makes the teachers not to function effective!) in their jobs. Therefore " orker 

quit, turnover, have depression. abuse drugs. have sleepless nights. are bored and increase 

their drinking or smoking habits. 

The advent of Curriculum 2005 in South Africa in the Education Department also had an 

impact on the working conditions of teachers (De Waal. 2005). The change process carne 

as a challenge because teachers \\ere expected to react quickly and accurately to the 
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changing conditions of the school system. A number of di fferent demands were made on 

the teacher not realizing the fact that if the job is seen a being too complex it may cau e 

a feeling of inadequacy and result in emotional stress (Goetsch. 2002: 182-190). 

Too often, teachers are given the most difficult assignments m their schools. 

Unsuccess ful or unmotivated learners populate classes. They have large numbers of 

learners and multiple classes to prepare for with little or no support li·om the 

adm inistrators. When teachers do their work in isolation. their satisfaction and 

commitment in the proress ion are jeopard ized. Enthusiastic teachers are not usually se l f

sustaining. thus both good, novice and veteran teachers often exit the proression (Odell & 

I luling. 200 I :5). 

Teachers today, like po l ice. feel that they are understaffed, under - funded. victim ized. 

under incrca. ed public scrutiny. overv helmed and ' ork compulsi ely harder. doing the 

arne things. or try ing to pretend that everything is tine (Ander on. Gisborne. llamilton. 

Holida) . LeDoux. Gene & Welter. 2000: 174). 

Then: is an outcry about the number of ski lled and experienced employee \\ho have 

joined other departments or have been attracted by higher wage elsewhere. Al len Odden 

(2000:36 1 ). Director of the Teacher Compensation Project of the Consorti um lor Policy 

Research in l:ducation at the University of Wisconsin, contends that the steps and lanes 

of the current sa lary schedule are so resil ient that they are '"DNA of teacher pay". He 

states that: 

... one reason for the dismal history of changes in how teachers are paid is that 

nearly all past proposals offered some version of merit pa) ... They have 

noundered in part because teachers are uncomfortable \\ ith differentiation of pay 

based on subjective judgment of adm inistrarors and in part because of a lack of 

continued funding (Odden. 2000:361 ). 



Even though there i considerable evidence that employee compare their job input and 

outcome relative to others. inequities inOuence the degree of effort that employees exert 

(Robbin & DeCenzo. 200 I :315). This affects the willingness of young people to enter 

the teaching profes ion. 

As outh A frica is undergoing educational change. teachers are faced '' ith challenges 

and issues that slow down the process of teaching and learning. ome or the core issues 

re late to their unc.:crtainty about their jobs and job satisfaction itse l f. Wortlmhile teachers 

are nwving out. Those who depart because of job dissatisfaction most onen link their 

turnover to low salaries. lack of support from the school administration. lack of student 

moti vation. student discipline problems and lack of teacher influence over decision

making ( Ingersoll. 2000: 5). People know what they want and it is not always money. 

orne need team experience rather than individual work. some want the opportunity to do 

meaningful " ork afier the implementation is completed "he rea others need another 

challenge and opportunity to stretch and grow (Amos, RistO\\. Ri tO\\ & Pearse. 

2008:285-298). 

1.3 STATEMENT OF THE PROBLEM 

Understanding and predicting employee motivation continues to be an important area of 

research . The morale or today's teacher is gradually declining. Teacher are surrounded 

by lots of challenges they are unable to overcome and factors such as overcrowded 

classes, poor \\Orking conditions, work overload (too much paperwork) and little income 

to take home. are diminishing their strength and ability to enhance the process of teaching 

and learning. Mo t of today ·s teachers suffer from stress related diseases, tardiness (come 

to \\Ork late). turnover, absenteeism. and lack of motivation. 

Teacher morale needs to be uplifted for teachers to produce quality teaching and learning. 

The S) stem needs to take into consideration the fact that when the emplo) ee is unhapp~. 

there is little chance that he/she can make customers happy. Most teachers lack morale 

and passion to perform well. They end-up quitting the system or earching for greener 
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pastures 111 other departments. Th is study investigates the various challenges faced by 

MTs in encouraging their staff members to do effective and excellent work in their 

schools. It has speci fi e relcrcnce to the Area Project Offices (APOs) of Mafikeng and 

Rckopantswe in the orth-West Province. 

lA RESEARCH DESIGN 

A quantitative research parad igm was followed in this study using a survey 

(questionnaire) to el icit quantitative and qualitative data on issues and challenges the 

Mls encounter when motivating teachers. The purpose of the survey was to scan a "' ide 

lield of issues and population in order to measure or describe any generalized features 

(Cohen. Manion & Morri on 2007:206). 

Burton, Brundrett & Jones (2008: 79) say that essentia lly, a survey should be defined in 

terms of the purpose to which the collected informati on wi ll be put. For instance, there 

should be sufficient breadth of information to allow a comparati ve analysis which will 

iJcntify relatiun~hip~ ami wnnections between dirtcrent variables so that sub-groups 

"ithin a population begin to stand out. 

1.5 RESEARCH QUESTIONS 

The fol lo\'v ing research question forms the main basis of the investigati on : 

'v\'hat are the main issues and challenges facing school management team ( MTs) in 

moti ating teachers? 

To answer the main research question. the following sub-questions are posed: 

• What is the nature and scope of motivation as reported in the literature? 

• What is the relationship between leadership and teacher motivation? 

• What are the challenges facing school management teams (SMT s) in moti ating 
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teacher to regain their passion for educational work? 

• Ho" could teachers be assisted to regain their passion regarding their educational 

\\Ork? 

1.6 A IM AI\'D OBJECTIVES OF THE ST UDY 

The aim of this study was to investigate the challenges that MTs encounter "'·hen 

motivating teachers to do their jobs effectively. This invest igat ion was conducted in the 

publ ic schools of Rekopantswe and Matikeng Area project Offices (APOs) of the orth

West Province. To achieve the aim of the study. the fol lowing specific objectives were 

idcn t i tied: 

• To determine from the literature the nature and scope of teacher motivation. 

• To determine the relationship between leadership and teacher motivation. 

• To determine empi rical!~ the challenges that SMTs encounter "hen moti ating 

teacher . '' ith pecial reference to Rekopantswe and Malikeng APOs: and 

• To sugge t ways and means through which teachers can be assisted to regain their 

passion regarding educational work. 

1.7 SIGNI FICANCE OF T HE ST UDY 

Change has brought about complexity and uncertainty in the minds or teachers. They see 

change as something that is impossible and difficult to implement. Their passion for 

teaching i deteriorating daily. and despite the numerous workshops they attend. they are 

uncenain \\hcthcr or not what they are implementing in chools i right. Their morale. 

therefore. need to be up I i fted so that they can "feed'' the gro" i ng mind of learners "ith 

better qual it) educat ion. 

The finding of thi s study w ill be disseminated to policy maker of the area project 

offices (APOs). regions. provinces and the country as a whole (RSA) and it is hoped that 

the recommendations thereof will serve as a guideline towards meeting the needs of 
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teachers. The igni ficance of the study l ies in its potential to re eat factor "' hich 

challenge school management teams in motivating teachers. uch a revelation may serve 

as a ba i for finding ne"' v\a) s to motivate teachers. 

1.8 DEFI IT ION OF CONCEPTS 

1.8. 1 Motivation 

Murrell & Meredith (2000) define motivation as an internal Ioree that stimulates one to 

act in a certain manner in order to achieve a certain goal. or fulfi ll some needs or 

expectations. Jones & George (2003:405) describe moti vation as a psychological force 

that determines the direction of a person's behaviour in an organization. a per on's leve l 

of effort. and a person's level of persistence in the face of obstacles. In thi s study. 

moti at ion is "hat makes the teacher to join the Department of ducat ion. perform the 

teaching task . maximize his potential. engage himself in some form of creative 

spontaneous and inno,ative behaviour at work and remain in the \\ Orklorce of the 

Department. 

1.8.2 Teacher 

The teacher is regarded as a consultant. teacher and trainer. ome consultams provide 

training and education as a primary service. w hereas others sec te::~c hi ng as an ··add-on" 

to survey W011·k (Ziegenfuss. 2002:43). On the other hand. Brunton & Assoc iates 

(2003:b4) regard any person. exc luding a person who is appointed to exc lusively 

perform extracurricular duties, who teaches. educates or trains other persons or who 

prov ides professional educational services. including professional therap) and 

educational ps~ chologica l services at a school as the teacher. ull ivan (2002:24) adds that 

the teacher i a per on \\ho teaches learners to become re ponsible adults. Teachers of 

good qualit) are characterised by inspiration. empathy. and dedication to help learners to 

overcome the problems of learning. They also have intense love. for learners. 
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1.8.3 Teacher motivation 

Teacher motivation is what turns the teacher on to do his' ork of teaching wi llingly and 

who lehearted ly. It is what makes him feel good and drives him to want to con tinue with 

his task of teaching. Van Deventer & Kruger (2003: 148) believe that teacher motivation 

is ''hat inlluences the teacher to carry out the task that the school as an organization 

wants him to achieve. Teacher motivation can also be defined in terms of resources that 

arc at the teacher's disposal. Grobler (2000: 15) for instance. sees teacher motivation as 

the role that should be played by principals in adding information systems. using modern 

technology. changing organizational structures. changing procedures and even by using 

robots in their schools in order to entice teachers to v.ork diligently and effecti vely. 

According to Oloegbu (2004: 1). teacher motivation. naturally has to do with teachers· 

attitude. desire to participate in the education process. Their interest in learner discip line 

and control. par1icularly in the classroom. also play a very important role. ltimately. 

motivation is what drive a teacher to want to perform his/her tasks and responsibilities 

diligent ly and with sat isfaction. Teachers may be intrinsically or extrinsically motivated. 

A teacher '' ho is intrinsically moti vated is driven from within. He performs the task for 

the ati faction it provides and self actualization. Extrinsic motivation al o pla)S an 

important role in people· life because it inlluences a person· behaviour. 

1.8.-t chool management team 

Jacob on-Hardy (200 I) contends that school management team is the central organizing 

body of the school. He adds that it is usually led by the bui lding principal and it includes 

the heads ofthe departments. In the same vein. VanDeventer & Kruger (2003: 141) say 

that a chool management team is a group of spec ialists who work formally under a 

senior member of the team and working together as a team. The members ensure 

execution of tasks at school and establ ish sound relationship among teachers, and direct 

the actions of other staff members, learners and parents through motivation. 

communication and conflict handling sk ills. In the Republic of South Africa (R A). SMT 
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is made up of the principa l, his deputy and the heads of departments. Thei r duty is to 

make sure that all professional activities of the school are carried out efl1ciently and 

effectively. 

1.8.5 North-West Province 

South Africa is demarcated into nine provinces and North-West Province is one of them. 

It is situated in the northwestern part of the country. The North-West Province is sub

divided into four regions namely: Bojanala, Bophirima, Central and Southern. 

Rekopantswe and Mafikeng area project offices (APOs) form part of the Central Region 

orthe North-West Province. 

1.8.6 Area project office (APO) 

An area project office is the office bu i lding that belongs to the Department of Education 

where government employees work cooperatively as a team with the aim of gathering 

information on educational issues to improve the quality of learning and teaching in 

schools. Mafikeng and Rekopantswe are two of the APOs of the Central Region in the 

orth-West Province. 

1.8.7 Public school 

A pub! ic school is an independent school that enrolls any learner irrespective of colour or 

racial group in one or more grades from gradeR to grade 12. It may be an ordinary public 

school or a publ ic school for learners with specia l education needs. 

1 .8.8 Challenge 

A cha llenge is when routine activ ities or procedures fail to deal effectively with 

organizational problems or crises. Longman (2003) sees it as something that tests 

strength, skill or ab il ity, especially in a way that is interesting. It could also mean a 
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problem. In thi s study. a challenge is regarded as any barrier or stumbling block that 

hinders or disturbs the SMT in its attempt to motivate teachers. 

1.9 THEORETICAL FRAM EWORK 

This study is underpinned by the fol lowing content theori es of motivation: M as low's 

hierarchy of needs, Herzberg 's two factor theory, McCIIeland's achievement motivation 

theory and McGregor's Theory X and Y. This framework has been chosen because it is 

suitable for a study deal ing with motivating employees in the workplace, as the theories 

provide insight into what motivates employees and how managers (in this case. SMTs) 

can motivate their subordinates (teachers) in organizations. In a school setting, it is the 

SMTs who are normal ly expected to motivate teachers, and it is in the appropriate 

application of the theories se lected that proper motivation of teachers may be achieved. 

Since the aim of this investigation was to identify issues and chal lenges that the SMTs 

encounter when motivating teachers. it was important for the researcher to use a 

quantitative (descriptive research) method as a way of co llecting data. The aim being to 

gather informational questions ( Lunenburg & lrby. 2008:31 ) from the respondents and at 

the same time, to answer research questions to serve the purpose of the study. The report 

on thi s study is important to the public and the teachers and w ill provide impetus for 

other research studies. 

1.10 LIMITATIONS 

L imitat ions are factors that may have an effect on the interpretation of the findings or on 

the general izabi lity of the results (Lunenburg & l rby, 2008: 133). The limitation in th is 

study is that it involved only 26% of schools in the two A POs in the North-West Province 

and therefore its findings cannot be generalized to the Central Region of the North-West 

Prov ince or South Africa as a whole. However, the respondents selected for the study wi ll 

ensure that the quality of information obtained wil l be useful for all the schools in the 

reg ion. 
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1.1 1 DELIMITAT IONS 

Delimitations are se lf-imposed boundaries set by the researcher on the purpose and scope 

of the study (Lunenburg & lrby. 2008: 134). This study was delimited to Rekopantswe 

and Mafikcng APO in the Central Region of the orth-West Province. Fifty (50) schools 

out or the total number of 193 schools were selected. The study was restricted to teachers. 

particularl y the principals. deputy principals and the heads of departments and not an: 

other category of publ ic servants. 

1.12 ORGAN IZ ATION OF THE STUDY 

The study is divided into the following chapters: 

CHAPTER I: Introduction and background 

Thi · chapter discusses the background of the study and the statement of the problem 

including research questions, purpose and objectives of the study. significance of the 

study. definition of concepts. theoretical framework. lirnitation and delimitations of the 

study and the organization of the study. 

CI IAPTER 2: Li terature review 

This chapter presents the theoretical framework underpinning the study. This is 

developed through a review of the li terature related to what motivation is all about. its 

purpose. approach. hovv to motivate teachers. '"'hat manager can do to motivate teachers. 

challenge faced by management teams in motivating teachers and the relationship 

between motivated teachers and learner performance. 
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CHA PTER 3: Research methodology · 

This chapter deals with the methodology and research design used throughout the study. 

Population for the study, sample size and sampling procedures and data collection 

procedures are also discussed. 

CHAPTER 4: Analysis and interpretation of data 

This chapter presents a detailed statistica l analysis of data, followed by an interpretation 

of each set of data. A brief presentation and analysis of qualitative data derived from the 

open-ended questions is made. 

CHAPTER 5: Summary, recommendations and conclusion 

This chapter presents detai Is of the tindings and recommendations for policymakers and 

administrators and also makes suggestions for further research. 

Some guidelines are given for the SMT on how to motivate teachers to do their job 

ellccti cl). 

1.13 SUMMARY 

In thi introductory chapter. a brief background of the study and the statement of the 

problem to be investigated were provided. Furthermore. it outlined the research 

questions. purpose and objectives ofthe study, significance, limitations and del imitations 

of the study. A brief delinition of concepts that the researcher used throughout the study 

is also outlined in th is chapter. The next chapter focuses on the re ie"' of the relevant 

literature. 
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CHAPTER 2 

LITERATU RE REVI EW 

2.1 INTRODUCTION 

As mentioned in chapter I, the aim of this research was to explore the challenges usual!) 

experienced by public school management teams (SMTs) in motivating teachers. Public 

school SMTs are managers who may also be reported as having a leadersh ip role in the 

chool. In order to illuminate the challenges of motivating teachers. this chapter begins 

b) presenting a theoretical framework based on motivational theories related to teacher 

motivation and briefly di scusses how these theories operate. To understand the challenges 

MTs face in motivating teachers. and to grasp the relationship between leadership and 

teacher motivation, it is important to look at factors that can enhance or weaken the effect 

of motivation. It is also important to look at what managers should do to motivate 

teachers. 

Teachers are not simply automatons carrying out routine activities with mechanical 

precision. Rather. they deploy their individual ski li s and talents for the benefit of learners. 

Motivation of teachers is an essential element if they are to be managed successfully 

(Bush. 2003: 13). It is clear that motivation varies in its nature, and is intensified from 

one person to another depending on the particular range of influence impacting on them 

at any given time (Jones, 2005:41 ). However, by studying motivation, most managers 

and leaders can gain some insight, draw conclusions and arrive at some useful 

generali zations that wi ll then make the process of controll ing others a bit more effective 

(Jones and George 2003; Jones. 2005). 

2.2 THEORETI CAL FRAMEWORK 

This study is informed by the following content theories of motivation: Maslow's 

hierarchy of needs, Herzberg's two factor theory, McClelland's achievement motivation 
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theory and McGregor's Theory X and Y. The motivation theory framework has been 

chosen because it is suitable for a study dealing with motivating employees in the 

workplace. as the theories provide insight into what motivates employees (teachers) and 

how managers (in this case, SMTs) can motivate their subord inates in organizations. In a 

school setting, it is the SMTs who are normally expected to moti vate teachers, and it is 

the appropriate application of motivation theories that may contribute to ~n improvement 

in teacher motivation. For instance. having insight into the types of needs. the level of 

importance of those needs, what it is that actually motivates a teacher. whether the 

teachers arc basically se lf-motivated or need to be monitored, can contribute much to the 

enhancement of teacher motivation. 

2.2.1 The nature and scope of motivation 

As Lunenburg & Ornstein (2004: 114) point out: outstanding schools require leaders who 

have the ability to motivate people to maximize their performances, to grow 

professionally, and to change. To achieve these goals. school administrators must kno'' 

and be able to apply the basic theories of motivation. 

Williams (2005:550) defines motivation as the set of forces that initiate, direct. and make 

people persist in their efforts to accomplish a goal. In terms of this definition, initiation of 

effort is concerned with the choices that people make about how much effort to put forth 

in their jobs. Direction of such effort is concerned with the choices that people make in 

deciding where to put forth 'vvhat efforts in their jobs. Persistence of effort is concerned 

with the choices that people make about how long they will put forth efTort in their jobs 

before reducing or eliminating those efforts. 

Initiation, direction, and persistence are at the heart of motivation. Du Brin (2003:3 18) 

includes intensity. In his definition he says that a motivated worker gets go ing. focuses 

effort in the right direction, works with intensity, and sustains the effort. One may need to 

find out whether the teachers of Rekopantswe and Mafikeng APOs receive all the 

accolades of motivation talked about by Du Brin (2003) & Williams (2005). 
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Lefton & Buzzotta (2004:69) support this idea by defi ning motivation as the drive to 

achieve a goal. They believe that the motivated person wants to make someth ing happen. 

Even if he does not succeed, at least he tries. Motivation brings with it effort, striving. 

and exertion. 

Gomez-Mejia, Balkin & Cardy (2005:504) also believe that motivation can be observed 

by looking at the increasing number of successful organizations as a key consideration 

when it comes to a company's success. They maintain that today's competitive 

environment requires a workforce that is motivated and committed to reaching work

related goals. 

Principles of motivation, as the key elements of motivation, are the first to be given 

attention because if the management team does not include them in managing their 

schools. it will give a bad reflection on teachers projecting behaviour of demotivated 

' orkers. Other themes considered at a later stage are: purpose of motivation, theories of 

motivation and leadership challenges of motivation. 

2.2.2 Principles of motivation 

There are four principles of motivation as argued by Stohl & Cheney (200 I :349-407). 

These include participation, communication, recognition and delegated authori ty. 

2.2.2. 1 Participation 

Deems & Deems (2003:53) see participation as the process of engaging employees to 

come together around work issues as they are the stakeholders of that particular school. 

They also say that when people are engaged, they voluntari ly commit their minds. hearts. 

and talents to what they are engaged in. They become involved. Engagement is the sense 

of ownership or commitment it takes to trigger innovation, nurture community and get 

the job done in the best way possible. The question to ask is: how should participation 

take place? 
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Every stakeholder of the school (learners. teachers and managers) must have a say in the 

decisions taken that affect their work. Hawkins, Lake, Nielson & Tierney (2006: 12-23) 

are of the opinion that staff members should be involved in the formulation and setting of 

goals to be achieved by the organization. The more they are involved. the more they 

become ready to help in achieving such goals. They should also be pa11 of the decisions 

made which directly affect them. Managers of schools should let the teachers feel that 

their contribution is meaningful and appreciated. The question to ask is. do the teachers 

involved in this study feel that their contribution to education is meaningful? uch feeling 

can come about only it: in reality, each of them is personally involved in thei r school"s 

acti vity in particular and in the APO in general. 

2.2.2.2 Communication 

Communication is an activi ty that takes place when a message is transferred sati sfactorily 

!l·om one party to another so that it can be understood and acted upon if necessary 

(Fielding. 2006: I 0). On the other hand, Thi ll & Bovee (2008:4) regard it as the process of 

transferring intormation tram a sender to a receiver. This process links managers with the 

execution of the basic and additional tasks in order to achieve business objectives. 

For communication to take place there should be a source, transmission through channels 

and a receiver (Field ing, 2006: 10). As it is a mutual exchange of ideas. two people or 

more will be making contact. informing and interpreting messages (Amos et al.. 

2008:240-24 1 ). That means that they wi ll talk to each other (verbally or non-verbally) 

with the aim of delivering or telling or conveying the message, which points towards the 

acti ve participation on the part of the receiver. 

Most authors believe that good communication is the key to an organi zation· s success. 

Mistakes are often made in organizations such as schools because communication is not 

seen as a two-way exchange. but as a directive from above without any consideration of 

those for whom the communication is intended, or of their views. Greenberg & Baron 
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(2003:318-325) believe that the aim of communication is to inform, remind or bring 

about a certain activity w ithin the community. 

Certo & Certo (2006:390), agree that it is advisable for managers and leaders of schools 

to communicate objectives and the results achieved to the employees so that they should 

cooperate more and have a sense of belonging to that particular school. That can be 

achieved by disseminating relevant information about decisions. plans and activities to 

people that need it to do their work. providing written materials and documents and 

answering questions for technological information (Thi ll & Bovee, 2008:4-5). Changes 

and progress should also be communicated to the staff to update them about what is 

going on in their organization. If not, they will show little or no interest and have little 

motivation. 

Principals and their HoDs need to show that they trust their subordinates. They should 

also exhibit a high degree of integrity. That can be done by improving their listening 

skills, and taking more time to listen to their subordinates (teachers). The Mafikeng APO 

and Rekopantswe APO communicate with the SMTs of schools through circulars and by 

calling meetings. In most cases. the SMTs are informed about what is happening in the 

upper levels of management and they should cascade the in formation to the teachers. 

Deems & Deems (2003: 19) outlined four guidelines for managers and leaders for 

communicating, and they are: 

• Always keep all of your employees in the communicating loop, meaning that all 

employees deserve to know what is going on in their organization. 

• Never let them hear news about the company from the media first. All employees 

must hear the ne-.: s from the leaders in small-group meetings or in company -wide 

meetings. 

• Always tell the truth. That should be done so that the leader need not be worried 

about what he/she said to one person and what he/she said to someone else. It is 

important for the employees to trust their leaders. 
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• Communication has to be frequent. Employees need to know that they are free to 

come to your office at any time that they need you and that they wi ll get an 

immediate hearing. 

2.2.2.3 Recognition 

Recognition. according to Caproni (2005:226). is when conditions that increase the 

possib ility that employees wi ll feel empowered are created and they (employees) behave 

accordingly. Praise for effective performance, significant achievements. and special 

contributions. expressing appreciation for someone 's contributions and special efforts are 

some of the indicators of recognition. Teacher recognition in the Central Region is when 

the teacher has produced symbol A 's, B's and C 's in his/her subjects. The M afikeng and 

Rekopantswe A POs recognize their performing teachers by nominating the best 

performing teacher in each school. These teachers are rewarded with certificates of 

excellence and money to motivate them. This exercise takes place at the end of every 

year. 

Puth (2002: 13) postu lates that the best way of motivating teachers is to raise their 

professional and personal sel f-esteem. He believes that pay alone cannot do it but public 

recognition will. He suggests that managers can adopt a policy of recognizing employee's 

outstanding contributions at staff meetings and praise employees for their 

accompl ishments public ly. Those employees wi ll respond by striv ing to achieve 

something impo11ant each week. It is also agreed that if a staff member rece1ves 

recognition and appreciation, he/she is incl ined to work very hard and then have job 

satisfaction. 

2.2.2.4 Delegated authority 

There is no manager' ho can alone accomplish the work that needs to be done to achieve 

the goals of the organization (Amos et al., 2008:21 2). Delegation does not on ly assist the 
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manager. but it is also empowering and motivational to others because it gives them the 

pov er to act on behalf of management. 

The leaders or managers of schools can delegate authority to teachers to use in a 

responsible manner. They are given the authority and autonomy to carry out their 

professional tasks. The teacher is free to obey certain norms and rules which are for 

educational management and to manage the school accord ing to those rules and norms. 

Caproni (2005:220-22 1) believes that teachers are offered opportunities to develop skills 

and confidence, demonstrate competence and accept more responsibility with in the 

school as an organization. 

Hawkins et al. (2006: 171-172) suggest that every educational leader must be ready to 

delegate authority to capab le people (employees) because that will enable them to be able 

to make decisions themselves in connection with their work within set guidelines. Those 

that are given the authority should be in the know that they are accountable and 

responsible in the execution of their freedom and authority. Teachers need not be 

managed more than it i nec~ssary because they might feel that their managers do not 

trust them. Teachers are in need of autonomy and empowerment. 

2.2.3 The purpose of motivation 

Leaders want their followers to be motivated because they know that motivated followers 

enjoy their work more and thus work harder and better and are more pleasant in enabling 

the organization as a whole to attain its objectives (Puth, 2002: 136). In education, 

principals and school management teams (SMT) as managers of the organizations such as 

chools are often given the task of improving the productivity of the teachers and 

indirectly of the learners (Grobler, 2000: 15). 

Williams (2005:551 ). contends that the basic model of work motivation and performance 

go together. He says that it is impossible to talk about one without mentioning the other. 

Intact. he believes that motivation is one of the three primary determinants of job 
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performance. It is true that motivation does contribute substant ially to performance 

(DuBrin. 2003: 319) but not as direct ly as many people think. That is expressed by the 

fo llowing equation that is used in industria l psychology (Williams, 2005: 55 1 ): 

Job Performance= Motivation X Abil ity X Situational Constra ints 

In the opinion of Wi ll iams (2005: 551 ). if one of these components is '"eak. job 

performance w i ll suffer. DuBrin (2003:3 19) adds that comm itment is an extension of 

motivation because committed employees enjoy working towards the achievement of 

goals. 

Another perception (Lefton & Buzzotta, 2004:73) is that all moti vation is concerned with 

performance because when one tries to moti vate people, he/she must try to get them to 

perform more product ively. It is not an easy task to get people to achieve their job goals. 

therefore, managers can not expect the employees to work very hard and efficiently 

unless they know that it will help them satisfy thei r own needs. 

In the first place. motivation depends on getting people to see the l ink between their j ob 

goals and their needs. Once they understand how the two are connected. they will 

understand how they can expect to benefit from achieving the goals when they see that 

hard, effic ient work that leads to the attainment of the organizational goals also meets a 

personal need. they should be motivated to perform productively (Lefton & Buzzotta. 

2004: 74). Goals that do not promise satisfaction do not motivate people. SMTs cannot 

motivate the ir teachers to work hard and effici ently unless they themselves become aware 

that this knowledge w i ll help the teachers satisfy their own needs and help them in that 

direction. 
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2.2.4 Factors that can enhance or weaken the effect of motivation 

Van der Wcsthuizen ( 1991: 203) classi fies motivating factors into four groups, namely: 

the factors in education. factors in work situation, management factors and community 

factors. He explains each factor as follows: 

2.2.4.1 Factors in education 

The needs, such as recognition, expectations, need for achievement, to be an authority 

figure. value system, sel f-respect. and friendship relationships for every person should be 

taken into consideration. For example, a temporary teacher is in need of job security. 

Others are in need of recognition of achievement and merit, awards and promotion that 

will motivate them. if not. they become demotivated and then turnover. A sense of 

responsibility and pride in the quality of work done should be cultivated. If management 

believes in McGregor 's theory X, (Vander Westhuizen, 1991 :204), in which teachers are 

threatened. punished and controlled and contrary to that, teachers are in need of po\-ver. 

then it becomes a problem to motivate such teachers. 

2.2.4.2 Factors in work situation 

The subjective feelings of the employees and the way they view the physical 

changes. rather than the changes themselves, seem to influence motivation. 

Working cond itions can. of course, affect the employees· comfort at \\Ork, but 

many are the examples of employees working under bad conditions but have a 

high level of morale and. likewise, of employees working under the best physical 

conditions but have low morale (Goetsch, 2002:22). 

The following factors, as suggested by Vander Westhuizen (199 1: 203) and which are 

related to work itself may serve as a means of motivation: 

• interesting and meaningful nature and type of work ; 

• opportunity for group identity, chances of promotion, and the work environment: 
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• opportunity and challenges of tlie work, that is. the opportunity for creativity and 

renewal: 

• routine work leads to frustration. boredom and lack of motivation (post and work 

rotation can serve as the remedy to the problem). 

2.2.4.3 Management factors 

The quality of management affects the behaviour, attitudes and effort. Interpersonal 

relationships are very important in this case because what is expected of teachers should 

be communicated to them including how and when the set goals are to be achieved. As it 

is. the task of the principal is to plan. organize, guide and control, it is the staffs 

responsibility to carry out or implement instructions. To enhance motivation, and 

stimulate participation, staff can help to plan, then implement and execute. 

2.2.4.4 Community factors 

The teacher may be demotivated if he/she is having differing values such as religion. 

culture, politics. economy or social with that of the community. The teacher's personal 

life also "ill have an inOuence on his/her behaviour. lf it has a negative effect on the 

teacher's work, the educational leader should see to it that he/she deals with the situation. 

Therefore, the leader needs to know the individuals' needs, their work circumstances, 

requirements of the community. and effective management styles. 

ln relation to Greenberg & Baron (2003:529-532) view, Amos et al. (2008:147- 151 ). in 

their analysis of motivation researches, revealed creativity, group motivation and culture 

motivation as the driving factors to motivation. 

Creativity: Certo & Cer1o (2006:454), agree that creativity is the ability to generate 

origina l ideas or new perspectives on existing ideas that are useful for organizations to 

adapt to the changing working environment. They believe that management can 

simultaneously inOuence motivation and creative performance in an effective way. 
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Lebow & Spitzer (2002: 43) observe that it is very imponant for employees to ' ork in a 

freedom-based environment because it helps them (employees) to abandon the idea of 

controll ing and manipulating people. Lebow & Spitzer (2002) have also found that 

controlling environment is likely to inhibit creativity. while supervisory support and trust 

enhance creativity in employees. Greenberg & Baron (2003:538-539) are also of the 

opinion that setting the agenda for innovation should include creativ ity-goals. Lebow and 

pitzer (2002:43). therefore. advise leaders and managers not to control employees but 

rather encourage them to be creat ive and own their jobs, because owning their jobs means 

no excuses. 

Groups and motivat ion: Although the literature suggests that group membership will 

affect an individual 's perception of the values for the group, overall , little is known about 

how these perceptions are formed. Studies on work teams (Grutter. Field & Faull. 2002) 

reveal that semi-autonomous work teams experience higher levels of job cope Uob 

characteristics that increase intrinsic moti vation) and greater intrinsic satisfaction. 

extrinsic sati sfaction and organizational commitment than traditional work groups that 

are allowed administrative oversight of their work. 

Culture and motivation: Different things might motivate people of different cultures. For 

instance, some are driven by money, whereas others are driven by the happiness and 

enjoyment they get from the ir jobs. 

Jones (2005:42) came up with a table that indicates the presence and absence of 

motivation in an organization or a person as indicated in Table 2. 1 below. 
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Table 2.1. 

Indicators of present motivation and absent motivation 

Signs that motivation is present 

• l ligh performance 

• ll igh results 

consistently achieved 

being 

• Energy, enthusiasm and 

determination to succeed 

• Unstinting cooperation to 

overcome problems 

• Willingness to accept 

rc ponsibility 

• Willingness to accommodate 

necessary change 

2.2.5 Theories of motivation 

Signs that motivation is absent 

• Apathy and indifference towards 

the job 

• Poor record timekeeping and high 

absenteeism 

• Exaggeration of the effects or 

difficulties encountered 111 

problems, disputes and grievances 

• Lack of cooperation in dealing 

with problems or difficulties 

• Unjustified resistance to change. 

There are many theories that attempt to explain the nature of motivation. It is important 

for a leader to have a better understanding of motivation theories because people are 

unique, and therefore are driven by different needs to behave the way they do. Daft 

(2005 :295) points out that leaders can use motivation theory to help satisfy followers· 

needs and imultaneously encourage high work performance. Commonly known 

behavioural theories of motivation are Maslow's hierarchy of needs, Herzberg's two

factor theory, McClelland's theory. McGregor's theory X and Y, Alderfer' s ERG theory. 

and theory Z. In this study. attention is given to the first four theories with reference to 

the educat ional setting. 
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2.2.5. 1 Maslow·s hierarchy of needs 

Maslow's hierarchy of needs suggests that people are motivated by phys iological (food 

and water). safety (physical and economic). belongingness (friendship. love. social 

interaction). esteem (ach ievement and recognition). and self-actualization (realizing your 

fu ll potential) needs (W ill iams, 2005:553). A need creates a pleasant or unpleasant 

tension/ di scomfort when it is not satisfied. If a need is partially met. as it cannot be 

totally /completely met. tension ofthat need is relieved (Grobler, 2000: 23). Accord ing to 

Grobler (2000:23). a motive is a need or desire coupled with the intention to obtain an 

appropriate goal: in other words, people are motivated to work in order to satisfy their 

needs. 

According to Maslow. needs are arranged in a hierarchy from low (physiological) to high 

(se lf- actualization). He theorises that individuals fulfi ll needs in ascending order from 

the most immature to the most mature (Grobler, 2000:23) as indicated in Figure 2. 1 

below. This progression is analogous to climbing a ladder. where the individual must 

achieve a secure footing on the fi rst rung in order to step up to the next rung. Within this 

hierarchy. people are motivated by their lowest unsatisfied needs. As each need is met. 

they work their way up the hierarchy towards self- actua lization needs (Williams. 2005: 

553). This is an indication that' hen the first level of needs is satisfied. the second level 

of needs appears immediately (Van Deventer & Kruger, 2003: 15 1). It is a fac t that even 

though needs are satisti ed. they never totally disappear. 
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Figure 2.1 

Maslow's hierarchy of needs 

(Adopted from-van Rensburg, 200 l: 15) 

According to DuBrin (2003:320), Maslow classified the hierarchy of needs into two 

groups, which are: high order needs and low order needs. He calls low order needs 

de fic iency needs because they must be satisfied to ensure a person 's existence, security 

and requirements for human contact. High order needs are called growth needs because 

they are concerned with personal development and reaching one's potentia l. According to 

Maslow, low order needs are to be satisfied before high orde r needs (Hellriegel, Jackson 

& Slocum, 2005; DuBrin, 2003; Robbins & Coulter, 2003; Grobler, 2000). Teachers, like 

any other human beings, put survival needs such as requirements for food. water, shelter. 

clothing, sleep, sex and so on, first. If such needs are met, or partially met, it is then they 

can focus on comfort. When they are physically comfortable, one may think about a 
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··better .. house or car. Maslow's levels of needs are individually explained according to 

their order of sequence as illustrated in Figure I above. 

(a) Physiological needs 

Physiological needs are referred to as the basic bodi ly requirements such_ as food. water, 

shelter. rest and sleep. moderate temperature and clothing (DuBrin. 2003:320: Hellriegel. 

ct al.. 2005: 408). These are needs that people try to satisfy before al l other needs. For 

example, the primary motivation of hunger is food rather than gaining recognition for 

ach ievements. Like other people. the primary reason why teachers work is that they want 

to earn salary to allow them meets their physiological needs. If the salary they get i 

insufficient, it becomes difficult for them to be motivated to work. 

(b) Safety and security needs 

According to Hellriegel et al. (2005: 408), safety and security needs include the desire for 

safety and stability and the absence of pain, threat, and illness. In short it is the desire to 

be safe from both physical and emotional injury (DuBrin, 2003: 320). Employers have 

different views on their individual security and safety. Many of these needs are met when 

employees have stable jobs with adequate medical , unemployment and retirement 

benefits and safe working conditions. Some have the desire for work that bui lds their 

competencie and ensures their long-term employabi I ity. Most teachers wou ld appreciate 

a safe and conducive working environment. The changing ' orld of ' ork today has 

brought about uncertainty in teachers regarding their future since the advent of 

redeployment and rationalization. and this is no different for the teachers of RckopantS\\C 

and Mafikeng APOs. 

(c) Social needs/ Affiliation needs 

DuBrin (2003: 320) says that social or affi liation needs are the desire for friendsh ip. love. 

belonging and affiliation with other people. Grobler (2000: 24) believes that social needs 
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create tension when safety needs have been met to an adequate degree. He also says that 

they are the first needs to be felt after the personal needs (basic and safety) have been 

met. Teachers too have the desire to be loved, accepted, liked, and feel appreciated by 

other people. Managers and HoDs of schools can contribute to the satisfacti on of these 

needs by promoting teamwork and allowing people to di scuss work problems with each 

other. There are teachers with low affiliation needs and who may be content to work on 

tasks by themselves. If managers or HoDs observe such teachers, they can encourage 

others to work more closely with them and suggest that the employee partici pates in the 

organization·s social acti vities to encourage him/her to have social relationships with 

other teachers (Hellriegel et al. . 2005:408). 

(d) Esteem I ego needs 

Self-esteem needs reflect people's desire to be respected, recognized by selves and others 

as a person of worth and to gain status within groups and to excel (Grobler, 2000:25). To 

sati sfy these needs teachers wi II seek opportunities for achievement, promotion. prestige. 

and status. All of these, symboli ze their competence and worth (llellriegel et al.. 

2005:408). Managers can help their teachers sati sfy their esteem needs by praising the 

quality of their work. Again they can promote job sati sfaction and high quality 

perfo rmance by providing opportunities for exciting, challenging work and recognition 

fo r accomplishment. If managers and HoDs do not value appreciation when the job is 

done we ll , the teachers become demotivated. According to Grobler (2000: 25), these are 

the most difficult needs to satisfy because they depend on the opinions of others and the 

abilities of others to respond appropriately, and thus. it is di fficult to step forward to the 

next level if these needs are not met. 

(e) Self-actualization needs 

Self- actuali zation is the des ire for personal growth, self-fulfillment, and the reali zation of 

the individual's full potential. It is the highest level of needs, which is not easy to sati sfy 

because it includes the needs for self-development and self-fulfillment. Grobler (2000:25) 
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contends that a person who has sati sfi ed the ego/ status needs may feel the need for 

creative expression. personal growth and challenge. He also argues that self-actualizing 

behaviours are growth-motivated, not deficiency motivated and these include risk-taking. 

seeking autonomy and developing the freedo.m to act. According to him, true self

actualization cannot be achieved without taking risks and accepting that the individual 

alone has the freedom and responsibility to make choices and work towards goals. 

To conclude this section on Maslow's need hierarchy theory. it is interesting to note that 

research on this theory, according to Lunenburg & Ornste in (2004: I 13) has revealed that 

self-actua li zation, esteem and social needs are 'dominant areas of perceived need 

deficiency'. The researchers attri buted the increase in the security needs of teachers at 

the time. to a reflection of a tightening job market and pressure of reduction in force. 

2.2.5.2 Herzberg's two-factor theory 

Herzberg's theory (Lunenburg & Ornstein 2004: 115) is based on Maslow's hierarchy of 

needs and. according to this theory: people are motivated by factors. which are embodied 

in the work itself. The factors are commonly known as hygiene factors and the motivator 

factors. These factors exert an important influence on the worker' s achievement becau e 

they are directly related to job satisfaction (Greenberg & Baron. 2003: 15 1-154). 

Motivator factors are intrinsic whereas hygiene factors are extrinsic. The two fac tors can 

be differen tiated as follows: 

(a) Hygiene factors 

When employees discuss bad feelings about their jobs. they usually talk about hygiene 

factors. These are factors si tuated outside the work. They cannot motivate a person but 

can rather make a person dissatisfied. Factors such as salary, supervision. interpersonal 

relationships wi th subord inates, peers and supervisors, working conditions. company's 

policy and administration and many more are mostly discussed by employees when they 

are talking bad feelings about their jobs (Grobler, 2000:27). That is where the equit) 
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theory applies. Teachers compare the sa lary they get with their inputs. Grobler (2000:27) 

adds that if they realize that what they put in is more than what they get, they try to 

reduce their inputs and this wi ll eventually have an influence on work achievement. They 

also compare themselves with other employees qf their age in the other departments and 

then have a feeling that they are cheated of their potentials they then turnover. 

(b) Motivator factors 

These !actors are intrinsic to individuals as they turn the employer on. Individuals discuss 

motivator factors when they feel good about their jobs. Herzberg regards the !allowing as 

motivator factors: recogni tion, achievements, self-realization, promotion. possibility of 

growth, advancement, responsibility and the work itself. 

Herzberg's theory indicates that there is a relationship between motivator factors. hygiene 

factor and productivity because hygiene factors are important in the drive to achieve job 

satisfaction and when job satisfaction is achieved, employees can be urged by means of 

motivator factors to give better service on daily basis. Motivators such as growth, work 

itself. rcsponsibil ity and challenging work have a pos itive effect on job satisfaction 

(Amos et al.. 2008: 180- 182). School management teams (SMTs) as managers of the 

school need to assist their employees to realize the two factors by means of achievement 

motivation. If the teacher does not enjoy the work he/she is doing, there is no ,:~;,ay that 

he/she can exce l. Doing the same type of work for more than ten years is boring. 

Teacher need to achieve something in li fe. Achievements such as promotion \\ ill be 

moti ational to them as they learn new things. They always want to learn a thing, and be 

given responsibility. 

2.2.5.3 McCIIeland·s achievement theory 

McC IIeland's achievement theory also fa lls into the category of content theorists. His 

acquired theory focuses on needs similar to the higher order needs identified by Maslow. 

He argues that individuals have needs for achievement (n-Ach), affiliation (n-Aff) and 
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power (n-Pow). lie also argues that the degree to which particular needs motivate varies 

tremendously from person to person (Williams. 2005:554). 

Greenberg & Baron (2003:95-99) contend that motivational stimu l i are the desire for 

pleasure and efforts made to remove unpleasant experiences or pain. Thus the 

achievement of goals and realization of ideals are pleasant and moti vate a person for 

further achievemcms. On the other hand. mistakes and errors create a feeling of failure 

and in any case. are counterproductive. DuBrin and his associates believe that much j ob 

behaviour can be explained by the strength of people's needs for achievement. affil iation 

and PO\ er (DuBrin, 2003:322). The theory is discussed in greater detai l belov . 

(a) - PO\\ Cr 

Grobler (2000:30) defines the need for power as the need to influence and lead others and 

be in control of one·s environment. According to him, this is common among middle

and upper-level managers because their jobs are to organize and inlluence people. He 

believes that a trong need for power. in most cases. is needed b) politicians. police 

officers, military officers. lawyers, labour leaders and leaders in academic in titutions 

such as school principal s. In the educational setting. teachers also need to be given the 

po\\ er 10 do some of the things. He separates the need for power into two faces, the 

positive face (soc ialised power) and the negative face (personalised power). 

• Positi ve face (socialized power) 

Principals and managers of schools moti vated by this face, seek power to make their 

department or school function better so that others (staff and customers) can benefit. 

The e people arc less defensive and sel fish and are more wi lling 10 take advice from 

experts. have a longer-range view and accumulate fewer material possessions. They usc 

participative style. thereby empowering teachers. They believe in power through people. 
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• Negative face (personalized power) 

According to Grobler (2000). personalized power is an unsocialised concern for personal 

dominance. People with personalized power have little inhibition or self-control and they 

exercise power impulsively 

Results of research (McClane, 1991) have shown that every manager needs a reasonably 

high need for power to function as a leader. It wi ll be up to that particular leader's 

indiv idual motives and values he holds to use those needs for power. Being in a need for 

power docs not make one to be an autocratic or authoritarian leader. A good leader wi II 

have a need for power and to use it appropriately and creatively in a satisfying manner 

(Grobler, 2000:30). 

(b) N- Achievement 

According to Grobler (2000:31 -32), this is a need to accomplish goals. excel and strive to 

continually do things better. A person is motivated more by his feelings of self-realization 

than by monetary reward. He is more sensitive to the awareness that he has achieved. 

These t) pes of teachers are realistic and set themselves high attainable goals. 

Grobler (2000:31-32) again argues that even though the need for achievement is 

neccssat") for entrepreneurs, it is not always functional for managers to be extremely high 

in this motive. People with high need for achievement want to take calculated (moderate) 

ri sks, and like situations in which they get immediate. concrete feedback, on how well 

they are doing. These types of people get ahead as individuals because they are 

producers. they get things done and forget that success also depends on activities of 

others not on theirs alone. Since they are highly task- oriented and work their capacity. 

the) expect others to do the same. consequently they sometimes lack the human skills 

and patience necessary for being effective managers of people who are competent but 

have a higher need for affiliation than they do. A need for achievement must be 

appropriately used. Working as a team is important to teachers and can enhance them and 
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their managers to achieve their goals much easier. If anything I ike that happens in 

Rekopantswe or Mafikeng APO. definitely there will be enhancement of the will to work 

and work effectively among teachers. 

DuBrin (2003:323) believes that managers can best motivate employees with high need 

for achievement by seeking their inputs when defining work goals. He/~he should also 

give them sufficient resources. show them the final outcome of their work. and encourage 

professional growth opportunities. 

(c) -Affil iation 

It is the desire for friendly and close interpersonal relationships (Grobler. 2000:31) that 

leads to the need to be liked and accepted (Williams, 2005:554). The need for affiliation 

also has two faces, the positive face and negati ve face. 

The positive face of a need for affiliation : The positi ve need for affiliation is concerned 

with interpersonal relationsh ips but not at the expense of goal orientated behaviour. 

Teachers with a positive need for affil iation value good relationships and work at 

maintaining them. Their concern with relationships does not however prevent them from 

giving negative feedback or making tough decisions. 

egative face of a need for affiliation: Accord ing to Grobler (2000:31). it is affiliative 

assurance. a concern for obtaining assurance about the security and strength of one 's 

relationships and avoiding rejection. Teachers need to be assured by the managers of their 

imparlance to the company to make them feel secured at all times. These types of people 

seek approval from others and devote more energy to retaining relationships than to 

achieving work goals. They worry about being disliked. 

Managers with high need for affi liation spend more time communicating with others. 

They are good at creating the networks that are crucial for success in many organizations. 
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2.2.5.4 McGregor" s theory X andY 

The behaviour of managers in most cases is influenced by their assumptions and beliefs 

about fo llowers and what motivates them. McGregor developed this theory to enhance 

managers' abil ity to critically examine thei r assumptions about workers/employees 

(Lunenburg & Ornstein, 2004:5 1 ). He states two divergent philosophies as a basis for 

motivation and they are theory X and Y. Theory X and Y, according to DuBrin 

(2003:298). forms part ofthc foundation s of human relations approach to management. 

(a) Theory X 

Theory X presents an essentially negative view of people (Robbins & Coulter, 2003:426). 

It states that in order to prevent people from becoming passive. they must be persuaded. 

rewarded. punished and controlled. Hellriegel et al. (2005:423) define theory X as a 

composite of propositions and beliefs that take a command and control view of 

management based on a negative view of human nature. 

Theory X managers view management as a process that involves directing, controlling 

and modi fying their subord inates' behaviour to fit the needs of the organization. The) 

iew employees as basical ly lazy and se lf-centred and that is why they sometimes need to 

be forced and even be threatened with disciplinary measures and punishment to achieve 

the organizational goals. Like other departments, the Department of Education has 

policies that govern schools. Poor managers who use them as a threat or punishment 

dcmotivate and frustrate teachers. 

(b) Theor) Y 

Theory Y offers a posi ti ve view. According to Robbins & Coulter (2003:426-427). the 

theory assumes that workers can exercise self-direction. accept and actuall y seek out 

responsibili ty and consider work to be natural activity. Hel lriegel et al. (2005: 424) define 

Theory Y as a composite of propositions and beliefs that take a leadership and 
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empowering view of management base·d on a positive view of human nature. In this case. 

employees are not by nature passive or resistant to organizational goals. They are so as a 

result of experiences in organizations. 

Theory Y relies on the self-control and self-direction of the sub-ordinates. The 

motivation. potential for development, capacity for assuming respon~ibility and the 

readiness to direct behaviour towards organizational goals are all present in employees 

but it is management's responsibility to make it possible for teachers to recognize and 

develop these human characteristics for themselves. 

McGregor sees it necessary for a school manager to try and establish, by means of honest 

se lf-evaluation. what the true nature of his/her attitude towards members of the staff is. 

Caproni (2005:94-95). supports that when she says that effective managers believe that 

building trust is as critical part of their everyday work li fe because they realize that, 

although trust is critical to managerial effectiveness, it cannot be enforced or created 

instantaneously. it takes ongoing effort to maintain and is difficult to rebuild once broken. 

2.2.6 Approaches to motivation 

Jones (2005:48) explains that in 1988, Armstrong proposed three approaches to 

motivation as illustrated in Figure 2.2 below. Each of these approaches. according to 

Jones (2005). has its own merits and deficiencies. 

35 



t 

Figure 2.2 

Carrot and stick approach (Adapted from: Jones. 2005:48) 

·Carrot and stick approach· 

Fulfilling 
·~------------------------------------~ 

Goals and feedback 

work 

This approach is based on the notion that people work for rewards. Armstrong believes 

that when people are given better incentives, they are likely to work hard. This approach 

is in the same vein as pay-for-performance which is recommended by Robbins & Courier 

(2003:443) as one of the factors that influence employee motivation. 

2.2.6.1 Motivating through the "vork itself 

According to Jones (2005: 48), this is based on the notion that offering people fulfilling 

work ' ill raise their level of satisfaction, thus improving their performance levels. If 

people do the work that they do not enjoy they end up being bored. 
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2.2.6.2 The ' one minute- manager' system (goals and feedback) 

The approach is based on the notion that you should set goals for the staff, give them 

posi tive feedback \ hen they perform well , . and negative, but sensitive, feedback when 

they do something wrong. Feedback is of vital importance to employees to let them know 

whether they are performing or underperforming so that something can be done. 

2.2.7 Leadership and (teacher) motivation 

Leaders in organizations are generally expected to take the lead in motivating their 

employees. Management teams in schools are no exception. However leaders must 

themselves be motivated in order to inspire others. As Adair, (2009:91) says: The fir t 

golden rule of motivation is that you will never inspire others unless you are inspired 

yourself. Only a motivated leader motivates others ... motivation is caught not taught. 

SMTs therefore face challenge: first to be motivated, then to motivate teachers, who in 

turn must motivate learners. Employee motivation affects productivity, and so pan of a 

leader's j ob is to channel followers' motivation towards the accomplishment of the 

organization's vision and goals (Daft. 2005:294). Similarly motivated teachers affect 

learner achievement and so school managers must ensure that teachers are motivated to 

achieve the school 's primary goal of learner achievement. Although this section discusses 

employee motivation in organizations. this is equally applicable to teacher motivation in 

chools. 

Teacher motivation 

Teacher motivation as defined by Van Deventer & Kruger (2003: 148) is what influences 

the teacher to carry out the day-to-day tasks that the school as an organization is 

expecting him/her to perform " ith the aim of achieving goals set by the Department of 

Education. 
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According to De Jesus & Lens (2005: 120). teacher motivation is important for the 

advance of educational reforms because motivated teachers are more likely to work for 

educational reforms and progressive legislation, and they are the ones who guarantee the 

implementation of such reforms originating at the policy-making leve l. Even though 

teacher motivation is very important for the system and productivity. many teachers are 

not highly motivated. 

Teacher motivation is a concern for educational leaders and managers because it has an 

important eflect on learner motivation. If teachers are not motivated, the same will apply 

to the learners (De Jesus & Lens. 2005: 119). This statement has implications for SMTs 

and their role in motivating teachers. Teachers may be motivated in various ways. 

Lunenburg & Ornstein (2004: 122) suggest that midcareer teachers in particular could 

benefit from having thei r careers revitali zed, their jobs enriched, and by hav ing 

suppot1ive leadership which gives recognition and reward for achievement and effort. 

Despite difliculties over its precise nature, motivation is pivotal for managers and leaders 

because it is what makes people want to do things. It is what makes them put rea l effort 

into what the_ do. Clearly. motivation varies in its nature and intensity from one person 

to another. depending on the particular range of influences impacting on them at any 

given time (Jones. 2005:41 ). 

Calitz. Fuglestad. & Lillejord (2002:259). contend that motivating oneself and others 

refers to the abi lity to begin and complete tasks or assignments which deal with any 

setbacks that may ari se from time to time. They also say that in order to motivate oneself 

and others, one needs optimism as a personal characteristic. Caproni (2005 :50-59) 

believes that problems do not demotivate optimists because w hen they are confronted 

with a difficult situation, they take it as a challenge. 

The crucial issues of motivating employees today face managers in all organizations. 

Puth (2002: 2) asserts that when motivational techniques and approaches are used 

consistently and correctly, they can turn a department or the entire organization with a 
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slumping morale and producti vity into a galvan ized unit or high achievers. In thi s regard. 

communication is the key to impart commitment and enthusiasm to any organization 

including schools. 

De Janasz. Karen & Beth (2009:339-346) contend that if the supervisor or the leader 

desires an improved performance, he/she wou ld improve the j ob sati sfier rather than 

removing the job dissatislier. Robbins & Coulter (2003: 450- 457) identify the following 

as the tarting point of thing that managers can do to motivate employees: 

• Recognite individual differences 

The leader must bear in mind that individuals are different; therefore. have different 

needs, attitude . personality and other important individual variables. This is an 

indicati on that they should be treated different ly. It is therefore important for the SMTs 

not to assume that they understand what each teacher needs. They hould recognize the 

variety of needs that motivate teachers' behaviour and also ask them to better understand 

their needs. The MTs should be sens itive to ethnic. national. gender and age difference 

in thi regard ( elson & Quick. 2003: 171-172). Robbins & Coulter (2003: 450-457) 

advise the SMTs to make usc of their knowledge of employee differences to individualize 

re,vard • uch a promotions. recognition, desirable work assignments. autonomy and 

participation. 

• Match people to jobs 

High achiever hould have a job that allo,,s them to panicipate in setting moderate!) 

challenging goals that invo lve autonomy and feedback. But a manager needs to bear in 

mind that not everybody is motivated by jobs with high autonomy. variety and 

responsibility. It wil l be beneficial to teachers if the SMTs bear in mind that individuals 

have di fferent needs. Nelson & Quick (2003:171- 172) recognize that teachers \\ith high 

need for power need to be given the opportunity to exerci se influence. whereas those in 

need for achievement should be allowed to excel at work. Managers need to be tlexible 
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by being aware of cultural differences and show flexibility in responding to those 

differences. In countries where uncertainty avoidance characteristics are strong, security 

needs would be on top. Social needs are on top in countries with high scores on quality of 

li fe. The desire for interesting work seems important to almost all employees regardless 

of their national cu lture (Robbins & Coulter, 2003:443). 

• Use goals 

The literature on goal-setting theory suggests that managers should ensure that employees 

have hard. specific goals and feedback on how well they are doing in ach ieving those 

goals. Goals can be assigned or be set by the employees themselves. Caproni (2005:222-

225) argues that for a goal to have a positive impact on a person 's performance, that 

person must accept it, and thus participation in goal- setting is very important. Teachers 

need to be involved in the development of the school 's vision and mission because they 

are the ones to carry them out. Of course, it will be di fficult for them to be expected to 

implement what they do not know and how they are to do it. 

• Ensure that goals are perceived as attainable 

Managers must ensure that employees feel con fident that increased efforts can lead to 

achieving performance goals. They should believe in themselves that they are capable of 

achieving such goals. If goals are set by the SMT together with teachers, they wi ll make 

sure that the set goals are attainable and it wi ll be easier for them to achieve such goals. 

• Link rewards to performance 

For atta inment of specific goals, rewards such as promotions, recognition or acceptance 

can be important to the employee. 
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• Check the system for equity 

Rebore (200 I :238) suggest to managers that they can develop a unique re\\ ard system i r 
they understand their employees and believe them to work in thei r best interest. In the 

first place. not all individuals value the same type of rewards. consequently. a re\\ard 

programme must be flex ible enough to meet the expectations of individual employees. 

Secondly. managers and leaders must see to it that outcomes are equal to the inputs. One 

per.on·s equity i another" equity, so an ideal re-.vard system hould probably weigh 

inruts different ly in arriv ing at the proper rewards for each job. I f that is not taken into 

consideration. there wi ll be an imbalance of inputs and outcomes and the teachers '"ill 

have a feeling that there is inequity and inequity may result in a number of di fferent 

behaviours. 

• Do not ignore money 

Do not forget that the major reason why most people work is money. thus. the allocati on 

of performance- based wage increases and other pa_ incentives are important in 

determining employee motivation. 

Lebo" & Spitzer (2002: 43) are of the opinion that a freedom -based environment is el") 

important for employees because the environment abandons the idea of controlling or 

maniru lating people. A fi·eedom-based envi ronment trusts people to make good choice . 

Leaders and managers, in tead of controlling people, should encourage their people to be 

creative and to 0'-'\'11 their j obs because owning your job means no excuses. Managers and 

leader. must knO\\ that employees need on ly guidance and supervision. 

Leaders want their followers to be motivated because they knov,, that motivated follo"er 

enjoy their work more and thus work harder and better for thei r improvement (Puth. 

2002: 136). Puth bel ieves that these types of workers are more pleasant and they ' ' ill 

enable the organization as a whole to attain its objectives. 
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In educational settings, the principal a·nd the HoDs as managers of the school are oflen 

given the task of improving the productivity of the teachers and indirectly of the learners 

(Grobler. 2000: 15). 

Robbins & Coulter (2003:443) strongly believe that several significant workplace issues 

such as the fo llowing, influence employee motivation: 

• Motivating a diverse workforce 

Compressed workweek is a workweek in which employees work longer hours per day but 

with fewer days for the week. Flexible working schedules are what the SMT should think 

of first. Employees have di fferent personal needs and goals that they are hoping to satisfy 

through their jobs. A diverse array of rewards is needed to motivate employees with such 

varied needs. For instance, one may work to support his/her fam ily whereas the other 

works to supplement his/her retirement income. Organizations such as schools could 

design schedules they want to fi t employees' needs in. 

Flexible ' orking hours and job sharing are examples of what can perfectly fit into the 

education system. Flexible working hours is a schedul ing system in wh ich employees are 

required to work a certain number of hours per week, but is free' ithin limit . to vary the 

hours of work. Teachers today are overloaded with paperwork and at the same time 

teaching should also take place. The SMT can agree to give teachers free time within 

limits because they need to sharpen the saw. Job sharing is the practice of having two or 

more people splitting a fulltime job. The new curriculum has integrated some of the 

subjects to form one learning area {LA). In LAs such as social sc iences (S ). the SMT 

can also come to an agreement that each teacher specialist (history and geography) 

teaches 'vVhat he/she knows best. This might be attractive to individuals "ith school age 

children or retirees, who want to work but do not want the demands and hass les of a full

time position. Of course, this will happen successfull y in situations where the school has 

full control over its budget or is not unnecessarily restricted by its monetary policy. 
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• Pay- for- performance (PFP) programmes 

People work because they receive an amount of money that allows them to satisfy their 

needs and wants. PFP programmes are compensation plans that pay employees on the 

basis of some performance measure, for example, incentive plans. lump sum bonuses. or 

increase. Previously known as developmental appraisal system (DAS) and now integrated 

into the quality management system (IQMS) is being used in South African schools. It is 

probably most compatible with expectancy theory. 

Robbins & Coulter (2003:446) contend that studies seem to agree that the PF'P do work. 

One of the studies indicates that organizations that use PFP programmes perform better 

financial ly than those that do not use PFP programmes. Another study shows that the PFP 

programmes with outcomes-based incentives had a positive impact on sa les. customer 

sati sfacti on and profit (Thompson & Strickland, 2003: 393-412). 

• Open book management 

The aim of the open book management is to get employees to think like the managers and 

leaders by seeing the impact of their decisions and actions in terms of financial results. It 

also teaches the employees ho' to read and understand the organization·s financial 

statements. Through the open book management they should also be able to see the I ink 

between their efforts and the level of performance and operational results that wi II make 

them understand that they can impact on the bottom I in e. 

• Motivating the new workforce 

,.. Motivating professionals 

Robbins & Coulter (2003:447) agree that professionals receive a great deal of intrinsic 

satisfaction from their work. They believe also that they tend to be well paid. They are 

typically different from non-professionals; therefore have a strong and long-term 
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commitment ro their profession than to their employer. Their chief reward is work itself. 

therefore need challenging work. To keep current. they need to regularly update their 

knowledge. and because of their comm itment to their profession, they rarely define their 

"orkweck as 8.am to Spm-five days a week. 

, Motivating contingent workers 

Contingent ' orkers are part-time. contract. and other types of temporary \vorkers. A 

the: do not have the security or stability that permanent employees have. they do not 

display the commitment that others do. They get little or no benefit such as health care or 

pensions. A n opportunity to become permanent employee can motivate a temporary 

employee to work hard in hopes or becoming permanent. The abi I ity to find a nc'' job i 

dependent on the sk ills he/she has. Motivation is then increased if the employee sees that 

the job he/ he's doing can help him/her develop marketable skills. 

, Motivating low-ski lled. minimum-wage employees 

Although mone) i important as a motivator. it is not the only re,,ard that people seck 

and that managers can use. In motivating minimum-wage employees, managers should 

look at other types of rewards that help motivate employees· performance that i 

employee recognition programmes such as employee of the month. quarterly cmplo)ec 

perl'ormance award ceremonies and other celebrations of employees· accomplishments. 

Adai r (2009: I 09) adds eigh t simple ways to motivate others. These apply to arl) leader in 

an) organ ilation. lie recommend that a leader must: be motivated. select people who are 

highly mot ivated. treat each person as an individual. set reali tic and challenging target . 

remember that progress mot ivates, create a motivating environment, provide fair rewards. 

and give recognition. 
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2.2.8 Teachers' expectations 

People differ in the expectations they bring to their jobs and the satisfactions they derive 

li·om them. It is clear that there is a substantial gap between what most people v.ant from 

their jobs and what they are currently receiving (De Janasz. et al.. 2009:347-353). For the 

''ork that teachers do, in exchange they get the compensation which both includes 

linancial and non-financial rewards. Accord ing to Williams (2005: 499), there are four 

basic kinds of compensation decisions. They are: pay level. pay variability. pay structure 

and employment benefits and these have a huge innuence on teachers· behaviour. 

• Pay level decisions determine whether workers will receive ' ages belo' . above. 

or at current market levels. 

• Pay variability deci ions concern the extent to which pay varies with individual or 

organizational performance. for example piecework, sa les commiss ion. profit 

sharing. employee stock ownership plans. stock options. 

• Pay structure decisions concern the extent to wh ich people in the company receive 

very different levels of pay. 

Employee benefits decisions include virtually any kind of compensation other than direct 

wages paid to employees. Flexible or cafeteri a benefi t plans otTer employees a w ide 

variety o f benefits. improve job satisfaction. increase the chances that employees will 

sta) '' ith companies. and make organization more attractive to job applicants,( Williams. 

2005:499). In addition to compensation. teachers are motivated by a range of other 

factors as stated by (UNESCO. 2006: 2): 

• Dedication to the profession and teaching child ren; 

• Success in the classroom - professional rewards of seeing children achieve: 

• Status in their comm unities from exercising a respected profession: 

• Train ing and mentoring. particularl y recognized and certiticated in-service 

training; 
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• Appropriate working conditions ·_ including i ssues such the number of hours 

taught each week, the number of learners in the classroom, support of the head

teacher, availability of teaching and learning materi al s, parental involvement and 

support. clear school policies and guidel ines and the physical cond ition of the 

learning space/classroom; and 

• The prospect of promotion and career advancement. 

Principals and HoDs as leaders of the school. as argued by Caproni (2005:48) shou ld be 

moral leaders that will produce moral schools that are effective because as external socio

political cond itions become adverse or problematic. followers tend to expect leaders to 

take all the necessary steps to get them out of difficulty (Ziegenfuss, 2002:27 -40). 

2.2.9 The rela tions hip between motivated teachers and lea rner performance 

Even though there are several factors such as the school environment, family background 

and socio-economic status that have effect on learner per formance, teachers also can play 

a very large role in such performance. Performance is considered to be the function of 

ab i lity and moti vation. 

To improve learner achievement, the culture should be established within organizations 

such as schools v here all human potential is realized (Nel. Van Dyk, Haasbroek, chultz. 

Sono. & Werner. 2004:26). Another perceptions, Greenberg & Baron (2003: 158-1 59) are 

that the need for recognition, security and the sense of belonging is more important in 

determining a worker 's morale and productivity than the phys ical conditions under which 

he works. el et al. (2004:26) define Total Quality Management (TQM) as a continuous 

improvement in the products and services through the active learning and participation of 

all employees. They do believe that organizational cu lture of achievement. self

aclllal izat ion and continuous learning is conducive to quali ty products and services. 

On the other hand. Jones & George (2003:183-184), agree that motivation is only one 

factor among many that contribute to a workers· job performance, and therefore a high 
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level of moti vation docs not always result in high level of performance. They believe that 

high performance does not necessarily imply that motivation is high. Workers with low 

motivation may perform at a high level if they have a great deal of ability. They also 

mention factors such as personality and ability. the difficulty of the task. the availability 

of resources, working conditions and chance or luck as some of the factors that can affect 

performance. 

Jones & George (2003: 184), warn managers to be careful not to automatically attri bute 

the cause of low performance to lack of motivation or the cause of high performance to 

high motivation. The reason is that if they incorrectly assume that lov. performance stems 

from low motivation. they may overlook the real cause of performance problem (such a 

inadequate training or a lack of resources) and fail to take appropriate actions to rectify 

the situation. Similarly. if managers assume that workers who perform at a high level are 

highly motivated. they may inadvertently fail to take advantage of the talents of 

exceptionally capable workers. 

2.3 SUMMARY 

In brief. this chapter provided the conceptual framework of motivation with reference to 

teachers who are to be motivated by the SMTs. The literature has revealed the impo11ance 

of moti vational theories, highlighting the existence of a relationship between leadership 

and teacher motivation. The literature al so confi rmed that factors such as working 

conditions. interpersonal relationships, different va lues and attitudes are challenges on 

motivation of teachers. The research methodology employed in this study is outlined in 

detail in the following chapter. 
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CHAPTER3 

RESEARCH METHODOLOGY 

3.1 INTRODUCTION 

The researcher has undertaken thi s study to investigate the issues and challenges facing 

SMTs in motivating teachers to do effective work in schools. School principals, deput) 

principals and the heads of the departments as the school management team. were given 

copies of a questionnaire to till in with the aim of gathering information on their vievvs 

about the chal lenges they face when motivating teachers. In this chapter the researcher 

di cusses the types of research methods used, population and sampling, the research 

instruments administered as wel l as eth ical considerations and data analysis procedures 

undertaken. 

3.2 RESEARCH QUESTIONS 

The following research question forms the·main basis ofthe investigation: 

What are the main issues and challenges facing school management teams ( MTs) 1n 

motivating teachers? 

To answer the main research question, the following sub-q uestions are posed: 

• What is the nature and scope of motivation as reported in the literature? 

• What is the relationship between leadership and teacher moti arion? 

• What arc the chal lenges facing school management teams (SMTs) in motivating 

teacher to regain their passion for educational "ork? 

• Hovv could teachers be assisted to regain their passion regarding their educational 

work? 
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3.3 TYPES OF RESEARC H 

There arc tvvo main types of research approaches: qualitative and quantitative research . 

Only quantitative research will be discussed because it is the one employed for data 

collection. 

3.3.1 Q uantita tive research 

Muijs (2004: I) contends that quantitative research involves explaining phenomena b) 

collecting numerical data that are analysed using mathematically-based methods. 

particularly statist ics. In th is case, data needed by the researcher is availab le in the form 

of numbers (see Appendix C). According to Punch (2009:2 1 1) quantitative re carch 

conceptualizes reality in terms of variables. measures these variables. and studies 

relationships between them. 

3.3.2 Choice of method 

In this research. the quantitative (descriptive) method has been employl;!d because a 

researcher found it to be the most suitable and convenient way of data co llection on 

respondents' perceptions and views on the challenges they are facing when motivating 

teachers. A survey instrument with closed-ended and open-ended questions was used to 

collect data of a quantitati ve and qualitative nature. When applying quantitative method. 

a reasonable amount of data is collected in a short period of time (Val sa. 2005:89). 

The qualitative section was inc luded to provide rich data which would not otherwise have 

been po sible to provide quant itatively. In the qualitative section of the questionnaire 

respondents gave their opinions and experiences regarding motivation or teachers. The 

other reason for choosing quantitative method was that it shows causal relationships 

between variables (McEv,an & McE•..van. 2003:20) and the information from the 

respondents can be easily followed (Valsa, 2005 :20). The quantitative section sought 

re pondents· le el of agreement on issues related to teacher motivation b) means of a 
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Liken - type scale. In the quantitative section. data was col lected in numerical form to 

assist the researcher to make standardized comparisons to provide a common stimulus on 

items (.J ohnson & Christen en. 2008: 177) and to discover something ne'' that might lead 

to addressing societal concern (McEwan & McEwan. 2003:21 ). then come up \\ ith 

possib le recommendations. 

3. -t PO PUL ATION AN D SAMPLING 

Population is the;! group that the researcher wants to usc in genera li ;~ ing his/her findin gs 

(Muijs. 2004:37). In this study. the population used comes from the L\\O APO~. 

RekopantS\\e and Mafikeng in the Central Region of the 1 orth-West Province. 

The population that the researcher has targeted includes the principals. deput) principab 

and the heads of departments in the public schools, parti cu larly in the Central Region of 

the · orth-West Province. A li st of 98 schools \\as obtained from Rckopant \\C PO and 

95 schools from vlafikeng A PO making a total population of 193 schools. 

3.-t. l Sample u ed 

A random ampding or 25 chools in Rekopantswe Area Project Ortice invoh ing 

primat"). middle and high schools and 25 schools in the Mafikeng /\rca Project Office 

also involving primary. middle and high schools fi·om the Central Region were se lected. 

Thus. a total of SO chool participated in the tudy. The advantage or random ampling 

is that it incrcas.es the empirical information of the researcher (Fracnkel & Wallen. 

2009:92-9-l). Four respondents. particu larly the principal. deputy principal and t\\O head~ 

of departments from each school were given copies of the questionnaire to fill in "hich 

macle the sample to be ( =200). Table 3.1 below shows the distribllltion of the sample 

SIZe. 
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Table 3.1 

Distribution of s:ample size 

RES PO DE T<' , ) SAMPLE SIZE PERCENTAGE (%) 
1--

Pri ncipals 50 25% 

Deputy principal:s 50 25% 

Heads of Department 100 50% 

TOTAL 200 100% 

3.4.2 Response rate 

The response rate~ for the return of the questionnaire was very good because 80% of the 

copies of the questionnaire were returned. Table 3.2 below shows that out of the total 

number ( =200) distributed. 160 were returned. meaning that there was a high response 

rate of80%. 

Table 3.2 

Response rate 

RES PO DENT O.ISSUED RESPO SE % OF EACH % OF 

CATEGORY TOTAL 

Principals I 50 40 80 20 
I 

Deputy principa l 50 38 76 19 

Heads of Department (HoDs) 100 82 82 41 
~ 

TOTAL 200 160 80 80 
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3.5 RESEARCH INSTRUMENTS 

3.5.1 Questionnaire as a research tool 

For many good reasons the questionnaire is the most wide ly used technique for obtaining 

information from subjects. One of the reasons is that it is economicaL has the same 

questions for all subjects and can ensure anonymity. 

The questionnaire is usually formulated from a variety of questions li·om the literature 

based on one subject to tap into the responses of the research subjects. The questions are 

logically arranged. Questionnaires are used to convert into data the information given by 

the subjects. McMi II an & Schumacher (200 I :40) contend that questionnaire are not 

necessaril y easier than other techniques and therefore should be carefully emplo) ed. 

3.5.1.1 Advantages and disadvantages 

When researchers choose the questionnaire as a tool to obtain data from respondents. they 

are attracted b) some of the things that are beneficial to them such as the ability to access 

many respondents, the use of open-ended questions, using standard instructions for the 

respondents and providing time for the respondents to think abou t the quest ions 

(McMi llan & Schumacher, 200 I :40). It is for this reason that the questionnaire was 

preferred in this study. It was impottant for the researcher to gather as much information 

a. possible within a short period oftime. 

The disadvantages of the questionnaire are many (TeLL 2002:204: McMillan & 

chumacher. 200 I :276). 

They include restriction of the questionnaire, most often, to literate respondents. the 

likelihood of respondents misinterpreting the questions, limitation of questions and, 

therefore. the answers. and negative attitude of some respondents. 
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3.5.1.2 Constructing and pilot testing the questionnaire 

The advantages and disadvantages discussed above helped in guiding the construction of 

the que tionnaire for this investigation. 

A wel l-designed questionnaire is required to ensure reliability and validity of data 

collected hence it is impo11ant to take time in its development. Bell (2005). McMillan & 

chumacher (200 I) & M aterechera (2002) have suggested the following guidelines and 

rules for the construction of a questionnaire and the guidel ines were used in constructing 

the questionnaire in Appendix C: 

• Clarity: items must mean the same to all respondents. The questions were 

phrased in such a way that respondents were able to answer them. 

• Short. simple items are the best: questions must be simple and deal with single 

concept. be as clear as possible. Questions asked were brief and straight to the 

point. which is why respondents(\ hen pilot testing) could answer them \'vith 

ease. 

• Make instructions brief and easy to understand. There were no long and 

complicated instructions; all instructions were brief and to the point. 

• egative items should be avoided: these can lead a respondent to anS'v\er the 

opposite of his real opinion. There were no negati ve items used in the 

questionnaire because the respondents when pi lot testing. could ansv.er the 

questions as was expected. 

• Double-barrelled items, which require the subject to respond to two or more 

separate ideas \'vith a single answer. should be avoided. The questions \\ere 

constructed in such a way that respondents should not give two different 

answers at a time. 

• Biased or leading items or terms are to be avoided. All questions' ere asked 

in such a way that there were no leading or biased terms. 
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• Questions should be relevant because irrelevant questions arc misleading. /\ II 

the questions v .. ere based on motivation and therefore only i~sues and 

challenges of motivati on formed the basis of questions asked. 

• Rc. pondcnts must be competent to answer: it is important that the 

respondents arc ab le to provide reliable information and are not compelled to 

recall some of the incidents. Competency in answering the que tions \\as 

ob erved during the pilot testing and respondents could answer the questions 

'' ith ease '' ithout asking for assistance. 

• Prov ide adequate space for answering open-ended questions. Enough space 

vva. pro ided on the questionnaire for answering all open-ended questions 

(sec Append ix C). 

In addition to the above guidelines. the questionnaire for thi~ study was also 

developed according to the following rules as outlined by Mertens (2005: 182): 

• Organi candIa) out the questions so that they are easy to answer. 

• Include brief and clear instructions. 

• Be sure to number the items and the pages. 

• Begin "ith a fc,, interesting and not threatening items. 

• Do not put the most important item at the end of a long que tionnai rc. 

• Organise the questions in a logical sequence (i.e. group related items). 

(Sec Appendix C) 

(a) Validity 

Ac.:cording to Johnson & Christensen (2004: 409). there are two important variables that 

influence the va lidity of a questionnaire that is used as an instrument fo r data co llel:tion. 

The first question i ho\\ important and relevant the top ic to be investigated is to the 

respondents. and second ly. whether their anonymity is protected. With respect to the fir t 

question, Johnson & Christensen (2004: 409) point out that one can assume more va lid 

responses from individuals who are interested in the topic or are informed about it. About 



the second question, they indicate that it is· reasonable to assume that greater t ru thful ncs~ 

will be obtained if respondents can remain anonymous especially when sensiti ve 

quest ions are asked. 

To ensure va lidity of the instrument used, the respondents' anonymity was protected and 

the respondents selected were all teachers for whom the topic under invest igation ' ' as 

relevant and important. 

(b) Reliability 

Rei iabil ity is the degree to which an instrument consistently measures whatever it i 

measuring (Lunenburg & lrby, 2008: 182). 

Reliability in this study was ensured by first pilot testing the survey instrument and then 

relining it with the help of knowledgeable experts. The inclusion of open-ended questions 

to seek more in-depth informati on sought to validate the data collected by means of the 

Likert-type sca le. 

3.5.1 .3 The questionnaire items 

As noted above, the quest ionnaire for this study (see A ppendix C) has been developed in 

accordance with the preceding rules and guiding principles. Its purpose has been to gather 

information on chal lenges facing the school management teams (SMT) in motivating 

teachers. T he questionnaire is divided into three sections (see Appendix C). 

SECTION A (Question 1.1. - 7.4.): 

The purpose of this section was to gather biographic and demographic in format ion from 

each respondent. The in formation gathered assisted the researcher to understand the 

respondents· background. It is necessary to know each respondent's profi le. the categor) 

of the school he/she comes from compared to others. 
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SECTION B (Question 8.1-11.4): 

The purpose of this section was to establi sh opinions and views of respondents on the 

issues and cha llenges facing them when motivating teachers. It covered issues such as: 

• Role ofSMT 

• Interrelationship ofthe respondents' subordinates 

• Challenges in motivating teachers 

• Respondents' v iews on rewards 

For each item, the respondents were to renect on a five-point sca le. the extent to "hich 

they are cha llenged when motivating teachers. 

SECTION C (Question 12.1 - 12.3): 

This section consisted of three quest ions. 

Item 12.1 required the respondents to mention the problems they encountered "hen 

motivating teachers. 

The objecti ve of item 12.2 was to get the v iews and perceptions of SMTs on what the) 

think can make their subordinates happy and satisfied about the job they are doing. 

12.3 Each SMT member as a manager is expected to identify five ways in which he/she 

recognizes excel lence among his/her teachers. 

3.6 ETH ICAL CONSIDERATIONS 

Permission to conduct the research in schools was requested by the re earcher ( cc 

Appendices A and B) from Rekopantswe and Mafikeng A PO managers. The respondents 

were assured of the anonymity and confidentiality of their responses before the) 

completed the questionnaire (see Appendix C). 
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Penni sion wa granted on condition that teaching and learning may not be interrupted in 

the schools during data collection. After securing permiss ion to access schools from the 

APO officia ls. a list of 98 schools in Rekopantswe APO and 95 schools in the Mafikeng 

APO was obtained from the APOs (Area Project Office) officials. Respondents were 

given enough time to complete the questionnaire. 

3.7 PROCEDURE FOR DATA ANALYSIS 

!\ computer aided stati stical ana lys is was employed. The SSPS- 16.0 programme \-\as 

used to compute the resu Its of the study. This included frequency (f} distri bution and 

percentages(%). 

3.8 SUMMARY 

Thi chapter has presented a review of the procedures that\ ere fol lo\\ed in the research. 

A questionnaire was the main tool utilized to collect data because of its advantages (c!". 

3 .4.1.1) Computer-aided statistical assistance from the tatistics Section or the orth

We t University was employed to verify the issues and challenges faced by the SMT 

members. The next chapter presents data analysis and its interpretat ion. 
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CHAPTER4 

DATA ANALYSIS AND INTERPRETATION 

4.1 INTRODUCTION 

This chapter, report on the results of the empirical investigation of the issues and 

challenges facing the SMT when motivat ing teachers. Quantitative data that was 

collected through the aid of a questionnaire is analysed and interpreted. The methodology 

used (how the research was conducted) is also explai ned. S imple descripti ve statistics 

particularly frequencies and percentages have been employed in analysing the data. 

4.2 REVIEW OF TH E SUBJECTS 

Of the total number of 200 copies of the questionnaire dis tributed. 160 were returned, 

which is a response rate of 80%. This percentage is considered satisfactory. 

4.3 ECTION A 

BIOGRAPHIC INFORMATION ON RESPONDENT' 

Personal background and characteristics of the respond~:nts arc clearly illustTatcd in Table 

4.1. on the next page. This information was important because it has enabled the 

researcher to draw a pro file of the respondents in o rder to understand why and/ or what 

might be the influence of their response. The env ironment they are living in and the 

experience they gained in their teaching field might intluence some of the respondents. In 

add ition to that. the level of education they acquired might also have an influence on 

them. The infonnation on all categori es of the respondents (principaL deputy principal 

and head of department) is provided to high light s imilarities and I or differences among 

the categories. 
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Table 4.1 

Biographic information on respondents 

Frequency I Percentage 
(t) (%) 

I. Age lkiO\~ 30 ., 1.3% -
] J t -35 I; I 9.4% 

- - -
36-40 

35 t 2 1.9% 
- - J 4 1 - 45 

- -
39 24.4% 

~ - -
46 - 50 -6 35.0% 

- i 5 1 and above ~3 1 8.1°'0 
-

rota I 
160 1- 100.0% -

I MaiC 
- -

2. Gender 112 70.0°o -, Female 48 30.0% 
- -

Total 160 100.0°o 
-

Matric p lus diploma 3. Qualification "I 23.8% -
First degree (e.g. BAEd; BA: etc) 77 48.1°o 

- -+ - - -
Honours Degree ( II ED . B. Ed ) 44 27.5% 

I -
I I _j O thers. specify .6Clo - I 

rota I 
160 I 100.0% 

4. s,hool Cl.,,;r,o,.;,~ ,.,;~.,, 40 25.0% 
- 1-

Middle 
5 1 l 3 1.9% -

ll igh 69 43. 1% 
-

fotal 160 I 100.0% 

5. School Selllemcnt [Urban 54 33.8°o - -
_l Rural too I 66.3% 

Total 160 100.0°o 

~ I I.O.D 
-

6. Position s 1 I 50.6% 
Deputy principal 39 2-t.4°o 

1- j Principal - 40 1 25.0% 
-

Total 
160 I !00.0°o 

7. IIO\\ long have ) ou 
-. 

Less than a }car 
been in the Position? 57 35.6% - I 3 ~cars 

31 I 19.4°o 
1- -t 

4 5 years 23 14.4° 0 

t (h cr 5 )Cars 49 30.6°o -
t6o I -

Total 100.0% 
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4.3.1 Age category of the respondents 

The ages of the respondents have been categorised into six (6) groups ranging from 

below 30 to 51 and above. Table 4.1 above indicates that 35% of the respondents arc 

between the ages of 46 to 50 followed by respondents who are between the ages of 41 to 

45 with 24%. The percentage of respondents below the age of 30 is very low (I ,3%) and 

that could be attributed to the fact that they arc young and do not have enough teaching 

experience and therefore cannot be put in management positions. A lower percentage is 

also found in the last category of above 51. This is an indication that the department is 

also safe in the sense that there is a smaller number of teachers in the management team 

who arc about to exi t from the system. 

It can be concluded that the majority (60%) of respondents are mature enough to be in the 

management team as they are above the age o f 40. Th is suggests that the respondents 

have managerial experience and therefore they will be able to identify and handle issues 

and challenges they might come across when motivating teachers. 

4.3.2 Gender of the respondents 

The respondents were also required to indicate whether they were male or female with 

the aim of checking whether there is gender balance in the SMT or not. and to predict the 

gender that is more likely to dominate in the SMT. Table 4.1 above and Figure 4.1 below 

indicate that the majority o f respondents are male. This g ives the impression that males 

are still dominating in some of the management teams of the schools in the Central 

Region though women empowerment has been addressed as a matter of concern. It 

suggests that gender equality has not yet been achieved in management positions. It also 

shows that the imbalance of the past is still in existence. 
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Figure 4.1 

Gender of respondents 
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Male 

~.3.3 Qualification of the respondents 

Female 

Respondents were required to indicate their highest level o t qualltlcauon. 1 rus was oon~ 

to determine whether well experienced and knowledgeable respondents are employed in 

the manageri al positions or not. According to Figure 4.2 below, most of the respondents 

have a first degree. This is an indication that they may be knowledgeable about 

motivational issues and challenges. Only one percent (1 %) of the respondents is in the 

last category suggesting that the particular respondent might not have studied beyond 

matric level but may have been appointed to the managerial position because of the 

experience and skill s acquired during long service in the department. As most of the 

respondents are far from the re tiring age, they still have the chance to deve lop themselves 

through in-service training and by furthering their studies. 
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Figure 4.2 

Qualification of respondents 
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BA: etc) B. Ed ) 

4.3.4 School class ification of the respondents 

Respondents were also requested to give their school classification. The purpose of this 

question was to reveal the class of school in which each respondent is placed. Urban 

areas are regarded as the most developed with lots of fac ilities whereas rural areas are 

less developed with li ttle or no facilities. People living in these two areas wi ll not think or 

approach things in the same way. It was found that 43% of the respondents were from 

high schools. 25% from primary schools and 32% from middle schools. The 

questionnaire was evenly distributed hence the response percentages shown in Table 4. 1 

do not vary much. 
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4.3.5 School setltlement of the respondents 

Figure 4.3 below depicts that the majority (66%) o f responde nts are teaching in schools 

located in rural areas. This is a clear indication that most parts of the Central Region of 

the North-West Pro vi nee are formed by rural settlements. This was included in the 

questionnai re to determine the diffe rences in responses of teachers: in rural schools and 

teachers in urban schools and to check whether SMT members frorn rural and urban area 

schools are encountering the same issues and challenges when motivating teachers. 

Figure 4.3 

School settlement 
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.. . 3.6 Respondents' position at work 

In formation '"as sought from the respondents with regard to the position::. the) hold at 

their respective schools. The main aim was to check whether or not qualitication ''as 

employed in the appointment of the respondents to their pos itions. Table 4. 1 above. 

sho\\ s that about hal r (5 1%) of the respondents are HoDs. 24% are depLil) principals and 

25% arc principals. 

4.3.7 Experience of the respondents 

The researcher found it necessary to ask thi s quest ion to assist tn dra"' ing the 

respondents· profile. /\bout half( 19% + 36% = 55%) of the respondents have less than a 

~car and I to 3 )Car · experience in the managerial positions. Thi sugge 1 that more in

serv ice train ing and induction is still needed to equip school management team members 

'' ith managerial ski l ls and kno'' ledge. 

~..t SECTION B 

IE\\S A D OPI1 10 S OF RE PO DE TS 

The objecti ve of thi s section was to find out from respondents if they understood their 

roles as members or the SMT and the ir interrelationship \\ ith their subordinate::.. Also. 

highlighted \\Crc challenges regarding moti vating teachers and views and opinions or the 

rcspondcms on recogn ition of excellence. The respondents· responses to each item arc 

given in tables (see Tables 4.2 - 4.5). The Tab les present combined frequencies and 

pl:rccntages for rc~pondent "ho trongly disagree and disagree together and the 

respondents \\ ho strongly agree and agree. 



.tA. I The role of SMT 

This component had seven items. Its purpose was to determine \\hether each respondent 

as a member of the SMT cou ld recognize (know) the role that he/she shou ld play. 

Respondcnrs· responses are reflected in Tab le 4.2 below. Each of the items constituting 

Table 4.2 is di cus cd briefly. 

Table -t2 

T he role of SMT 

Strong!) disagre-.: and I nccrta in Strong!) agree and I ro1a1 
di::.agrel! I agree - I 

I rE~I FrequcnC) Percentage I 
I (f) I c n (I) (%) (f) (%) {%) 

8.1 (" 0111 111 u n i cat e 2 1 13, I 32 20 1 107 66.9 l t60 
information from the top 

I lc' el to the lo\\ est lc ' el. I I 

I, -II 8.2 hl\Ohe the ~tafT in 17 10,7 
1 2 

u 88.1 160 
dccision-maki ng I 

8.3 Give th t: :-ta fT 22 13.8 32 20 I 106 66.3 I 160 

respon~ibilit) to \\ ork a!. 
I I their O\\ n bo~-..cs. 

8.-1 Do nol delegate job 11 2 70 II 6,9 1 37 23.2 1 160 
because thC) (empiO)CCS) 
might not do it rill.nl. 

' 8.5 Rccogni~:e teacher!. IJ 8,2 6 3.8 141 88.1 1 160 

(o o) 

100 

I 
I 

1 100 

100 

100 

100 
~\CillCiltS_. _ - -- ---- - t-

8.6 I do not teach but 142 88.7 12 1.3 16 10.0 160 100 
instruct teachers to teach. 1 

I 
8.7 C"onc-.:ntratc on 102 63.8 7 -I.-I 5 1 31.9 1 160 100 
admi nistrat i'..: \\ ork as it 
demand:. a lot or time. I 
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Item 8. 1 Communicate information from the top level to the lo\\ e t level 

As indicated in Table 4.2 above. the majority of respondents (66.9%) agree that as 

members of the SMT, they do communicate information from the top level to the lowest 

le\el according!). Onl) 13.1 % of there pendent , \\h ich is not a wotT)ing percentage. is 

not communicating ''el l from the top level to the lowest level. This i an indication that 

inlunnation in schools is llo'' ing as it is expected to be. 

hem 8.2 Invo lve the staff in decision-making 

As indicated in Table 4.2. the majority of respondents (88, 1%) agree that the) imolve 

staff in decision-making. This seems to suggest that respondents appl) a democratic 

leadership sty le in the school s. SMT members appear to be tr) ing their level best to 

implement educational policies together. 

Item 8.3 Give the staffrespon ibi lity to work as their 0\\ 11 bosses 

Most ofthe respondents (66.3%) indicated that the stafT should be given respon~ibilit~ to 

" ork on their O\vn to learn through their mistakes. This shows the con fidcnce and trust 

that the SMT has in it staff. There are a !limited number of respondents ( 13.8%) "ho 

strong!~ disagree and disagree to give the staff re ponsibility to \vork as their O\\ n bossl!s. 

This is an implication that some of the respondents do still believe that the staff hould be 

moni tored closely in doing their work. The remaining 20% of respondent~ are not sure 

"hether their subordinates should be trusted to do the work on their O\\ n or not. 

Item 8.4 Do not delegate job because the) (employees) might not do it right 

Most or the respondents (70%) disagree and strongly disagree to this item. meaning that 

the) do believe that they should delegate jobs to their subordinates. This is an indication 

that they have trust in them and give them the opportunity to take the initiat ive. 1\ smaller 
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percentage of respondents (23,2%) have· no trust in their subordinates and that is ''h)' 

they tcel not to delegate any responsibility to them. 

Item 8.5 Recognize teacher 's job well done 

The majority (88.1 %) of respondents agree and strongly agree that they do recognize 

teachers· achievements whereas j ust a handful of respondents are negative. It is vet) 

interesting and moti vating to realize through respondents' responses that most or them do 

value some of the factors that are motivators to teachers. 

Item 8.6 I do not teach but instruct teachers to teach 

The majority of respondents (88,7%) disagree and strongly disagree with the fact that 

they are not supposed to be teaching but instructing. The respondents are shO\\ ing that 

they are also teaching. showing their subordinates how the job is done. Only a mall 

percentage of respondents are still using the old style of leadership giving instruction and 

not knowing how the j ob is done. Suggestions are that managers. as leader . should lead 

by example meaning that one must lead, guide, show, and direct followers. 

Item 8.7 Concentrate on administrative work, as it demands a lot of time 

The majority (63.8%) or respondents disagree and strongly disagree meaning that they do 

not sec administrati ve work as demanding much time. The implication is that the) also 

engage themselves in teaching and learning activities such as the co-curricular. extra

curricular and community activities that the school needs to attend to. They do not look at 

the managerial and administrative work only. The other 3 1.9% of respondents strongly 

agree and agree that administrative work is very demanding. This gives an indication that 

they should not be given extra work to do but only the administrative work . 
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percentage of respondents (23,2%) have no trust in their subordinates and that is why 

the) feel not to delegate any responsibility to them. 

Item 8.5 Recognize teacher' s j ob well done 

The majority (88, I%) of respondents agree and strongly agree that they .do recognize 

teachers· achievements whereas just a handful of respondent are negative. It i vel) 

interesting and motivating to rea lize through respondents' responses that most of them do 

value some or the factors that are motivators to teachers. 

Item 8.6 I do not teach but instruct teachers to teach 

The majority of respondents (88,7%) disagree and strongly disagree wi th the fact that 

they arc not supposed to be teaching but instructing. The respondents are showing that 

they are also teaching, showing their subord inates how the job is done. Only a smal l 

percentage of respondents are still using the old style of leadership giving instruction and 

not knowing how the job is done. Suggestions are that managers. as leaders. should lead 

by example meaning that one must lead, guide, show. and direct followers. 

Item 8.7 Concentrate on administrative work, as it demands a lot of time 

The majorit) (63.8%) of respondents disagree and strongly disagree meaning that they do 

not see administrati c work as demanding much time. The implication is that they also 

engage themselves in teaching and learning activities such as the co-curricular. extra

curricular and community activities that the school needs to attend to. The) do not look at 

the managerial and administrative work only. The other 31.9% of respondents strong!~ 

agree and agree that administrative work is very demanding. This gives an indication that 

they should not be given extra work to do but only the administrative work. 
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.4.4.2 Interrelationship between SMTs and subordinates 

This component consisted of' eight (8) items. The aim was to check whether there is a 

healthy interrelationship between the SMT members and their subordinates. The 

responses or the respondents are reflected in Table 4.3 below which are f'ollo\\ Cd by a 

brier discussion. 

Table .4.3 

In terre lationship of respondents' subordinates 

I 
Strung!~ dbagrcc nccnain Strong!~ agr..:c ami I mal 
and disagruc agree 

Ill \ I 
u ., .... . " .... :;.., u 5) u '" ~ 

OIJ 

"' ~ "" "' g c "' ~ v g. u a- ., u 
~c g- u~ 2 ~ -., 

'J " c -l:S ::.. ~ ~ s ~~ :-. c ~ " -- -
I 

9.1 , \ r.: cag.:r to m:ccpt 31 19.4 45 28.1 84 -2.6 160 IOU 
n:~pon~ibiltt~ . I 
9.1 Respond po~ i ti ' cl~ 10 t:l 8.2 50 3 1.~ 97 60.6 160 100 
dit'licult chalknging 
cin:umstatH.:t:s. 

9.3 Work better ' 'hen 23 14.4 26 16.3 Il l 69.4 160 100 
deadline!> arc to lx: met. 

9.4 \uempt to olli.:r a~~i~tancc 37 23.1 20 12.5 103 6-1...1 160 100 
e'en ''hen not a~k..:d w do so. I 
9.5 \ .:cl.. ro~itioth or authorit) . 60 37.6 -11 25.6 59 36.9 160 IOU 

9.6 Appear w be comforwblc 27 16.9 60 37.5 TJ -15.(> 160 100 
'' h..:n rcquirt:d 10 \\Ork alone. 

9.7 Arc ~en~ it j,.: to the 54 33.8 3 14.4 83 s 1.9 160 100 
ti.:o.:lings of other~. 

9.8 I .:aclwrs need 1101 b~.: 88 55 13 8.1 59 36.9 160 100 
bothcrcd \\ ith an) thing l cnnccrning ~choo l after I "urkinl! hours. 
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Item 9.1 J\re eager to accept responsibility 

A lmost half (52,6%) of the respondents agree and strongly agree that teachers are eager 

to accept rcspon ibility. It may be conc luded that a sati sfying percentage of respondents 

have trust in their subordinates that they "ill be accountable and responsible for their 

actions. inetccn comma four percent ( 19.4%) of respondents know that their 

subordinates \\Ould never accept responsibility whereas the remaining 28, I% arc 

uncertain \\hether their subordinates would accept responsibility or not. The implication 

is that the respondents do not know their subordinates we ll. 

Item 9.2 Respond posi tively to difficult/challenging ci rcumstances 

The majority (60.6%) of respondents agree and strongly agree that teachers arc positive 

about whatever challenge they encounter. This is an indication that they are \Vi lling to 

learn "hat the) do not know. 

Item 9.3 Work better when dead lines arc to be met 

~ost of the respondents (69.4%) agree and strongly agree that teachers \\Ork bcucr \vhcn 

dead I incs arc to be met. It shows that they arc able to work under pressure'' hen expected 

to do so. 

Item 9.4 Allempl to otTer as istance even '"hen not asked to do so 

The majority of respondents (64.4%) agree and strongly agree that teachers arc ahHt)S 

there to a sist "here assistance i s required. This is an indication that they are "illing to 

work cooperatively "ith their management and come up \vith ne\\ initiatives and learn 

new things. 
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Item 9.5 Seck positions of authority 

Thirty-six percent (36, I%) of the respondents are positive that teachers seck positions o f 

authority \\hereas 37,6% disagree and strongl y disagree with the idea. It can be 

concluded that orne of the respondents believe that teachers need to be in authorit) 

'' hcrcas others are sho'' ing no interest. The remaining 25.6% or respondents arc 

uncertain about what thei r subordinates want. It gives an indication thut some of the 

members of the SMT have not yet studied their subordinates \\ell. meaning that they do 

not know them \veil. 

Item 9.6 Appear to be comfortable when required to work alone 

About half (45.6%) or the respondents are positive that teachers feel good when they are 

to \\ Ork on their 0\\n. The rest of the respondents (37,5%) are not certain about hO'v\ their 

subordinates fee l \vhen given work to do alone. This seems to ind icatc that some of the 

respondents do not kno'' their subordinates. what they '"am and \\hat the) do not \\atH. 

If that \\ ere the case. the respondents \\Ou ld not kno'' what \\ Ould reall) motivate thei r 

subordinates. 

Item 9.7 Arc sens iti ve to the feelings of others 

A I most half (5 L9%) o f the respondents agree and strongly agree that teachers arc 

sensitive to the feelings of others. Thirty-three comma eight percent (33.8 %) of the 

re ·pendent strong!) disagree and disagree that their subordinates are insensitive to the 

feelings or others. It sho\\ S that the respondents have t\\0 groups o f people \\ho need to 

be attended to differently. 

Item 9.8 ~ed not be bothered \Vith anything concerning school atler \\ Orking hours 

Almost half (55%) of the respondents are positive that teachers do '"an t to be bothered 

after \\Orking hours. This gives the impress ion that some teachers believe that they are 
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teachers for 24 hours. Thirty-six comma nine (36,9%) of the respondents fee l that 

teachers do not ' ant to be bothered after working hours. That seems to imply that these 

teachers feel good \\hen they eparate "'ork from family matters . 

.t.4.3 C hallenges rela ting to the motivation of teachers 

rhere arc stx (6) i tems \vhich are utilised to assist respondents pick up some of the 

challenges that the) might have come across when motivating teachers. T he purpose of 

thi s section is lor each respondent to reali se some of the challenges that he/she did not 

real ise as a challenge. Table 4.4 below, gives a reflection of this section. 

Table .tA 

C hallenges relating to the motivation of teachers 

Strongl~ di ~agn:c t;nccrtain Strong!~ agree.! I otal 
and di ~fH!fCC and a~rcc 
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.:) :.J 
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------
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10.2 I do not trust th..:m (..:mplo~..:..:s) 

111 ghc them rc~'~' . __ 121 75.7 16 10.0 )' 1·1.4 
I(>Q_ 1 ""' __ , 

10.3 I do not I.. nO\\ \\hat rea II~ 
muti' ate:- each one of them. 100 62.5 29 18. 1 3 1 19...1 160 100 ------
10.-1 I am not >lire \\hat to do" ith 
those \\ho arc comlhrtablo..: to \\ork 98 6 1.3 39 24.4 2' ·' 1'-1.4 160 ( ()() 

alono.: 

10.5 I can moti,atc and control a 

I largo.: and di,cr,e group of teacher-,. 16 10 19 11 .9 125 7R.I 160 100 

10.6 During de' clopmcntal 
apprabals. teachcr~ choo~c their 0\\ 11 52 32.6 42 26.3 66 ..j 1.2 160 lOll 
friend~ as thdr peer~ to speak \\CII of 
them. 
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Item I 0.1 I am not sure ''hat is expected of me 

Majorit) (75%) of the respondents disagree and strongly disagree that they are not su re or 
what is expected of them. It may be concluded that they kno'"' \\hat they are supposed to 

do and "hat is expected of them when moti vating teachers. 

l t~o:m I 0.2 I do not trust them (employees) to give them responsib i lit) 

rhc majorit) (75.7%) of the respondents disagree and strong!) disagree that the) do not 

trust teachers to give them responsibility. It gives the impression that the respondents do 

believe that teachers can be trusted and therefore should be gi ven jobs to do on their own. 

l t~.:m I 0.3 I do not know what really moti vates each one of them 

Mo~t or the respondents (62.5%) disagree and strong!) di agree that the) do not kno" 

\\hat rea lly moti vates each one o f them. The implicat ion is that the respondents learned to 

kno\\ "hat the teacher "ant and what they do not \<vant and therefore kno'' hmv and 

"hen to inspire them. 

Item 10.4 I am not sure \\hat to do with those who are comfortable to \\Ork alone 

Most or the respondents (6 1.3%) disagree and strongly di agree that the) arc not ·urc 

\\hat to do \\ith tho e \\hO \\ant to \\Ork alone. It gives the impression that the 

respondents kno" ho'" to handle teachers "ith different behaviours. 



Item I 0.5 I can motivate and control a large and diverse group of teachers 

The majority (78. I%) of respondents agree and strongly agree that they can motivate and 

control a large and diverse group o f teachers. It can be deduced that most or th~ 

respondents are influential and inspirational. 

Item I 0.6 During developmental appraisa ls. teachers choose their own friends as their 

peer~ to speak well 0 r them 

Fort)-one comma two percent (4 1.2%) of the respondents agree and strong!) agree that 

teachers choose friend to be thei r peer as essors. This eems to suggest that 

developmental appraisa ls are not executed in a proper way. 

4.4.4 Respondents' views on the recognition o f excellence 

This component had four (4) items. T he aim of thi s question was to find out from the 

respondent. ho\V they acknow ledge and recognize excellence. Table 4.5 bel<l\\. gi'vcs a 

reflection of this section. 
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Table 4.5 

Respondents' v iews on the rccogn it ion of excellence 

S1rongly disagn .. -c Llnccn ain I Stn>ngl) agrcl..! I <Hal 

and disagn:c anti ngrc:c 
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bcc:llh.: t he·~ p :t nnth i11g <Ilh.:1 all. 

Item 11.1 Teachers need to be paid lor going the extra-mile 

Mo t (77.5%) of the respondents agree and strongly agree that teachers want to go the 

extra-mi le \\i th their job iftherc i someth ing put on the table for them. It is an indication 

that teachers arc not satisfied '' ith what they get for \\ orki ng be) ond "hat is normalh 

ex pee ted () r them. 

Item 11.2 !lo~t teacher pref'cr to be recognized lor a job " ell done 

A I most all (98.1 %) respondents agree and strongly agree that teachers do prefer to be 

recognized if they did the job we ll. The impl ication is that recognition can be used a~ a 

motivator fo r teachers. 
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Item 11 .3 lost teachers do not \\ant to give their le el best as they compare the inpub 

with the outcomes 

About hal r ( 45. 7%) of the respondents disagree and strongl y disagree that teachers 

compare the inputs with the outcomes and therefore do not want to give their leve l best. 

Thirt) -one comma nine percent (3 1 ,9%) of the respondents are uncertain ,,, hereas the 

remaining 22.5% agree and strongly agree. It can be concluded that most of the teachers 

seem to be satisfied. as they do not compare inputs with outcomes. 

Item II . 4 Do not sec the importance of studying because they get nothing after all 

Al most half (54.4%) of the responden ts agree and strongly agree that the~ do not sec the 

importance of studying fu rther because they get nothing for the extra quali lication. It 

shov, s that respondents would appreciate it if they were given sati sly ing incentives alicr 

furthering their tudies. 

~.5 SECTIOt\ C 

PRESENTATION OF QUALITATIVE FINDINGS FROM TH E OPEN-E~OED 

QUESTIONS 

4.5.1 In troduction 

This secti on pre ents the qualitative findings from the three open-ended questions in the 

questionnaire which respondents were requested to answer. Respondents were to indicate 

other problem (not mentioned in the closed-ended part or que t ionnairc) that the~ 

usual!) came across when moti ating teacher • what they thought could make their 

subordinate happy and satisfied about their jobs and to idcnti fy five ''ays in "hich the) 

recognize excellence Uob well done) among teachers. A summary o f ke) points raised h) 

responden t in each item is given. followed by a brief interpretation and implication or 
those point s. 
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4.5.2 Results a nd in terpretation 

In item 12.1, respondents were asked to state what other problems (not <llrcady 

mentioned) they often encountered when trying to motivate teachers 

omc of the respondents indicated that teacher were sometimes not interested in being 

motivated. especially in relation to the Developmental Appraisa l System which they lclt 

\\as a \\aste of their time. egative responses that emerged included: 

Resistance to change by teachers. 

Lots ofcriticisms of the De,·e/opmental Appraisal.~t ·stem. 

Others seemed reluctant toe en try to do "'hat they were being motivated to do. or the~ 

would simply be resistant to try out new things: 

A response such as: 

Do not wan/ 10 \l'ork under pressure 

is one example that illustrates teachers· resistance and reluctance that has been re' calcd 

by l iterature (cf.2.2.7). 

In add ition to the reluctance. re istance and di interest seemingly h0\\11 b) teacher~ 

when they are being motivated. the responden ts also pointed out that teachers are not 

happ) about the change that the implementation o f the De elopmental Appraisal S~ stem 

has brought about. They do not v iew it positively: instead. they feel so intimidated and 

undermined b) it that the) end up resisting it. 
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rhe SMTs indicated that teachers do not get ufficient sa lary to meet their needs and 

therefore feel that they are betrayed as they put in more than what is gh en to them. The 

SMTs would appreciate it if compensation programmes such as pay-for-performance and 

other measures of incentives cou ld be applied (cf.2.2.7). 

The teachers say that they are no longer secure in their jobs because or Resolut ion 2 or 

2002 (Department o f Education. 2002). which has been reshuffling them as it pleased and 

thcrelo rc. they do not want to be given responsibilities. This has diminished intcre t or 
the majorit~ of the teacher in their career (cf.1.2). 

The resistance of teachers has led them to be stubborn, showing no respect !'or their 

managers and the other top managers. Other teacher. prefer to v. ork alone rather than 

working together as a team. 

Teachers are not honouring deadlines; thi s migh t be the result or disrespect. the eli nicult) 

ol' the task gi en to them or the non-availabilit) of rele ant resources. 

What cou ld he drawn from the respondents · responses is that criticism/ ncgati\e 

atti tude/resistance are taking a lead with 93.8% (see Appendix D). This clearly gives the 

impression that the SMT members arc rea II) encountering huge problem~ \\hen 

moti vating teachers because dealing with critic isms. negative att itude and resistance i-.. 

not an easy task. This indicates that there is still a lot or work that SMT members arc 

e:-.pected to do to change their subordinates· attitudes. It is an indisputable ract that 

teachers are not satisfied with the compensation they get tor their hard \\Ork. ·ome or 
them sho" lack or interest and cooperation, meaning that these teachers are resisting the 

process of motivation. 
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fhis suggests that something must be done by the department to change teachers· 

attitudes about their career including being well paid so that they should not compare 

themselves with their counterparts in other organizations. 

In item 12.2. respondents were asked to indicate what they thought would make their 

subordinates feel happy and satisfied about the j ob they arc doing 

fhe majority of respondents stated ''hat the) though t \vOuld make their :-.ubordinatcs 

happy. The following were their responses: 

- Enough salwy to meet their needs: 

- Conducive working environment: and 

- Be involved in decision-making 

which included having a good sa lary: rea onable work ing hours: prov iding textbooks 1()1' 

their learners: ha\ ing their ·voices· heard. and havingjoh . ccurit). 

People \\Ork becau e the) receive an amount of money that allo" s them to ~at is f) their 

needs and wants (c f.2.2.7). Teachers, l ike any other human being. put surviva l needs su<.:h 

as requirements lor food . \\ater. helter. clothing, sleep. and so on fin (cf.2.2.5.1 ). If the 

·alary is not enough to meet such needs. then dissatisfaction comes in. 

Shortage or learner support materia ls is a barrier to learning and teaching. Teachers with 

a high level of performance and a great deal of ability ma) perform badly becau e of the 

shortage of resources (cf.2.2.9). 



Making decisions needs all the team members to be involved because. at the encl. the 

production of the team affects them all. Teachers' contributions towards change do afTc<.:t 

their socia l life. their ''ork and thei r future. Education policies do go ern them but if the~ 

do not endorse them. then it becomes a problem. 

As members or the team. their inputs in their personal development. chool de' clopmcnt 

and other developments that affect them need to be negotiated wi th them be fore they arc 

implemented (cf.2.27). 

Each and every worker works freely when he/she knows that his/her work ing conditions 

arc secure and fi·ee from hazards. I f one is moved from one area to the other against 

his/her '' ill. he/she will feel insecure and not certain about his/her future. 

A lthough mone) is important as a motivator. it is not the on I) \\ a) of appreciating \\ Ork 

'' ell done. Employee recognition programmes such as employee o r the month. and other 

celebrations of cmpiO)Ces· accomplishments can be implemented for those '-'·ho '' ork 

\\ell (cf'.2.2.7). 

An alarm ing number of teachers in rural areas today commute from big cities to tiH.:ir 

''ork dai l). Teachers \\Ould appreciate it if they were subsid ized on their transport. a::. 

their sa lari es do not seem to sati sf"y them. 

From the above attributes. it could be drawn that all respondents ( 100%. see Appendix D) 

mention the fact that the salary they earn does not help them to meet their physiological 

needs. They also affi rm that the teacher should be given opport unitic to con tribute 

ttl\\ards the schools· development uch as assisting in formulating policies especial!) the 

national po licies that concern them. 
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In item 12.3. the respondents were asked to identify five ways in which they recognize 

excellence (job well done) among their teachers 

E:.xamples oftheir responses v.cre as follows: 

Alerit certijicatesfor excellent performance. 

Praise teachers who pe1:/ormed well and allow them to motivate others. 

Be gil·en awards· as a sense of appreciation. 

/\ccording to their responses excellence is recognized through public appreciation of an 

individuars efforts; through giving teachers administrative work: making them 

responsible lor certain departments, and allowing them to share their kno\\ ledge and 

expertise '' ith others. 

/\ccorcling to the re pondems· re ponses (see Appendix D). the majori ty (81 %) of 

rc pondents are a\\ are that merit certificates arc very important to the te:1chers and that 

they . hould be given according to their achievements. They artirm that it is a ''a~ or 
motivating them and apprec iating the good work they are doing. There is a lso an 

implication that re pondcnts· subordinates do appreciate it when given responsibilit) for 

higher positions such a administrative \\Ork that will equip them "ith leadership sk ills 

and more experience. 

It i clear that teachers have their expectations from the Department of l:ducation and 

"hen these do not get ful fi lied. the) resi t and resistance is one of the harriers that di wrb 

the SMT members in their attempt to motivate teachers (ef.2.2.7). 
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4.6 SUMMARY 

Chapter 4 was concerned with processing and interpretation of data collected through the 

questionnaire as an instrument. The aim of the questionnaire was to determine 

empirically the issues and challenges facing the SMTs when motivating teachers. The 

literature reviewed yielded factors such as working conditions. interpersonal 

re lationships, values and attitudes as challenges on the SMTs when motivating teachers. 

The survey also revealed that males dominate females in the managerial positions and 

that most teachers criticize DAS. The next chapter deals with the overvie\\ of the study. 

summary of the main findings, recommendations and suggestions for further research. 

Guidelines for the SMTs to motivate teachers are also provided. 
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CHAPTER 5 

SUMMARY, FINDINGS, RECOMMENDATIONS AND CONCLUSION 

5.1 INTRODUCTION 

The aim of the study has been to investigate teacher motivation, issue and challenges 

that MTs encounter when motivating teachers. This chapter presents a brief discussion 

of the main findings of the literature review and the empirical study. The chapter abo 

highlights recommendations and suggestions on how the SMT members. together '"ith 

the Depattmcnt of Education. can assist teachers to regain their morale. 

5.2 OVERVI EW OF THE ST UDY 

In thi s sect ion. an overview of the study is presented. This study focused on teacher 

motivation and the issues and challenges encountered by the SMTs when motivating 

teachers. A brief background of the study was presented in chapter I in order to orientate 

the reader" ith what is to be investigated and why. New concepts are also defined in this 

chapter for the reader to understand what they mean. It is in this chapter that it i 

indicated that the study was delimited to Rekopantswe and Mafikeng APOs of the orth

West Province. The study' a also limited to 25 schools from each APO. 

In the revie\\ of literature \\hich is in chapter 2. the theoretical framework is outlined. the 

nature and scope of teacher motivation (cf.2.2.1 ). principles of motivation (cf.2.2.2). its 

pu rpo. e (cf. 2.2.3) and the factors that enhance or weaken the effects of motivation 

(c f.:2.2.4) have been discussed. Chapter 2 also dealt with the theories of motivation (cr. 

2.2.5). approaches to motivation (cf. 2.2.6), leadership and (teacher) motivation 

(cf.2.2.7). teachers' expectations (cf.2.2.8) and the relationship bet\veen motivated 

teachers and learner performance (cf. 2.2.9). 

The methodology of the empirical component of the study is outlined in detail in chapter 

3. A questionnaire was used as a tool for the collection of data. The literature was also 



reviewed to obtain a better understanding of the method employed for collecti on or data. 

T) pe of research . population and sampl ing. research instrument used and the choice or 

method were discussed in this chapter. It also gave a detai led discussion of the \\ ay in 

\\hich the research tool was administered and the procedure fo llowed to analyze data (cl'. 

3.2: 3.3 : 3.4: 3.5 & 3.6). 

In chapter 4 data collected was analyzed and interpreted to determine the issues and 

chal lenges that SMTs encounter v hen motivating teachers. Analysis of respondents· 

responses accord ing to their age where they indicated their age groups. gender. school 

clas ification and school settlement ''ere done in thi s chapter. The respondent:-.· 

qualifications. their position and experience in the teaching field were also analyzed (c f'. 

~.3.1: 4.3.2: ~.3.3: 4.3.5: 4.3.6 & 4.3.7). Chapter 4 also dealt "ith item anal) sis. Th~ 

respondent · responses to their roles as SMT members and their interrelat ionship w ith 

their subordinates were analyzed. A nother detailed analysis of respondents' challenge on 

the question of moti vating teachers and their view and opinions on recognition or 

excellence was done in thi s chapter (cf.4.4. 1: 4.4.2: 4.4.3 & 4.4.4). 

A summary or the literature rev iew. details o f the main findings and the 

recommendations for The Department of Education policyrnakers and administrators arc 

found in chapter 5. The chapter also includes suggestions for further re earch. The 

guidelines fo r SMT members are also outlined to motivate teachers to be ab le to do their 

job effective!). 

5.3 SUMMAI~Y OF TilE MAIN FINDINGS 

5.3. 1 Findings on OB.IF:C:TIVE 1 of the study : To determine from the lite rature the 

nHture and scope of teacher motivation 

The literatu re has revealed that teacher motivation is important for producti ity and for 

the ystem as a whole. Teacher motivation also has an important effect on learner 

mot ivation. meaning that if teachers are demotivated. the same will apply to the learners. 
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It is also confirmed by the literature that a motivated person. in this case a teacher. \\ cull!-. 

to make something happen (c f. 2.2. 1: 2.2.2). In line with M as low's, llerzberg·s and 

McClelland's theories. factor such as working condit ions and interpersonal relationships 

arc confirmed by the literature to be challenges on the SMTs when moti vating teachers 

(cf. 2.2.5: 2.2.6.2 & 2.2.6.4) because it is not easy for the teacher to give his/her best if 

he/she has differences with any of the staff members. lie/she might end up hat ing his/her 

job. Poor working conditions also have a negati ve impac t on the moti vati on o f teachers. 

5.3.2 F indings on OBJ ECTIVE 2 of the s tudy: To determine the relationsh ip 

between leadership a nd teacher motiva tion 

lh<.: issue of healthy re lationship can be explained by McClelland ' s and Maslo\\ · ~ 

theories that poswlate that a person needs to be loved. accepted and have a feeling that 

he/she be longs to the school. The literature has also revealed that there is indeed a 

relationship bct\\ een leader hip and teacher motivation (cf.2.2.8) because a leader i the 

one responsible tor steering commun ication o f tasks or assignments to be completed. 

their objectives. manner of approach and their implementation. It i important for a leader 

to knO\\ moti vat ion theories which will assist him/her to kilO\·\ '' hat motivates teachers. 

That w il l enable him/her to utili se the correct and relevant technique when necessary (d. 

2.2.6: 2.2.7. & 2.2.8). 

5.3.3 F indings on OBJ ECTIVE 3 of the study: T o determine empirica lly tht• 

cha ll enges that the SMTs encounter when motivating teache rs 

-, he fol io" ing arc the main finding o f the study. 

There is no co-operation amongst teachers who are ful l o f critic ism and negat ive views or 

their seniors. M T members hardly know thei r subordinates and therefore do not kno\\ 

\\hat motivate them. When difficult or chal lenging situations are experienced. it 

becomes difticult for the SMT members to handle the situation as they do not knO\\ what 

i ~ expected by their subordinates (cf. 4.4.2). Perhaps knowledge of moti vational theories. 



\\Ould assist them in understanding how to approach such situation . The finding abo 

revealed that teachers are not involved in decision-making. (cf.4.4.2) and are not :,atislicd 

-.vith their job, because they are not paid we ll, recognized or appreciated for a j ob done 

"ell. 

Developmental appraisal, wh ich is supported by Maslow·s last t\'< 0 levels of need!>. 

name! y. esteem/ego needs and self- actua I ization is not executed in a proper \\'ay because 

teacher arc still choosing their f riends a their peer evaluators (cf.4.4.3). It '' <wid be 

more helpful if a peer is somebod) the teacher docs not kno'"· Teachers sec 

developmental appraisal as a waste of time. therefore are not interested. become stubborn 

and disrespe<.;tful when they are to be appraised. Contrary to McClelland's achievement 

theory and llerzberg·s two factor theory, teachers do not val ue furthering their studies 

bccau e incentive are not sati sfactory (c f.4.4.4). However. recognition of excellence i ~ 

appreciated by most teachers as a motivating factor. 

Another incidental finding was that men still dominate in the managerial position of 

' outh 1\fi·ican schools even though \.\Omen empowerment has been addressed as a matter 

or concern (cf.4.3.2). It is important that vvomen should also be given a chance to pnn c 

them elves as leaders. 

5.3.4 Findings on OBJECTIVE 4 of the study: To suggest ways and means through 

wh ich teachers can be assisted to rega in their passion r egarding educationa l work 

The a sumptions of all theories of moti vation that managers'' hounder tand rnoti\ ational 

theoric will be able to arouse. direct. and sustain the behaviour of their ubordinatcs 

I Cited by Bagraim in Werner, 2007:72) is affirmed by the l iterature that the love of work 

should be aroused and that can be done by the Department of Education in recognizing 

moti\ at ion theories and their importance for teachers. Th is can be achieved if teachers are 

given challenging work to assist them to be innovative and creative in the job they are 

doing. I f teachers are given opportunities for promotion and are allowed rotating work to 

avoid bor~dom, their job would be interesting and meaningful to them. and the) ''ould 
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inevitably continue to love their job and give the best of themsel es ( cf.2 .2. 7). Another 

finding of the study was that good salary is appreciated by the majority of teachers to 

meet their urvival needs. 

5.4 Conclusions from the literature s tudy 

One of the conclu ions that can be drawn is that Maslow· s hierarch) of needs i of' ital 

importance in the motivation of teachers because, for them to perform 'vVel l in their work. 

all the levels of needs stated by Maslow in his theory must be sati fied in their order of 

sequence. 

Another conclusion is that building relationships with teachers and other members ol' thl' 

school community is central to the leadership of SMTs. because it is through good 

rc l ation~hips that ~MTs can encourage their teachers to be committed and dedicated to 

thei r work. Leader who subscribe to McGregor's Theory X and neglect Theor) Y might 

lind themselves \\ ithout subordinate.;;. Therefore. a leader should be careful with his/her 

choice of leadership St) le. 

Another conclusion dra\\n from the literawre is that in line \\'ith llerzbcrg·s theor~. 

teacher need challenging work and enough pay to satisfy their physiological needs in 

:vlaslo'' ·s theOt"). It can be concluded that duties need to be delegated to teacher for their 

job enrichment and profess ional growth. 

5.5 Conclusions from the empirica l study 

When leaders empower the teachers they enable them to feel responsible and use ful to the 

chool as a whole and lo the Department in general. Teachers also agree '' ith 

McClel land ·s achievement theory because they need to achieve the goals they set lor 

themselves. lr can be concluded that teachers need a leader who believes in McGregor's 

theol} Y \\hich iews followers in a positive way and believes that teachers arc 

intrinsically motivated and can do their job \\ell even if they are not followed. 
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5.6 RECOMMENDATIONS 

5.6.1 Introduction 

Based on all the main findings related to the literature review and the empirical study. the 

folio\\ ing are recommendations of the study. 

5.6.1. 1 Members of the MT should be taught motivational theories and good 

interpersonal relation hip. 

Induction. training and plent) of workshops can be of a isrance to the ne\\l) appointed 

SMT members. Through the knowledge gained. the members or the SMT wi ll be able to 

put theory into practice. One wil l have to learn to study his subordinates very well; kno" 

how they behave. and why (cf.2.3). and know exactl y what drives them to do their \\Ork. 

I f that i rhe case. they will be able to assist teachers to overcome their problems. Working 

together as a team is the succes of each and ever) compan). I f rclation~hip. arc 

unhealthy. there is no \vay that one of the two parties can excel. It is important f'or both 

panic~ to maintain a health] relation hip bet\\een them. 

5.6.1.2 The Department of Education must realize that developmental appraisal cannot be 

aligned with money where the teacher is rewarded for being appraised. It is high l) 

recommended that the Department of Education should come up \\ ith developmental 

::>t ratt!gic that will moti ate teacher from '' ithin. making them to love the j ob the) arc 

doing. 

The developmental npprai at used for teachers ( Integrated Quality Management System/ 

JQMS) may not work as long as money is involved. Teachers may resort to unethical 

means to obtain the money paid for developmental appraisals (cf.4.4.3). If teachers are 

apprai. ed and then given incentives. each teacher wi ll always choose his/her friend to be 

his/her peer to speak well of him/her. Most of the respondents do apprec iate recognition 

of achievements and therefore the Department of Education should not undermine that. 
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5.6.1.3 Women need to be empowered to address the issue of gender equa lit~ that ha~ 

been a prob lem in the past years. 

The survey revealed that women involvement in the managerial positions of schools i~ 

still a prob lem. The challenge can be tackled by establishing a M inistry of Women 

EmpO\\ertnent o that the imbalance of the past can be addressed. Women should be 

given a chance to prove themselves as managers and to uplilt their mora le. 

5.7 GUIDELINES FOR THE SMTs ON MOTIVATIG TEACHERS 

To ass i t the MTs to motivate teachers successfully, the researcher suggests the 

foliO\\ ing guide I ines: 

• Change teachers· negative atti tude; 

• Listen to them when they speak; 

• Include them' hen setting goals for tasks or assignments to be done; 

• Invo lve them in decision-making: and 

• A "' a) s give them feedback whether positi ve or negati ve. 

5.8 SUGGESTIONS FOR FURTHER RESEARCH 

One \\Ould admit that little has been re caled concern ing the issue and challenges that 

the SMTs encounter when moti vating teachers. The following are recommended lo r other 

researchers "'110 might be interested in furthering research on issues and cha llenges that 

might be harriers for the mot ivation of teachers: 

• 110\\ negative attitude 111 teachers to\vards their career can be changed into a 

positive one: 

• Find ways of invo lv ing all teachers in trying to reso lve issues that concern them in 

their prolession: 

• Issue of gender in managerial positions to be w isely addressed: and 



• Come up '' ith better strategies for al l teachers to encourage them to de' elop 

themse I vcs. 

5.9 CONCLUSION 

In the linal analys is, one is led to the conclusion that communication in schools is not 

flowing the way it hould be becau e some of the SMT members do not know their roles 

as managers (keeping information to themselves) and therefore steering other acti v ities or 
the school remains a problem for them. This makes teachers to have a negative attitude 

towards the SMT members. and this leads to res istance to whatever change the SMT 

members intend to bring abou t. Resistance is one of the barriers to motivation. 

Developmental strategic applied in the Education Department arc not achiev ing t iH.: ir 

objective becau e friends assess each other ,., ith the aim of gi ' ing on I) positi\l~ 

feedback so that thei r fri ends can get better remuneration. 
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APPENDIX A: REQUEST FOR PERMISSION TO CONDUCT RESEARCH 

TO: MAFIKENG A PO MA AGER 

OLD K EBALEPILE HOSTELS, CORNER GEORGE MODISE STREET 

MONTSHIOA 

PRIVATE BAG X 2047 

MMABATHO 

2735 

FROM: K.D. TSEKE 

MOLOPO M IDDLE SCHOOL 

P.O. BOX 5440 

MMABATHO 

2735 

22 AUGUST 2008 

REQUEST FOR PERMISSION TO CONDUCT RESEARCH IN 0 1 FFERENT 

SCHOOLS IN YOUR APO. 

I am a post graduate student studying for a Master of Education Degree in the orth

We t University. I am presently conducting research on the cha llenges facing the MT. 

in motivating teachers in schools. The population is drawn from schools in the 

RekopantS\ e and Mafikeng APOs of the Central Region. For data collection. I am 

intending to distribute questionnaires to various schools throughout August and the 

beginning or September. 

I am hereby asking for permission to undertake this survey at sampled schools. Findings 

wi ll be made available to the Department if requ ired to serve as a guidel ine towards 

meeting teachers· needs and as a word of encouragement to those who are demoralized. 
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Thanking_ ou in anticipation. 

7/'/u\y 
~~~~~-~~~~ 

K. 0 . T. EKE 

f) -lC--t~~ J'?5V<~. 
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APPENDIX B: REQUEST FOR PERMISSION TO CONDUCT RESEARCH 

TO: REKOPANTSWE APO M ANAGER 

OLD KEBALEPILE HOSTELS, CORNER GEORGE MODISE STREET 

MO TSHIOA 

PRJ VA TE BAG X 2047 

MMABATHO 

2735 

FROM: K.D. T EK E 

~OLOPO MIDDLE SCHOOL 

P.O. BOX 5440 

MMABATHO 

2735 

22 AUGUST 2008 

REQUEST FOR PERM ISSION TO CONDUCT RESEARCH IN DIFFERENT 

SCHOOLS I N YOUR APO. 

I am a po t graduate student studying for a Master of Education Degree in the orth

\ est Universit). I am presently conducting research on the challenges facing the SMTs 

in motivating teachers in schools. The population is drawn from schools in the 

Rekopantswe and Mafikeng A POs of the Central Region. For data collection. I am 

intend ing to distribute questionnaires to various schools throughout August and the 

beginning of September. 

I am hereb) asking for permission to undertake this survey at sampled schools. Finding 

wi ll be made available to the Department if required to serve as a guideline toward 

meeting teachers' needs and as a word of encouragement to those who are demoralized. 
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Thanking you in anticipat ion. 

K. D. T EKE 

\-1~-~ 
\-\ -M. ~~c.-we - ~p.\.£¥-\::::) 
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A PPENDIX C: QUESTIONNAIRE FOR SMTs 

NUMBER 

NORTH-WEST UN I VERSITY 

SCHOOL OF POST-G RADUATES STUDIES 

QUEST IONNAI RE FOR SMTs. 

T his questionnaire aims at getting information on managers· and HoDs· percept ions on 

chal lenges facing them when moti vating teachers. Please bear the fo llowing in mind 

''hen completing the questionnaire: 

,. do not write your name or school' s name, it remains anonymous and the 

information provided is confidential. 

,. there are no correct or incorrect answers. your opinion is required to obtain a 

reliable and trustworthy data. 

,. plea e an wer al l que tions in al l sections 
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SECTION A 

BIOGRAPHIC INFORMATION 

Please put a cross in one box only which best descri bes: 

I. Your age category 

1. 1. Below 30 I 

1.2. 31 - 35 2 

1.3. 36 - 40 3 

1.4. 41 - 45 4 

1.5.46 - 50 5 

1.6. 5 1 and above 6 

2. Gender 

2. I . Male ~ - -

3. Your qualifications 

r 3.1~Matric plus diploma I 

3.2. First degree (e.g. BA Ed; BA: etc) 2 

3.3. Honours Degree ( HED .B.Ed) 3 

3.4. Others. specify ... . .. ..... .. .. . . . . . . . . .. 4 
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4. Classification of your school 

4.1. Primary I 

-L2. Middle 2 

-l .3. lligh 3 

4.4. Others, specify ................. ....... 4 

5. Settlement of your school 

I : ~ Urban 
)._. Rural I ~ I I 
6. T he po ition you ho ld in that school 

6. I. ll.o.D I 

6. 2. Deputy principal 2 

1 6. 3. Principal 
.... 
.) 

7. How long have you been in that pos ition? 

~----

7.1. Less than a year I 

I 7. 2. I - 3 years 2 

7 " . .) . 4 - 5 years .... 
.) 

7. 4. Over 5 years 4 
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SECTION B 

Indicate your level of agreement w ith an X in the appropriate box to reflect your vie\\ S 

and opinions on each item from D (strongly disagree) to SA (strongly agree). 

Strongly disagree (SO) Disagree (D) Uncertain (U) Agree (A) 1 Strongly agree (SA) 

I 2 3 4 15 

8. Role of MT 

As a member of SMT, 1: 

I 

8.1. Communicate information from the top level to the lowest I 

level. 
I 

8.2. Involve the staff in decision-making. I ' 
8.3. Gi e the taffrespon ibility to •.vork as their own bosses. I ' 
8.4. Do not delegate job because they (employees) might not do it I I 

ri ght. 

8.5 . Recognize the teacher's job well done. 

r 8.6. I do not teach but instruct teachers to teach. 

8.7. Concentrate on administrati e work as it demands a 

I t11nc 

9. Interrelationship between SMTs and subordinates 

On thei r behaviour when given work to complete. teachers 

9.1. Are eager to accept responsibility. 

I 

I' 
' I lot of I 

I 

SD 
I 

9.2. Respond positively to difficult/challenging circumstances. I 
-· 
9.3. Work better \\hen deadlines are to be met. I 

I 

D D u A Sl\ I 
2 

..., 

..) 4 s 

2 " 4 5 ..) 

2 " 4 5 ..) 

·-
2 3 4 5 

2 " -l 5 ..) 

2 3 -l 5 

2 3 4 5 

D u!A ~A 
2 3 1 4 5 

2 
.., 
..) 4 5 

2 3 4 5 
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I 9.4. Attempt to offer assistance even when not asked to do 0 . I 2 3 4 5 
I 

9.5. Seek positions o f authority. I 2 3 I 4 5 
I 

9.6. Appear to be comfortable when required to work alone. I 2 
..., 
.) -l 5 

- -
9.7. Are sensitive to the feelings of others. I 2 

..., 
.) 4 5 

9.8. Need not be bothered with anything concerning school after I 2 3 4 5 

working hours. I 
'- ---- - -

_, __ 
10. C ha llenges rela ting to the motivation of teachers 

so 0 u ;\ . A 

I 0.1. I am not sure what is expected of me. I 2 3 i 4 5 

10.2. I do not trust them (employees) to give them I 2 
., 
.) 4 5 

responsibili ty. 
I 

10.3. I do not know what really motivates each one ofthem. I 2 3 I 4 5 

I 0.4. I am not sure what to do with those who arc comfortable I 2 3 I 4 5 

to work alone. I 

I 0.5. I can motivate and control a large and diverse group o r I 2 
., 
.) 4 5 

teachers. I 

31 4- -
1 0.6. During developmental apprai sa ls. these teachers choose I 2 5 

their own friends as their peers to speak well of them. I 
l 1. Your view on the recognition of excellence 

so 0 u A . A 

11. 1. Teachers need to be paid for going an extra-mile. I 2 
,., 
.) 4 5 

1 1.2. Most teacher prefer to be recognized for the job well I 2 " .) 4 5 

done. 
I-- -

I 1.3. Most teachers do not want to give their level best as they I 2 " 4 5 .) 

compare the inputs wi th the outcomes. 

11.4. Most teachers do not see the importance of studying I 2 
., 
.) 4 5 

'- -
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because they get nothing afler all. 

SECT ION C 

12.1. What other problems not mentioned above do you usually come across "hen tt") ii1g 

to motivate teachers in your school? 

12.2. You as an individual, what do you think can make your subordinates feel happy and 

sati sfied about the j ob they are doing? 

12.3. Identify five ways In v,thlch you as a manager recognize excellence Uob \veil done) 

among your teachers. 

YOUR COOPERATION IS HIGHLY APPRECIAT ED. 
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APPENDIX D: SUMMARY OF THE RESPONSES TO SECTION C OF THE 

QUESTIONNAIRE 

Respondents· responses were grouped together and they put the following responses to 

the fore as a matter of concern; 

l tern 12.1 What other problems not mentioned above do you usually come across when 

trying to motivate teachers in your school? 

• Critic ism/ negative attitude/resistance ( 150). 93.8%: 

• Comparison o f inputs and outputs ( 137), 85.6%: 

• Shows no interest (40), 25%: 

• Lack of cooperation (89). 55,6%; and 

• Do not honour dead I i nes ( I I 0), 68, 8%. 

Item 12.2 You as an ind ividual, w hat do you think can make your subordinates feel 

happy and sati sfied about the job they are doing? 

• enough salary to meet their needs ( 160), I 00%; 

• re ourcing the schools with learner support materials ( 128). 80%; 

• be involved in decision-making ( 148) 92.5%; 

• be given opportunity to contribute towards the school development ( 159) 99. 4%; 

• conducive and safe working cond itions ( I 00), 62.5%; 

• be appreciated for the job well-done ( 120). 75%; and 

• be given travelling allowances (99), 6 L 9. 

Item 12.3 Identify tive ways in which you as a manager recognize excellence Uob well 

done) among your teachers. 

• gi ve teachers merit certificates according to their ach ievements ( 130). 81 .3%: 

109 



• give them responsibility for higher positions (administrati ve) work (98). 61.3%; 

and 

• give them platform to motivate others who are incompetent. (92). 57.5%. 
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