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ABSTRACT AND KEY WORDS 

The purpose of this study is to provide insight to the organisation under study as to how the 

organisation compares to a set of selected high performance organisational culture 

characteristics and which of those characteristics need to be reinforced by management to 

establish or continue to support high performance in a sales-driven environment in South Africa.  

The problem that this research aims to address is that the organisation under study does not 

know how the organisation compares to a set of selected high performance organisational culture 

characteristics and which of those characteristics need to be reinforced by management to 

establish or continue to support high performance in a sales-driven environment in South Africa. 

The study adopted a positivist research philosophy and a quantitative research method with a 

cross-sectional time horizon to census survey 90 sales personnel in the population. A validated 

structured questionnaire on assessing a high performance culture was used and administered 

on-line yielding 63 voluntary responses at a 70% completion rate.  

The research results demonstrate that high performance organisational culture characteristics are 

prevalent in the organisation being studied, to a lesser extent in certain dimensions and not at all 

for the reward system dimension. Characteristics relating to the dimensions of leadership, core 

capability (organisation, group/team and individual level), policies and procedures, and 

stakeholder satisfaction at the customer level manifested extremely positively, while 

characteristics related to vision and strategy, stakeholder satisfaction at the supplier, community 

and people level was evident to an average degree. The organisation performed poorly in those 

characteristics related to performance management and reward system.  

The research findings further indicated that the organisation’s leadership is highly effective in 

establishing a high performance culture in the sales team, the organisation has to a large extent 

the requisite core capability at all three levels (organisation, group/team, and individual) to support 

a high performance culture, the organisation lacks an effective reward system and performance 

management system, and that customer stakeholder satisfaction features to an extremely large 

extent while supplier, community, and people stakeholder satisfaction features to a much lesser 

extent as part of the culture in the sales team.  Finally, practical recommendations to management 

have been made to improve certain cultural characteristics and to reinforce positive areas that 

support a high performance culture in this sales-driven organisation.  

The benefits of the research include visibility to the organisation as to how the organisation 

compares to a set of selected high performance organisational culture characteristics, insight into 
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organisational cultural factors that should be enhanced, prioritised, and/or addressed to sustain 

and elevate organisational sales performance. One of the main benefits of the study is to 

ultimately improve the performance level of sales personnel and thereby improve business 

profitability and sustainability, and create shared value. Other organisational benefits include 

reducing sales personnel turnover and retaining key sales personnel by creating an environment 

for these individuals to thrive in.  

Limitation of the study is the relative small sample size for inferential statistics. Managerial 

implications of the study were mentioned, as well as recommendations for further studies. 

Key Words: High performance teams, Leadership, Organisational culture, Sales-driven 

organisation.  

 

Definitions for concepts used in this research study are described below:- 

• Business sustainability “simply means the ability to engage in present activities to achieve 

business goals without jeopardising the ability to do so in the future” (Ngaia et al., 2018:661). 

For the purposes of this research, business sustainability relates to the ability of an 

organisation to sustain higher performance levels to ensure future business stability.  

 

• Creating shared value in an organisation relates to actions “that enhance the competitiveness 

of a company while simultaneously advancing the economic and social conditions in the 

community in which it operates” (Porter and Kramer, 2011: 66). Refer to Chapter 1 where 

the context to this concept is described. 

 

• Leadership refers to how individuals in senior positions interact with employees on a daily 

basis thereby establishing and influencing culture (Amirul and Daud, 2012:193). Refer to 

Chapter 2, sub-section 2.2.1. 

 

• Organisational culture can be described as “… the values, beliefs, and assumptions that are 

held by members of an organization and which facilitate shared meaning and guide 

behaviour at varying levels of awareness.” (Denison et al., 2014:145). Refer to Chapter 2, 

sub-section 2.2 for additional detail.  

 



 

iv 

• Organisational strategy can be described as “an integrated and coordinated set of 

commitments and actions designed to exploit core competencies and gain a competitive 

advantage” (Hitt, Ireland, and Hoskisson, 2007:4). Refer to Chapter 2, sub-section 2.2.2. 

 

• Organisational capability describes the capability residing within the organisation in relation 

to market and customer knowledge, relationships, competence, and innovation (Huang and 

Huang, 2019:116). Refer to Chapter 2, sub-section 2.2.3. 

 

• Organisational work practices can be described as what “corporate policies, practices, and 

procedures reward and support employees’ development, motivation, and opportunities to 

contribute to achieve organisational goals” (Hartnell et al., 2019:834). Refer to Chapter 2, 

sub-section 2.2.4. 

 

• Human resource management (HRM) relates to people management practices in 

organisations and focuses on recruitment and selection; learning, training and development; 

performance measurement and management; careers and career management; and safety, 

stress, and health at work (Woods and West, 2016:158). Refer to Chapter 2, sub-section 2.3. 

 

• Stakeholder management can be described by stakeholder theory which states that an 

organisation’s value and performance is determined by the strategic actions a firm takes to 

satisfy the different stakeholder expectations (Yoon and Chung, 2018: 89). Refer to Chapter 

2, sub-section 2.4. 
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CHAPTER 1 INTRODUCTION AND BACKGROUND 

1.1 INTRODUCTION 

Organisations have and will continue to face challenges to establish a culture that supports and 

aligns with the evolving strategic focus of the business. While strategy offers logic for the 

company’s goals and focuses employees around them, organisational culture manifests these 

goals through values and beliefs, shared assumptions and group norms (Groysberg et al., 

2018:45). It is known that organisational culture is intrinsically developed and cultivated to support 

the company’s strategic goals (Kaul, 2019:130; Wu and Lin, 2013:6).  

At the core of an organisations’ culture are its human resources. Organisations are faced with a 

number of human resource challenges such as personnel turnover, competition for talent, 

adequate and applicable training and development interventions, and the retention of key 

personnel (Monaci, 2020:78). If these challenges are not effectively addressed and managed the 

consequent impact on business sustainability can be significant (Aust et al., 2015:200; Macke 

and Genari, 2018:811). These adverse human resource impacts are influenced by an 

organisation’s culture which when considered against a backdrop of creating shared value for all 

stakeholders place organisations at risk (Monaci, 2020:60).  

In a sales oriented organisation its revenue growth is largely driven by an organisation’s sales 

team. It is critical that these sales teams (human resources) are nurtured by an appropriate and 

supportive organisational culture. While successful sales people possess certain innate 

personality characteristics, obtaining success across an entire sales force is impacted by factors 

other than personality characteristics (Zoltners et al., 2016). The purpose of this study is to assess 

the prevalence of these organisational characteristics, other than personalities, that are pivotal 

for a high performance culture in a selected sales-driven organisation. While organisational 

culture and its impact on organisation performance is well researched (Sengottuvel and 

Aktharsha, 2016; Lee and Yu, 2004; Chatman and O’Reilly, 2016; Hartnell et al., 2019), this study 

will provide specific insights within the context of a sales-driven environment. The value of 

understanding the current status with regards to a high performance culture in the organisation 

under study could enhance sales teams’ performance and effectiveness, business revenue, 

delivery of effective sales cycles, and the retention of key personnel. This in turn can improve an 

organisation’s competitive advantage (Macke and Genari, 2018:807) and help create shared 

value (Monaci, 2020:60). 
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1.2 RESEARCH PROBLEM STATEMENT  

Organisational culture influences human resource capability which when not aligned with 

organisational strategy, deviates from the creation of shared value for all stakeholders, placing 

the organisation at risk (Monaci, 2020:60). Therefore, an understanding of the characteristics that 

support increased performance levels and by reinforcing these characteristics through beliefs, 

values, and behavioural norms will create a high performance organisational culture (Hartnell et 

al., 2019:844). Company cultures which support high performance can impact all areas of the 

organisation resulting in increased levels of employee engagement, productivity, and retention 

(Kontoghiorghes, 2015:1849).  

The problem that this research aims to address is that the organisation under study seems not to 

know how the organisation compares to a set of selected high performance organisational culture 

characteristics and which of those characteristics need to be reinforced by management to 

support high performance in a sales-driven environment in South Africa. Through this study 

insight will be gained into organisational cultural factors (Van Heerden and Roodt, 2007:22) that 

should be enhanced, prioritised, and/or addressed to sustain and elevate organisational sales 

performance in the selected organisation. This study will reveal the degree to which this company 

complies with a high performance culture, thereby creating the necessary awareness and inform 

action by the organisations’ management for improvement. Management action will comprise 

specific initiatives to preserve and build on a set of selected high performance organisational 

culture characteristics which enhance performance, and initiatives to address those 

characteristics which are impeding performance.  

One of the main benefits of the study is to ultimately improve the performance level of sales 

personnel and thereby improve business profitability and sustainability, and create shared value 

(Sengottuvel and Aktharsha, 2016:63). Other organisational benefits include reducing sales 

personnel turnover and retaining key sales personnel by creating an environment for these 

individuals to thrive in (Chatman and O’Reilly, 2016:23). 
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1.3 RESEARCH OBJECTIVES AND QUESTIONS 

This research aims to assess the prevalence of those specific characteristics that are needed to 

establish or support a high performance organisational culture in order for a sales team to perform 

in a highly competitive environment. The main research objective is therefore to:- 

• Assess the prevalence of high performance organisational culture characteristics as 

experienced by sales employees in a selected sales-driven organisation within South 

Africa.  

 

The sub-objectives of this research are to:- 

• Determine the effectiveness of the organisation’s vision and strategy in establishing a high 

performance culture in the sales team. 

• Determine the effectiveness of the organisation’s leadership behaviour in establishing a 

high performance culture in the sales team. 

• Determine the core capability present at organisation, team and individual levels to 

support a high performance culture. 

• Determine the effectiveness of the organisation’s reward and performance management 

practices in the sales team. 

• Determine how stakeholder satisfaction features as part of culture in the sales team. 

 

The corresponding primary research question that guides this study:-  

• What is the prevalence of high performance organisational culture characteristics as 

experienced by sales employees in a selected organisation in South African? 

 

The corresponding secondary research questions are:-  

• To what extent is the organisation’s vision and strategy aligned with high performance 

culture in the sales team? 

• To what extent is leadership behaviour aligned with a high performance culture in the 

sales team? 

• To what extent is the core capability present at organisation, team and individual levels to 

support a high performance culture? 

• To what extent is the organisation’s reward and performance management practices 

relevant to the sales team?  

• To what extent does stakeholder satisfaction feature as part of the culture in the sales 

team? 
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1.4 RESEARCH SCOPE AND DELIMITATIONS 

1.4.1 Organisation of Interest 

This research is applicable to a private sector sales-driven services organisation located in South 

Africa providing professional services across the chemical and energy sectors. The organisation 

of interest has a geographical presence across the country with regional offices located in all 

major provinces including the Western Cape, Eastern Cape, North West, Free State, Kwazulu 

Natal, Gauteng, Limpopo and Mpumalanga. The organisation selected is based on the objectives 

of this research study and ease of access to the population of concern. Given the time and 

resource constraints associated with this research study no additional private sector organisations 

have been included as during the Covid 19 pandemic, during which this study had to be 

conducted, limited access to organisations and their employees were possible. 

 

1.4.2 Population under study 

The functional area of concern is limited to personnel working in a sales functionality only. The 

population is therefore limited to sales personnel and only these individuals will be surveyed as 

participants in the study. The population of sales individuals are located across the major 

provinces in South Africa.  

 

1.4.3 Literature focus 

The literature underpinning this research topic is concerned with constructs relating to 

organisational culture, organisational capability, human resource management with its associated 

nuances on performance, and stakeholder management. These constructs will be intertwined in 

the research and forms the frame for the literature review and will subsequently support the 

findings. 

 

1.4.4 Unit of Analysis 

The fundamental intention of this research is not to establish the characteristics for a high 

performance sales-driven organisational culture at a team level as unit of analysis, but rather to 

gain an understanding of these characteristics at an individual sales employee level. An 

alternative unit of analysis is the team (group) of sales people located within a geographic region. 
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The team, as an alternative unit of analysis, will be possible since the data from an individual level 

could be aggregated to provide a view of the group to which that individual belongs.  

 

1.4.5 Assumptions and Delimitations 

The following assumptions were present in this study:- 

• It is assumed that survey respondents will provide answers to the questions in an honest 

manner.  

• It is assumed that this study is an accurate representation of the organisation relating to 

the characteristic categories explored in this research. 

 

The survey was delimited to focus on the population of sales personnel of a selected private 

organisation located within South Africa.  

 

 

1.5 RESEARCH METHODOLOGY AND METHODS OVERVIEW 

An outline of the research methodology and methods that was used in answering the research 

questions stated are provided and are discussed in more detail in Chapter 3.  To answer the 

research problem the study employed a positivist research philosophy to develop knowledge 

which was informed by the following research belief systems:  

• Ontology refers to “the nature of social phenomena” (Bryman and Bell, 2017:16) and the 

ontological assumption is that certain characteristics support a high performance 

organisational culture in a sales-driven environment which benefits an organisation; and 

that the organisation is responsible for establishing these characteristics that support a 

high performance culture with employees being a recipient thereof. The organisation is 

therefore viewed as a real entity and the ontological position is that of realism (Rehman 

and Alharthi, 2016:53). 

• Epistemology refers to “the branch of philosophy that studies the nature of knowledge and 

the process by which knowledge is acquired and validated” (Gall et al., 2003:13) and the 

epistemology of this research is based on factual and/or interpretative knowledge held by 

employees in the organisation on which characteristics are prevalent to what extent. The 

focus was therefore on discovering observable and measurable facts which can be 

analysed in a quantitative way (Rehman and Alharthi, 2016:53).  
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• Axiology refers to “the role of values and ethics within the research process” (Saunders, 

2016:128) and the axiology assumption is that this research study is free of the 

researcher’s and respondents’ personal values and any personal beliefs or values will not 

bias any of the research findings.   

 

A positivist methodology relies on quantitative means (Rehman and Alharthi, 2016:54) and the 

research approach favoured a deductive method to the relationship between the available theory 

and the research topic with a strong emphasis on the empirical testing of theory (Bryman and 

Bell, 2017:31; Saunders et al., 2016:145). The deductive approach allowed the research question 

to be answered by proposing appropriate tenets of organisational culture theory (in support of 

high performance), analysing the respondent data set, and explaining causal relationships 

between concepts and variables to reveal the observed research patterns.   

 

The methodological choice was a mono-method quantitative research study (Saunders et al., 

2016:166) with a research strategy based on a survey instrument acquired and used with 

permission from Van Heerden and Roodt (2007) with a cross-sectional time horizon.  

The population of interest included all of the ninety (90) sales individuals employed in the 

organisation at the time of conducting this research with the unit of analysis being at the individual 

level. Considering the population size and ease of accessibility to the population, together with 

the research strategy and data collection method, there was no additional resources required to 

census sample the population.  

The data collection instrument used is an existing pre-developed questionnaire developed in 

South Africa by Van Heerden and Roodt (2007). The research instrument (Annexure B) 

comprised of two sections with eighty three (83) questions in total. The first section sought specific 

respondent information to inform descriptive statistics. The second section sought responses to 

assess the prevalence of the requisite characteristics for a high performance culture, and to inform 

a snapshot of the organisation against these characteristics.  This second section includes the 

questionnaire comprising 12 dimensions associated with a high performance culture (Van 

Heerden and Roodt, 2007:23-24). Each of the 12 dimensions contained specific questions related 

to assessing a dimension.  

The research instrument made use of a 5 point Likert scale (with 1 indicating a strong 

disagree/negative view, 3 indicating an agree view, and 5 a very strong agree/positive view) to 

elicit suitable responses. All questions were closed type questions in support of the deductive 

quantitative research approach for this study. Zikmund (2003:333) highlights that “In contrast to 

open-ended questions, fixed-alternative questions require less interviewer skill, take less time, 
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and are easier for the respondent to answer”. Closed questions also allow for easier processing 

of responses, the ability to compare and test relations, and supports an understanding of what is 

being asked (Bryman and Bell, 2007:200). The questionnaire was self-administered through the 

use of an online survey platform. Research ethics, relating to employee personal details, were 

maintained by utilising an employee list controlled by the organisations’ HR representative to only 

gain access to the participants for the on-line survey and were not shared or disclosed to the 

researcher. All responses from the participants were kept confidential with no personal details 

disclosed or shared with the researcher.  

The data analysis methods follow the approach suggested by Saunders (2016:498-551) and 

included preparing the data from responses for analysis, exploring and presenting the data, and 

describing and interpreting the data using appropriate statistical methods and software (SPSS).  

 

1.6 CHAPTER LAYOUT 

This mini-dissertation is structured in the following chapters: 

• Chapter 2 summarises the academic literature and theoretical constructs available in the 

context of the research topic. 

• Chapter 3 explains in detail the empirical research methodologies and methods applied 

during this research.  

• Chapter 4 explains the data analysis techniques employed together with the results from 

the data analysis, and presents an interpretation of the data analysis. 

• Chapter 5 synthesises the results, findings and implications of the research incorporating 

key tenets from the reviewed literature. 

• Chapter 6 details the conclusions, managerial implications, and recommendations from 

this research. 

 

1.7 CHAPTER SUMMARY 

Chapter 1 provided an introduction and background to this research study highlighting the 

research problem and research questions in support of the importance and benefits for conducting 

this research, the research scope indicating the regional or geographic boundaries in which the 

organisation operates and describing the population of interest (sales personnel) analysed at an 

individual level, an overview of the research methods adopted, and an outline of the remaining 

structure and content of this mini-dissertation.   
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CHAPTER 2 LITERATURE REVIEW 

2.1 INTRODUCTION 

The literature and theory reviewed in this chapter aims to provide an overview of the published 

literature relevant to this study, to create a conceptual theoretical framework for the relevant 

theoretical aspects associated with this research, and to provide support for the focus of the 

research problem and questions.   

This research study has the following main theoretical constructs pertaining to a high performance 

organisational culture in support of the study’s research objectives, with the relationships 

indicated in Figure 2-1 derived from the integrated high performance organisational culture model 

proposed by Van Heerden and Roodt (2007:22): 

• Leadership, organisational strategy, organisational capability and work practices, 

• Human resources management (HRM) to enable performance, and 

• Stakeholder involvement and influence on the organisation.  . 

 

A literature review of these theoretical constructs, mentioned in Figure 2-1, follows in the 

subsequent sections of this Chapter. 
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2.2 ORGANISATIONAL CULTURE AND ITS IMPACT ON PERFORMANCE 

Organisational culture manifests goals through values and beliefs, shared assumptions and group 

norms (Harvard Business Review, 2018). Denison et al. (2014:145) describe the basis of 

organisational culture as “the values, beliefs, and assumptions that are held by members of an 

organisation and which facilitate shared meaning and guide behaviour at varying levels of 

awareness.”  

Considering that organisational culture encompasses and is engrained in most aspects of an 

organisation, and being a central tenet to this research, it is important that the notion of culture 

and its impact on performance in an organisation is addressed (Hartnell et al., 2019:832). 

Lee and Yu (2004:357) researched possible relationships between corporate culture and 

organisational performance, and to investigate the validity of the culture construct to assess how 

culture affects organisational performance. Culture was found to impact a variety of organisational 

processes and performance. Similarly, research by Sengottuvel and Aktharsha (2016:63) 

revealed that positivity in the various dimensions of organisational culture produced a healthy 

impact on organisational performance.  

In a critical analysis of the state of research into organisational culture Chatman and O’Reilly 

(2016:23) concluded “that culture can have significant positive and negative effects on individual 

and organisational outcomes, including employee fit, job satisfaction, commitment and turnover 

as well as important organisational outcomes such as customer satisfaction, product quality, and 

organisational financial performance.”  

From the reviewed literature and evidence above it can be established that organisational culture 

impacts the performance of organisations. 

Organisational culture is related to and is largely influenced by elements of an organisation’s 

system which are: leadership, strategy, structure, and work practices. The relationships between 

organisational culture and these elements are interdependent, and these elements serve to form 

and reinforce the organisation’s culture (Hartnell et al., 2019:844). Each of these elements of 

organisational culture impact the performance of the organisation and are explored in more detail 

in the following sections. 
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2.2.1 Leadership  

Leadership in an organisation plays an important role in establishing the mission and values of 

an organisation, and simplistically refers to how individuals in senior positions interact with 

employees on a daily basis thereby establishing and influencing culture (Amirul and Daud, 

2012:193).  

Burns (1978) introduced the concept of transforming leadership to define the ideal condition 

between political leaders and their followers to achieve higher levels of morale and motivation to 

create significant change in people and organisations (Hoch, 2018:504). Transactional leadership 

according to Burns (1978) was on the opposing end of the continuum and assisted in the drive to 

ensure efficiency in achieving organisational goals (Laureani and Antony, 2019:61). Further work 

by Bass (1985) around transformational leadership (TL) highlighted the four facets of a 

transformational leader as including personal charisma, capacity to inspire and motivate, 

encouragement for problem-solving, and personal attentiveness to employees (Makka, 2019:86). 

These facets have evolved into four behavioural types that transformational leaders display: 

idealised influence, inspirational motivation, intellectual stimulation, and individualised 

consideration (Laureani and Antony, 2019:66). TL can therefore be contextualised as leadership 

behaviour which seeks to influence, inspire, stimulate, and build relationships with followers which 

results in increased (individual and team) levels of performance and results. 

A study by Brown (2014:11) examined the effects of emotional intelligence (EI) and leadership 

styles on sales performance. Transformational and transactional leadership styles were 

considered with the premise that a transformational leader has the capacity to develop individuals 

by enabling them to buy in to the vision, goals and aspirations while the transactional leadership 

style is more suited to compliance, rules, policies and procedures. The research findings 

suggested a positive link between EI, transactional and transformational leadership styles and 

sales performance.  

Similar studies (Qadir and Yeşiltas, 2020:8; Magada and Govender, 2016:214; Sethibe and 

Steyn, 2015:334) found that transformational leadership, as opposed to transactional leadership, 

had a larger positive effect on organisational performance. Magada and Govender (2016:214) 

further asserted that transformational leadership behaviours are effective for improving individual 

performance through culture.  

The notion of inspiration and leadership converges when leaders are expected to inspire action 

to raise individual and team performance, and encourage creativity and innovation to accomplish 

goals and objectives (Steinmann et al., 2018:2). Oleynick et al. (2014:436) described inspiration 
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as “a motivational state that compels individuals to bring ideas into fruition”. Laureani and Antony 

(2019:66) described inspirational motivation (IM) as “the degree to which the leader articulates a 

vision that is appealing and inspiring to followers”. In this context leaders express confidence 

about the future and communicate to employees with enthusiasm that the vision is achievable. 

TL leaders use IM to articulate a vision which is clear, can be understood, and supported by the 

organisation. These leaders engage and persuade, thereby creating the necessary motivation for 

followers to envision and work towards more attractive future organisational states (Giddens, 

2018:118). 

 A review of the literature revealed the following transformational leadership traits which serve to 

inspire and motivate others:- 

• Charisma - James and Lahti (2011:108) found that leader charisma was significantly and 

considerably related to employee inspiration, describing charisma as creating “compelling 

organisational visions and then embodying them through charismatic behaviour in order 

to promote employee inspiration” (James and Lahti, 2011:109).  

• Communication and interaction - Organisational factors such as the level of 

communication from leaders regarding the organisation’s vision and goals and the level 

of interaction (behavioural distance) between leaders and employees at an individual level 

were significantly related to employee inspiration (James and Lahti, 2011:108). Traits such 

as effective communication and relationship building with employees are therefore 

significant (Hoffner, 2018:54).  

• Self-confidence – Transformational leaders exhibit a high level of self-confidence which is 

key to lobbying and inspiring followers to rally behind the vision or goal (O’Reilly and 

Chatman, 2020:19).  

• Willingness to challenge the status quo and take risks - Transformational leaders exhibit 

a willingness to challenge existing norms and in doing so incur risks commonly associated 

with charting a new or different path (O’Reilly and Chatman, 2020:19).  

• Integrity – Transformational leaders act with integrity and inspire through consistent 

actions serving as a role model for followers ((Hoffner, 2018:54).  

• Energetic, enthusiastic and passionate - Transformational leaders talk enthusiastically 

about what needs to be accomplished, demonstrating passion, and energy when setting 

high expectations for followers to achieve (Hoffner, 2018:54). 

A review of the literature revealed the importance of transformational leadership with the following 

positive beneficial organisational outcomes:- 
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• Performance (individual/team/organisation) - it has been found that inspirational 

motivation influenced employee job performance with several studies supporting a 

positive correlation of TL and employee job performance in various settings and context 

(Langat et al. 2019:5; Matar and Aldaheri, 2019:290). A meta-analysis (Giddens, 

2018:118) found that TL is positively related to individual performance, performance 

among teams and organisations, and enhances team and organisational performance to 

a larger extent than transactional leadership. 

• Financial outcomes – it has been established that a TL style is positively related to firm 

performance with the sub-dimensions of inspirational motivation and intellectual 

stimulation having the strongest effects (Jensen et al., 2020:842). 

• Creativity and organisational innovation - TL positively affects employee creativity and 

organisational innovation with inspirational motivation being a key factor in promoting and 

encouraging employee creativity (Shafi et al., 2020:174). 

• Employee turnover and talent retention – TL can directly decrease an employee’s intention 

to leave an organisation and significantly influences talent retention in an organisation 

(Mangisa et al., 2020:10). Paltu and Brouwers (2020:9) examined the link between what 

the authors termed “toxic” leadership and its impact on employee turnover and 

organisation culture. “Toxic” leadership was described as the demonstration of 

behavioural attributes by leaders such as being abusive and undermining, authoritarian, 

and narcissistic. The findings of the study indicated a direct impact on the potential of 

employee turnover when these leadership traits existed. Further, it was found that when 

leaders are experienced as toxic by employees the organisational culture is negatively 

influenced.  

From the literature reviewed it is evident that leadership traits impact on organisational 

performance and certain leadership characteristics can inspire and motivate people .However, it 

is also evident that certain extreme leadership traits which can be described as “toxic” impact 

organisational stability through increased employee turnover with a negative impact on 

organisational culture. 

 

2.2.2 Organisational Strategy 

Organisational strategy is a key part of an organisation’s system (Hartnell et al., 2019:844) and 

can be described as “an integrated and coordinated set of commitments and actions designed to 

exploit core competencies and gain a competitive advantage” (Hitt, Ireland, & Hoskisson, 2007: 
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4). Organisational strategy and its influence on organisational performance and culture is 

explored in more detail below. 

Kaul’s research (2019:130) into culture and strategy concluded that in general strategy preceded 

culture and that culture should be aligned with the strategic intent of the organisation. While 

culture strongly influences strategy it does not imply that culture precedes strategy but rather that 

strategy can thrive on and benefit from a supportive culture.   

Wu and Lin (2013:6) found in their research that business strategies have a significant positive 

link to job satisfaction, organisational objectives and job performance (organisational 

performance). Their research also found that organisational culture has a slight moderating effect 

for the relation between organisational strategy and performance.  

Bayraktar et al. (2017:49) investigated the link between strategy, innovation and firm performance 

in the manufacturing sector finding that specific strategic approaches focusing on (for example) 

cost-leadership and differentiation can lead to innovation which enhances organisational 

performance. Similarly, Prodromos et al. (2018:62) researched the strategic orientation of an 

organisation and its impact on organisational performance finding that strategy is a significant 

mediating factor between organisational capabilities and resources on an organisation’s 

performance.  

From the literature reviewed it is evident that there is a clear positive relation between 

organisational strategy and its influence on organisational performance. Further, organisational 

strategy generally precedes culture though both concepts are closely related in terms of bi-

directional influence. 

 

2.2.3 Core Capability 

Core capabilities will be explained on three levels – Organisational, Group and Individual. 

2.2.3.1 Organisational 

Huang and Huang (2019:116) found that organisational capability (which the authors related to 

market and customer knowledge, relationships, capability, and innovation) significantly 

determined the level of intellectual capital in the organisation, which in turn positively influenced 

organisational performance.  
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In relation to organisational culture, a study by Johannsen and Zak (2021:9) established that 

organisational trust increased productivity and earnings by employees, improved employee job 

satisfaction, reduced job turnover, and generally resulted in happier and healthier employees. 

Research into organisations which encouraged diversity and commitment found that race (Moon 

and Christensen, 2020:141) and gender (Fernando et al., 2020:484) diversity, and employee 

commitment (Sabir et al., 2015:12), has a direct influence on overall capabilities and results in 

positive organisation performance.  

2.2.3.2 Group/Team 

Fay et al. (2015:261) examined the effect of teamwork on organisational innovation concluding 

that where teamwork was more prevalent and widespread for appropriate work tasks, higher 

levels of organisational innovation existed.  

Within the context of performance management and the devolvement of human resource 

departmental activities to line management (Perry and Kulik, 2008:262), the clear setting of 

performance goals and working in teams to achieve these goals is critical.  Van der Hoek et al. 

(2018:492) found that in support of goal setting theory where individuals perform better if goals 

that guide work are clear and specific, the authors also concluded that goal clarity positively 

affects team performance. 

Considering the manner (respect and communication) in which teams work together, LaGree et 

al. (2021:19) investigated how respectful communication and engagement affected employees 

where engagement was described as the “state of being treated politely or being properly 

recognised for behaviour” (LaGree et al., 2021:4). The authors concluded that respectful 

engagement and communication positively benefitted employees’ wellbeing (resilience) and 

improved long-term business results.  

2.2.3.3 Individual 

In terms of individual capability and employee competency, Salman et al. (2020:430) found a 

positive and significant impact between employee competencies and organisational performance. 

Similarly Puteh et al. (2015:335) revealed four critical competency clusters that are required by 

employees which makes employees an asset to the organisation. The authors described these 

as functional (task or job) competency, leadership competency, communication competency, and 

cognitive (analytical and decision making) competency.  

Research exploring employee empowerment and accountability and its association with 

organisational improvement found that employee empowerment (Ribeiro, 2018:65) and employee 
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accountability (Han and Hong, 2019:21) improves the competitive position of an organisation. 

Han and Hong (2019:22) also concluded that employee autonomy amplified the positive impact 

of accountability on performance.  

2.2.4 Work Practices 

Organisational work practices can be described as what “corporate policies, practices, and 

procedures reward and support employees’ development, motivation, and opportunities to 

contribute to achieve organisational goals” (Hartnell et al., 2019:834). The impact of these 

practices on organisational culture and performance is discussed in more detail below.  

Den Hartog and Verburg (2004:73) studied the link between work practices and performance, and 

the relationship between work practices and organisational culture. Their research determined 

that practices such as personnel selection, employee development, autonomy, remuneration 

linked to performance, incentives such as profit sharing, and effective knowledge management 

(information sharing) were positively linked to an employee’s willingness to put in extra effort, and 

to the perceived performance of the organisation. Further, it was determined that there were also 

positive relationships between work practices and organisational culture dimensions.  

Hartnell et al. (2019:844) found that work practices that enhance motivation (performance 

management, compensation, incentives, benefits, career development, and job security), and 

practices that enhance opportunity (flexible job design, work teams, employee involvement, and 

information sharing) have a positive impact on organisational aspects such as innovation, 

customer, and financial outcomes. A meta-analysis completed by Yongmei Liu et al. (2006:524) 

also confirmed the existence of a substantial positive link between organisational performance 

and the adoption of effective work practices.  Reward management work practices in the form of 

compensation, incentives, benefits, career development, and job security were prevalent.  

It is evident from the literature reviewed that these findings have an underlying association to 

motivational theory. Earlier theories of motivation include Herzberg’s motivation-hygiene (two-

factor) theory which describes certain hygiene factors that result in either employee satisfaction 

or dissatisfaction. Hygiene factors enhancing employee motivation include, amongst others, 

achievement and recognition (Robbins and Judge, 2007:212). Studies have indicated that 

employee rewards and recognition have an important and constructive effect, while job stress has 

a negative effect on employee performance (Hussain et al., 2019:69). Even intrinsic (non-

financial) rewards such as professional respect, personal development and growth, performing 

work that is enjoyable, and learning something new have a positive impact on employee 

motivation and performance (Manzoor et al., 2021:10).  
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From the literature reviewed organisational work practices have a positive effect on both 

organisation culture and on individual/organisational performance. Taking cognisance of 

employee motivation, and within the context of sales performance, the need to motivate sales 

individuals like any other employee in an organisation highlights the importance of creating the 

right levels of motivation through the application of effective work practices. This will ultimately 

result in enhanced levels of performance. 

 

2.3 HUMAN RESOURCES MANAGEMENT 

Human resources management (HRM) is central to an organisation and influences how an 

organisation operates within the global business environment, and further within its specific 

business sector.  A study by Bakator et al. (2019:11) found that the majority of research on HRM 

and business performance indicated that there was an undisputable positive link between good 

HRM practices and key business performance metrics (employee wellbeing, productivity, and 

organisational climate). HRM can therefore be seen as a key enabler of performance.  

HRM comprises of various focus areas with Woods and West (2016:158) describing the 

achievement of good people management practices in organisations through a strong focus on 

recruitment and selection; learning, training and development; performance measurement and 

management; careers and career management; and safety, stress, and health at work. 

Historically, the functionality for developing and imbedding practices in these areas resided with 

specialists within the human resource (HR) function. This norm has evolved over the recent past 

with line management becoming more involved and taking more accountability for the 

development and application of HRM activities within the organisation. Activities that were 

previously reserved for HR specialists are consciously being devolved to line management and 

can include recruitment, personnel development and career planning, occupational health and 

safety compliance, and the shaping and embedding of organisational culture practices (Perry and 

Kulik, 2008:262). Since line management is at the frontline of the interaction with the workforce 

the ability to shape and influence performance is significant.   

Ramlall and Melton (2019:12-16) identified various HRM dimensions and practices for line 

management relating to establishing and maintaining a high performance culture. These include:- 

• Employee wellbeing - supporting employees from a wellness perspective (emotionally and 

physically) either through personal interaction or by providing access to specialised 

services. Employee wellbeing manifests in reduced absenteeism and higher productivity.  
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• Employee engagement - endeavouring to keep employees stimulated and interested in 

the job or work content by supporting actions and practices that create enthusiasm and 

dedication in the workplace.  

• Employee retention - applying HR policies and practices in a consistent manner that aim 

to retain employees with key skills and experience, and those who contribute to business 

profitability and sustainability.  

• Learning and development - adopting a frontline approach to coaching and developing 

employees to improve overall performance. Continuous learning and development 

initiatives are essential to skills development and support enhanced employee 

engagement levels. 

• Performance management - playing an instrumental role in defining work targets and 

assessing performance. This manifests practically by conducting fair performance 

appraisals with each employee and to provide relevant feedback to improve the 

performance of individuals.  

• Succession planning – scheduling of regular career development discussions with 

employees to plan and ensure that high potential employees are exposed to different work 

opportunities to gain the necessary experience required to occupy future senior positions. 

• Diversity and inclusion - managing employees in a fair and transparent manner while 

ensuring that the contribution from differing racial groups and gender are included and 

valued in the workplace.  

• Workplace safety – ensuring a safe work environment for employees which foremost 

sends out a positive message of care.   

 

From the literature reviewed it is evident that HRM is a key influencer of performance, and is being 

effected more frequently through front line management. Positive management employee 

interaction, relating to the HR dimensions and practices highlighted, is therefore critical to 

establishing and maintaining a high performance culture. 

 

2.3.1 HRM in a Sales Context 

An understanding of the sales environment and the factors that influence sales performance is 

relevant to this study considering the context for this research and the research objectives.  A 

meta-analysis completed by Verbeke et al. (2011:421) to understand the drivers of sales 

performance determined the following antecedents as the most important (listed in rank order):  

• Selling-related knowledge which includes both product and customer knowledge that is 

required to present and co-create solutions for customers. 
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• Degree of adaptiveness refers to the ability of sales people to read customer intention and 

needs and to adapt their behaviour and sales strategy accordingly.  

• Role ambiguity occurs when sales people have insufficient information to perform 

effectively and when there is uncertainty around expectations. 

• Cognitive aptitude describes the ability of sales people to tailor their communication to 

help customers better understand their needs, and to substantiate the sales message with 

quantitative data.  

• Work engagement refers to sales people’s personal networks, the depth thereof relating 

to strength of relationships, communication and knowledge transfer.  

 

A study by Farrel (2007:271) into the effect of a market oriented organisational culture on sales 

force behaviour and attitudes found that market oriented values affect role conflict, role ambiguity, 

organisational commitment and job satisfaction.  

 

From the literature reviewed it is evident that sales people will be required more so to function as 

knowledge advisors, who are knowledge based and able to transfer knowledge to customers. 

Correspondingly effective sales people are required to have cognitive abilities to absorb 

knowledge, be able to function with diverse team members, adapt messages to various 

stakeholders, and be able to shape the intentions and needs of their customers. 

 

2.4 STAKEHOLDER MANAGEMENT 

Stakeholder theory states that an organisation’s value and performance are determined by the 

strategic actions a firm takes to satisfy the different stakeholder expectations (Yoon and Chung, 

2018: 89). Therefore effective stakeholder management ensures that organisations are aware of 

and able to evaluate key stakeholder inputs that can affect the organisation’s operation and 

performance. The theoretical constructs associated with the management of internal people 

stakeholders (employees) is discussed under HRM in Section 2.3 above. External stakeholders 

(community, customers and suppliers) and their impact on organisational performance are 

discussed below.  

Wang and Sengupta (2016:5566) found a positive relationship between the quality of stakeholder 

relations and brand equity, and that brand equity facilitated the association between stakeholder 

relations and organisation performance. Similarly, a study by Yoon and Chung (2018:94), in a 
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corporate social responsibility context, found that considering the needs and input from the 

community enhanced an organisation’s market value.  

Grekova et al. (2015:1869) concluded that collaborating with suppliers can improve firm 

performance as collaboration encourages cost savings. The authors also found that collaboration 

with customers resulted indirectly in better performance by stimulating firms to implement process 

improvements that resulted in cost reduction initiatives and market gains. Vaitoonkiat and 

Charoensukmongkol (2019:879) found that in a market uncertainty condition a strong focus on 

customer orientation significantly explained higher organisation performance.  

A brief literature review has indicated that effective stakeholder management of customers, 

suppliers, and the community is important for organisations considering the benefits derived and 

the subsequent positive impact on organisational performance.  

Further, it is evident from this literature review that the influence of organisational culture on 

performance has not been studied and remains unexplored in a sales-oriented organisation in 

South Africa, which consequently provides the rationale for this research study.  

 

2.5 CHAPTER SUMMARY 

Based on the literature reviewed the following key tenets of organisational culture, elements of 

an organisation’s system, and its impact on performance are evident:- 

• Organisational culture does impact the performance of an organisation (Lee and Yu, 

2004:357; Sengottuvel and Aktharsha, 2016:63; Chatman and O’Reilly, 2016:23).  

• Organisational culture is related to and influenced by other elements of an organisation’s 

system consisting of leadership, strategy, structure, and work practices. These elements 

form and reinforce the organisation’s culture and impact the performance of the 

organisation (Hartnell et al., 2019:844).  

• Studies have found that transformational leadership has a larger positive effect on 

organisational performance (Brown, 2014:11; Qadir and Yeşiltas, 2020:8; Magada and 

Govender, 2016:214; Sethibe and Steyn, 2015:334) with certain leadership characteristics 

serving to inspire and motivate others (James and Lahti, 2011:109; Hoffner, 2018:54; 

O’Reilly and Chatman, 2020:19). “Toxic” leadership traits (abusive and undermining, 

authoritarian, and narcissistic) directly impact employee turnover and negatively influence 

organisational culture (Paltu and Brouwers, 2020:9). 
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• Culture strongly influences strategy and strategy can thrive on and benefit from a 

supportive culture (Kaul, 2019:130). Strategy has a significant positive link to job 

satisfaction, organisational objectives and job performance (Wu and Lin, 2013:6). Specific 

strategic approaches can lead to innovation which enhances organisational performance 

(Bayraktar et al., 2017:49). Strategy is a significant mediating factor between 

organisational capabilities and resources on an organisation’s performance (Prodromos 

et al., 2018:62). 

• Organisational capability determined the level of intellectual capital in the organisation, 

which in turn positively influenced organisational performance (Huang and Huang, 

2019:116). Diversity in the form of race (Moon and Christensen, 2020:141) and gender 

(Fernando et al., 2020:484), employee commitment (Sabir et al., 2015:12), teamwork (Fay 

et al., 2015:261; LaGree et al., 2021:4), and goal clarity (Van der Hoek et al., 2018: 492) 

have a direct influence on overall capabilities and result in positive organisation 

performance. At the individual level, employee competency (Salman et al., 2020:430; 

Puteh et al., 2015:335), employee empowerment (Ribeiro, 2018:65), employee 

accountability and autonomy (Han and Hong, 2019:21) improve the competitive position 

of an organisation. 

• Effective work practices that enhance motivation and opportunity are positively linked to 

an employee’s willingness to put in extra effort and to the performance of the organisation 

(Den Hartog and Verburg, 2004:73; Yongmei Liu et al., 2006:524), with positive 

relationships between work practices and organisational culture dimensions (Hartnell et 

al., 2019:844).  

 

Based on the literature reviewed the following key tenets of HRM and stakeholder management 

are relevant:- 

• There is a positive link between good HRM practices and key business performance 

metrics with HRM seen as a key enabler of performance (Bakator et al., 2019:11). People 

management practices to establish and maintain a high performance culture include 

employee wellbeing, engagement, retention, learning and development, performance 

management, succession planning, diversity and inclusion, and workplace safety (Ramlall 

and Melton, 2019:12-16).  

• HRM is a key influencer of performance and is being effected more frequently through 

front line management. Positive management employee interaction is therefore crucial to 

establishing and maintaining a high performance culture (Perry and Kulik, 2008:262). 

Taking cognisance of the concept of motivation, and the need to motivate sales 

individuals, highlights the importance of creating the right levels of motivation through the 
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application of effective work practices which ultimately lead to enhanced levels of 

performance. 

• Within the context of a sales environment, sales people will be required to function as 

knowledge advisors requiring cognitive abilities to absorb knowledge, be able to effectively 

function with diverse team members, adapt messages to various stakeholders, and be 

able to shape the intentions and needs of their customers (Verbeke et al., 2011:421).   

• Customer, supplier, and community stakeholder management are imperative considering 

each dimension’s positive impact on organisational performance (Wang and Sengupta, 

2016:5566; Yoon and Chung, 2018: 94; Grekova et al., 2015:1869; Vaitoonkiat and 

Charoensukmongkol, 2019:879). 

The next chapter presents and discusses the rationale around the research methodology and 

methods used to conduct this research study.  
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CHAPTER 3 RESEARCH METHODOLOGY AND METHODS  

3.1 INTRODUCTION 

This chapter explains the choices made for the research methodology to investigate and address 

the research problem presented in Chapter 1. The research “onion” proposed by Saunders et al. 

(2016:124) was used to guide the research methodology in relation to the research philosophy, 

research approach, data collection technique, and data analysis procedures. The subsequent 

sections of this Chapter are presented and intend to explain and substantiate the adopted 

research methodology as described by Saunders et al. (2016:124) and depicted in Figure 3-1 

below. 

 

Figure 3-1: The research “onion” (Saunders et al., 2016:124) 

 

3.2 RESEARCH PHILOSOPHY 

There are five major philosophies in business and management: positivism, critical realism, 

interpretivism, postmodernism and pragmatism (Figure 3-1). The assumptions relevant to the 

development of knowledge associated with the research influence the research philosophy which 



 

23 

Saunders et al. (2016:124) define as referring to a “system of beliefs and assumptions about the 

development of knowledge.” The research philosophy therefore refers to the knowledge 

development approach undertaken to answer the research problem that the organisation under 

study does not know how the organisational compares to a set of selected high performance 

organisational culture characteristics and which of those characteristics need to be reinforced by 

management to establish or continue to support high performance in a sales-driven environment 

in South Africa. 

The types of assumptions relevant to selecting this study’s research philosophy include:- 

• Ontology refers to “the nature of social phenomena” (Bryman and Bell, 2017:16). The 

ontological assumption is that certain characteristics support a high performance 

organisational culture in a sales-driven environment which benefits organisations; and that 

the organisation is responsible for establishing these characteristics that support a high 

performance culture with employees being a recipient thereof. The organisation is 

therefore viewed as a real entity and the ontological position is that of realism (Rehman 

and Alharthi, 2016:53). 

• Epistemology refers to “the branch of philosophy that studies the nature of knowledge and 

the process by which knowledge is acquired and validated” (Gall et al., 2003:13). The 

epistemology of this research is based on factual and/or interpretative knowledge held by 

employees in the organisation on which characteristics are prevalent to what extent. The 

focus is therefore on discovering observable and measurable facts which can be analysed 

in a quantitative manner (Rehman and Alharthi, 2016:53).  

• Axiology refers to the role of values and ethics within the research process (Saunders, 

2016:128). The axiology assumption is that this research study is free of the researcher’s 

and respondents’ personal values and any personal beliefs or values will not bias any of 

the research findings.   

 

These assumptions underpin the research philosophy relevant to the research problem and this 

research was therefore investigated in a positivist manner.   

 

3.3 RESEARCH APPROACH 

This research approach commenced with a review of the academic literature followed by a 

research strategy to test the theory. The research approach favours a deductive method to the 

relationship between the reviewed theory and the research topic with a strong emphasis on the 
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empirical testing of theory (Bryman and Bell, 2017:31; Saunders et al., 2016:145). The deductive 

approach allowed the research question to be answered by proposing appropriate tenets of 

organisational culture theory (in support of high performance), analysing the respondent data set, 

and explaining causal relationships between concepts and variables to reveal the observed 

research patterns.   

 

3.4 RESEARCH DESIGN 

Research design refers to the conceptual structure associated with answering the research 

question (Patel and Patel, 2019:51) and “provides a framework for the collection and analysis of 

data” (Bryman and Bell, 2017:100). Considering the research philosophy of positivism this 

research followed a quantitative research method as it is focused on the “what” (as opposed to 

the “how” and “why”) in terms of assessing the prevalence of key organisational culture 

characteristics that will propel performance in a sales-driven organisation.  

The quantitative research method employed structured data collection by collecting primary data 

from the population through a single data collection technique for further quantitative data analysis 

and testing. As such the methodological choice was a mono method quantitative study (Saunders 

et al., 2016:166).   

A survey research strategy was employed in support of a deductive research approach to assess 

the prevalence of high performance organisational culture characteristics. The survey strategy 

used a questionnaire to collect data for economical purposes and to offer more control over the 

entire research process (Saunders et al., 2016:181). The data were then analysed using 

descriptive and inferential statistics.  

Given the nature of the research topic and deductive approach, together with the associated time 

constraints, research data were collected on “more than one case and at a single point in time” 

(Bryman and Bell, 2017:106). This study therefore provides a snapshot of the phenomena at a 

given point allowing causal relations to be observed with the time horizon being cross-sectional 

in nature (Saunders et al., 2016:201). 
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3.5 POPULATION AND SAMPLING 

3.5.1 Population  

Population in a research study refers to the entire set of cases or group that the research aims to 

draw conclusions about (Taherdoost, 2016:18). The functional area of concern was limited to 

employees working in a sales functionality only. Considering that the fundamental intention of this 

research was to assess the characteristics prevalent for a high performance organisational culture 

at a team level, the study population consisted of all sales individuals performing a sales 

functionality within the various geographic based sales teams. These sales individuals specialise 

in offering industrial water treatment solutions to the energy and chemicals sectors in South Africa.  

Personnel information (names, contact information, location etc.) about these sales individuals 

reside within the organisation in the centralised corporate HR department. The population 

included all ninety (90) sales individuals in the employ of the organisation at the time of the survey 

during the 2021 calendar year. The sales regions in the organisation are spread throughout South 

Africa, with sales individuals being present in eight (out of nine) provinces including the Western 

Cape, Eastern Cape, North West, Free State, KwaZulu Natal, Gauteng, Limpopo and 

Mpumalanga. 

 

3.5.2 Sampling 

Sampling in quantitative research refers to obtaining a subset of the population that is 

representative and enables generalisation about the population (Taherdoost, 2016:20). The ideal 

strategy for this research was to complete a census of the population with the target population 

being well defined and known (identifiable) in the organisation. The usual drawbacks (cost, time 

and practicality) associated with a census were not applicable to this research considering the 

population size, ease of access to the population, and survey method (Saunders et al., 2016:274). 

Correspondingly a census was feasible in that no excessive resources (time and money) were 

required to enable access to the population list. Further no additional effort was needed with the 

research design being quantitative and conducted using a survey.  

The benefits of a census include more significant statistical results if a large portion of the 

population responds; inclusion for each unit of analysis across the different strata (experience 

and geography); and the avoidance of over or under representation of certain experience levels 

or geographic locations. This strategy also allowed the possibility to generalise these research 

findings to the population given the more robust sampling approach (Zikmund, 2003:398).  
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Considering sampling error as part of the sample strategy the total error is comprised of random 

(sampling) error and systematic (bias) error (Daniel, 2011:23). One of the benefits of adopting a 

census approach is the elimination of random sampling error because a sample is not selected 

from the population. Systematic error or bias is also largely reduced since the bias associated 

with selecting units of analysis and collecting data from these units is removed (Daniel, 2011:25).  

 

3.5.3 Sample Size 

In quantitative research sample size is the number of participants or observations included in a 

research study (Taherdoost, 2016:23). The total population which included all ninety (90) of the 

sales individuals in the employ of the organisation at the time of the research survey in July 2021 

are included - which refers to a census. Since this research was undertaken using a census, 

where all units in the population are studied (Bryman and Bell, 2017:171), the sample size was 

the same as the population size.  

 

3.5.4 Unit of Analysis 

Miles (2019:2) describes the level of analysis as the primary unit of measurement in the research 

that will be analysed. These differing levels consist of individuals, groups, organisations, and 

societies. Given the research topic, research purpose, and the associated focus on elevating 

performance of individuals in a sales functionality, the unit of analysis for this research is at an 

individual level and therefore includes all sales individuals in the organisation. Further 

characteristics relevant to this unit of analysis include:- 

• Diversity (age, sex) of the individuals; 

• Experience of individuals (corresponding to an inferred level of expertise); and 

• Geographic focus of the individual. 

 

These unit of analysis characteristics were important when analysing the research survey data to 

understand if there were any material or significant differences based on age or sex from a 

diversity perspective. Similarly, it was also relevant to understand, if based on the experience 

range of the individual whether this characteristic influenced the analysis of the data. For this 

characteristic experience was used as a proxy to infer the level of expertise of the sales individual. 
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Given that the (sales) individuals are active in different industrial sectors (e.g. the energy and 

chemical sectors) it was of interest to understand if the industry characteristic had any influence 

on the data analysis. In addition to the sectors, the (sales) individuals work in different geographic 

regions within South Africa which could also have an impact. 

There were no issues relating to access and availability of the unit of analysis. Participants in the 

study (sample population) were accessible via the researcher’s current employer with the HR 

department controlling and providing access to a full employee list filtered to individuals directly 

involved in the sales functionality. Permission was requested and approved from the executive 

committee of the organisation relating to access to the population and a permission letter was 

received to conduct the research (Annexure A).   

 

3.6 DATA COLLECTION 

3.6.1 Data collection method 

The nature of the primary data collected was aligned to the research topic, objectives, and 

answering the primary and secondary research questions. A survey data collection method was 

deemed most appropriate for this research in support of a mono-method quantitative methodology 

(Patel and Patel, 2019:49), and its effectiveness at eliciting responses from large samples via a 

census relatively quickly (Ponto, 2015:168). Data were collected in the form of a survey using, 

with authors’ permission, an existing validated questionnaire developed in South Africa by Van 

Heerden and Roodt (2007) to assess the prevalence of the requisite characteristics, viewed as 

appropriate by the respondents, which enable a high performance sales-driven organisational 

culture. The questionnaire used in this research study is included in Annexure B. 

The use of questionnaires was selected based on the following factors (Saunders et al., 

2016:441):- 

• The method’s congruency with the characteristics of the population in terms of literacy and 

internet access,  

• Improvement in the confidence level of reaching the right respondent,  

• Decreasing the likelihood of respondents’ answers being contaminated or distorted,  

• Possibly enabling a large sample size, and 

• Permitting the use of closed type questions.  
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3.6.2 Process of data collection 

The questionnaire used to collect data was self-completed and administered to the respondents 

using an online survey platform (SurveyMonkey®) due to the advantages of online surveys being 

low cost, faster response rates, and no restrictions relating to geographical coverage (Bryman 

and Bell, 2017:293).  

Email contact details for the population were controlled by the organisation’s HR department, 

observing the Protection of Personal Information (POPI) Act (2020) and an email was distributed 

from the HR department to the population which contained a hyperlink for respondents to access 

the questionnaire via their web browser. The use of email as the communication medium was 

considered effective since all respondents have email access.  

Responses from the online survey platform were aggregated by the organisation’s HR department 

with no respondent’s identity details included to ensure anonymity of respondents and the 

confidentiality of data. 

 

3.6.3 Research instrument design 

Data were collected in the form of a questionnaire to assess the requisite characteristics, viewed 

as appropriate by the respondents, which enable a high performance sales-driven organisational 

culture. The literature review revealed a study by Van Heerden and Roodt (2007) which included 

the development of a measuring instrument to assess high performance culture. Permission was 

obtained from the corresponding author to use the measuring instrument (Annexure F) for this 

research study. The instrument (Van Heerden and Roodt, 2007) was considered useful since the 

questions in the instrument were well suited to addressing this research study objectives 

discussed in Chapter 1, and supported the testing of the theoretical constructs and literature 

associated with a high performance organisational culture (Chapter 2).  

The questionnaire comprises two sections with eighty three (83) questions in total:  

• Section A: Demographics – recorded specific respondent information to inform descriptive 

statistics. 

• Section B: Survey - recorded responses to assess the prevalence of the requisite 

characteristics for a high performance culture, and to inform a snapshot of the organisation 

against these characteristics.  Section B of the survey comprised of 12 dimensions 

associated with a high performance culture including: vision and strategy, leadership, core 



 

29 

capability of the organisation, core capability of the group/team, core capability of the 

individual, reward system, performance management, policies and procedures, customer 

stakeholder satisfaction, supplier stakeholder satisfaction, community stakeholder 

satisfaction, and people stakeholder satisfaction. Each of the 12 dimensions contained 

specific questions related to assessing that construct. 

 

The research instrument made use of a 5 point Likert scale (with 1 indicating a strong 

disagree/negative view, 3 indicating an agree view, and 5 a very strong agree/positive view) to 

elicit suitable responses. All questions were closed type questions in support of the deductive 

quantitative research approach for this study. Zikmund (2003:333) highlights that “In contrast to 

open-ended questions, fixed-alternative questions require less interviewer skill, take less time, 

and are easier for the respondent to answer”. Closed questions also allow for easier processing 

of responses, the ability to compare and test relations, and supports an understanding of what is 

being asked (Bryman and Bell, 2007:200).  

 

Considering that an existing research instrument was used in this research study no additional 

pretesting (e.g. piloting) of the questionnaire was conducted (Zikmund, 2003:359; Bryman and 

Bell, 2007:209). The reliability of the instrument was previously tested during the authors’ 

research involving an organisation within the Fast Moving Consumer Goods (FMCG) industry in 

South Africa (Van Heerden and Roodt, 2007:24). The test for internal consistency resulted in an 

overall Cronbach Alpha of 0.947 indicating a reliable questionnaire (Van Heerden and Roodt, 

2007:25).  

 

3.7 DATA ANALYSIS METHOD AND PROCESS 

The analysis of the quantitative data collected included the following aspects as described by 

Saunders et al. (2016:498-551): 

• Preparation of the data for analysis; 

• Selection of suitable tables and diagrams to explore and to present the data; and 

• Selection of appropriate statistics in consultation with an NWU statistician using the latest 

version of SPSS to describe and examine relationships and trends in the data. 

 

These aspects incorporated in the data analysis process are explained in more detail below. 
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3.7.1 Preparation of data for analysis 

An analysis of the quantitative data collected included preparing the data for analysis. The data 

were entered into a spreadsheet and coded for further analysis. Part of the preparation included 

checking for missing data, errors or inconsistencies (Bergin, 2018:48). Respondents who did not 

consent to their response data being shared were excluded from the data analyses. The layout 

of the data in the spreadsheet took into consideration subsequent software analyses in SPSS 

(version 27). 

 

3.7.2 Exploring and presenting data 

Data analysis considered the use of suitable tables and diagrams to present the data. For the first 

section of the questionnaire (biographics) which provided a profile of the respondent for 

descriptive reasons, the relevant variables can be described as dichotomous and nominal 

variables (Bryman and Bell, 2017:313). Univariate analysis was used to explore and present this 

portion of data. Analyses included frequency diagrams to summarise the response rate, gender, 

age, experience levels, and role (level) of the respondents in the organisation.   

For the subsequent parts of the questionnaire both univariate and bivariate analysis were used 

to explore and present the data analysis. For each theoretical dimension, univariate analysis was 

used to describe the distributions of values per question (a measure of central tendency) and 

included appropriate pie charts and bar charts to present the number and percentage of 

responses for each variable. Boxplots (Bergin, 2018:214) were used to highlight the amount of 

variation (lower and upper quartile, minimum and maximum, average and median) in the data 

collected.  

 

3.7.3 Describing and examining data using statistics 

Appropriate statistical methods were used to describe and present relationships and trends in the 

data (Zikmund, 2003:485). Comparative data analysis included independent samples test to 

assess if there were any differences in responses between gender categories (Bergin, 2018:105). 

Considering that each question was based on a five (5) point Likert scale where ranking was 

possible, the variables were classified as ordinal in nature. As such the technique that was used 

to determine the strength of association between the twelve dimensions assessed was the 

Spearman’s rho (ρ) method (Bryman and Bell, 2017:320). 
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Where the data analysis revealed a number of relationships between variables, a causal direction 

was explored to understand if causality existed (Bergin, 2018:117; Bryman and Bell, 2017:322). 

A one-way ANOVA analysis was completed to assess the theoretical dimensions associated with 

a high performance culture (dependent variables) with sales position role categories (independent 

variables). It was not deemed appropriate to use any multivariate analysis techniques for further 

data examination. 

The internal consistency approach was adopted to assess survey reliability with a Cronbach alpha 

result of 0.7 and higher indicating an acceptable level of internal reliability (Bryman and Bell, 

2017:38). As part of research instrument validity the Kaiser-Meyer-Olkin (KMO) measure of 

sampling adequacy (MSA) was used to ensure that the data was adequate for factor analysis, 

with subsequent exploratory factor analysis using principal component analysis being conducted 

on each of the twelve theoretical dimensions to explore how many factors were represented by 

the data for each dimension. Bartlett’s test of sphericity incorporated statistical significance testing 

using the chi-square test (Bryman and Bell, 2017:325) to test for statistically significant 

relationships.  

The analysis techniques were completed using Microsoft Excel for the (simpler) exploratory type 

data analysis and presentation, combined with the use of a dedicated statistical software package 

(SPSS version 27) for the remaining inferential data analysis requirements. 

 

3.8 RESEARCH ETHICS 

From a business ethics perspective, this research topic does not pose any ethical conflicts 

between employees and employers in the organisation, and/or any other stakeholder. The main 

areas of ethical principles (Bryman and Bell, 2017:120) relevant to this research study are 

discussed below:-  

• Informed consent – all participants were made aware of the objectives of the research and 

the value to be derived. Participants had a choice as to whether to participate or not 

(Annexure C).  

• Harm to participants - this study utilised an employee list controlled by the organisation’s 

HR representative to only gain access to the participants for the on-line survey and was not 

shared or disclosed to the researcher. All responses from the participants were kept 

confidential and no personal details were disclosed or shared with the researcher.  

Therefore, no harm to participants occurred. 
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• Invasion of privacy – the invasion of privacy is not applicable for this research since 

communication was conducted via the organisation’s assigned business email contact 

details for the participants.  

• Deception – deception is not applicable for this research since the research objectives were 

clear and non-malicious in nature. Approval was obtained from the organisation’s executive 

committee to proceed with this research (Annexure A).   

The researcher is an employee in the organisation under study but had no influence on the 

employees to complete the questionnaire as the data were collected through a gatekeeper - the 

Human Resource office without any bias. The researcher conducted this research in accordance 

with the code of conduct for researchers (Annexure D).  Annexure E contains the approved 

application for ethical clearance required by the NWU Faculty of Economics and Management 

Sciences Research Ethics Committee (EMS-REC). 

 

3.9 SUMMARY OF CHAPTER 

Chapter 3 explained the research methodology and methods employed using the research 

“onion” of Saunders et al. (2016:124) to structure the research study. Figure 3-2 on next page  

indicates the key research choices from this Chapter integrated into the overall research process. 

The data analysis and interpretation of findings, discussion, conclusions and recommendations 

are presented in Chapters 4, 5, and 6 respectively. 
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Figure 3-2: Flowchart of the research process including research methodology and 

methods   
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CHAPTER 4 DATA ANALYSIS, RESULTS AND INTERPRETATION  

4.1 INTRODUCTION 

This chapter analyses and describes the survey data obtained for this research process.  It 

includes descriptive statistics to provide basic information (profile and context) on the dataset 

using central tendency, variability and the distribution of the dataset as an indication (Bergin, 

2018:77). Inferential statistics were used to analyse the data for relationships between variables 

to infer causality (Saunders et al., 2016:537). Part of the data analysis included testing for 

statistical significance to confirm the reliability and validity of the survey instrument and that the 

research findings could be generalised to the population (Bryman and Bell, 2017:38). 

This chapter concludes with a summary of the data analysis results and leads into the next 

chapter which discusses the findings. 

 

4.2 RESPONSE RATE AND RESPONDENT CHARACTERISTICS 

A total of ninety (90) sales individuals, constituting the population, were contacted to participate 

in the study by using a census approach. Missing response data were appropriately treated and 

excluded from any descriptive and inferential statistics. Of those invited to voluntary participate 

69 responded including 5 respondents who submitted no data for all questions and one (1) 

respondent who did not consent to the response data being shared. The effective number of 

responses were 63 yielding an on-line completion rate of 70%. 

 

From Figure 4-1 the majority of the respondents were service specialists (44%) followed by 

account managers (30%). These two role categories accounted for the bulk of the respondents. 
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Approximately 21% of the respondents were business managers and business development 

managers. One respondent from the respondent set (64) did not indicate his or her role category. 

 
Figure 4-2: Respondents (number and percentage) by sales work experience (years) 

 

Figure 4-2 indicates that all five experience categories contributed between 16 – 25% of the 

respondent set. This indicates that the sales force work experience within the organisation is fairly 

evenly distributed across the work experience categories with most of the sales individuals having 

more than 20 years of experience.  

 
Figure 4-3: Respondents (number and percentage) by sex  

 

It is evident (Figure 4-3) that the workforce is predominantly male (91%) as opposed to female 

(9%). Section 4.4 presents the results for the independent samples test which indicated no 

significant differences between male and female responses.  
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Figure 4-4: Respondents (number and percentage) by age group  

 

It is evident (Figure 4-4) that the majority of the workforce is above 35 years (75%) with 9% in the 

25-30 age group and 16% in the 31-34 age group.  

 
Figure 4-5: Respondents (number and percentage) by region  

 

Figure 4-5 indicates the regional spread of respondents. Most of the respondents are based in 

the Free State region, followed by Gauteng and Mpumalanga. These three regions account for 

58% of the respondents, with North West and KwaZulu Natal contributing 25.8% of the 

respondents. Two respondents from the respondent set (64) did not indicate his or her 

region/province of work. 

 

6, 9%

10, 16%

18, 28%

18, 28%

12, 19%

25-30

31-34

35-40

41-50

51- >60

4

14

11

8

2

11

8

4

6.5%

22.6%

17.7%

12.9%

3.2%

17.7%

12.9%

6.5%

0.00 0.05 0.10 0.15 0.20 0.25

0 2 4 6 8 10 12 14 16

Eastern Cape

Free State

Gauteng

Kwazulu Natal

Limpopo

Mpumalanga

North West

Western Cape



 

37 

4.3 DESCRIPTIVE DATA ANALYSIS  

Descriptive data analysis was completed on all twelve theoretical dimensions to describe and 

summarise the dataset (Bergin, 2018:77). All subsequently presented descriptive analysis bar 

charts include the number of responses for each Likert scale, and the associated response 

percentage that each scale represents.  

4.3.1 Vision & Strategy 

The vision and strategy dimension of the questionnaire comprised of six questions (Q7 – Q12) 

assessing management’s balance between long term and short term goals, employee optimism 

about management plans for the future, level of communication on the organisation’s strategy, 

how inspired employees are about management’s vision, management’s belief in the future of the 

organisation, and the alignment between people development and the business strategy. 

Responses (including number and valid percentage) to each of these questions are presented 

below from Figure 4-6 to Figure 4-11. 

Q7 How well does management focus simultaneously on long term sustainability as well as short 

term goals? 

 
Figure 4-6: Focus on long term sustainability as well as short term goals 

 

79.3% of responses (Figure 4-6) indicated a positive balance by management between short term 

goals and long term sustainability as opposed to 20.7% of respondents who felt otherwise. The 

boxplot (Figure 4-12) indicates that most of the response data for Q7 is in the positive scoring 

spectrum which supports a desirable organisational result for this aspect.  
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Q8 How optimistic are you about management plans for the future? 

 
Figure 4-7: Optimism about management plans for the future 

 

Most responses (Figure 4-7) indicated a positive view of management plans for the future. 

Approximately 81% of the responses were in the optimistic to very optimistic scale while 18.8% 

of the respondents were not optimistic. The boxplot (Figure 4-12) indicates that most of the 

response data for Q8 is in the positive scoring spectrum which supports a desirable organisational 

result for this aspect.  

Q9 How sufficient is communication on the organisation’s strategy? 

 
Figure 4-8: Communication on the organisation’s strategy               

     

Figure 4-8 highlighted that 33.3% of the respondents feel that communication on the 

organisation’s strategy is insufficient and 66.6% of the respondents feel that communication is 

sufficient to highly sufficient. The boxplot (Figure 4-12) indicates that the response data for Q9 is 

normally distributed across the scoring spectrum, which together with mean values support that 

this aspect requires improvement by management.   
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Q10 How inspired are you about top management’s vision for the future? 

 
Figure 4-9: Inspired by the vision for the future 

 

It is evident (Figure 4-9) that the majority (73%) of the respondents are inspired to highly inspired 

while 27% of the respondents are not inspired by management’s vision for the future. The boxplot 

(Figure 4-12) indicates that the response data for Q10 is normally distributed across the scoring 

spectrum.   

Q11 How strongly does your manager believe that there’s a future for your organisation? 

 
Figure 4-10: Management belief in the future for the organisation 

 

Figure 4-10 indicates that 88.7% of the respondents feel that their management believes to 

strongly believes about the future of the organisation, with 11% lacking belief in management’s 

outlook on the organisation’s future. The boxplot (Figure 4-12) indicates that most of the response 

data for Q11 are in the positive scoring spectrum which supports a desirable organisational result 

for this aspect.  
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Q12 How well are the people development strategies aligned with the organisation’s business 

strategy? 

 
Figure 4-11: Alignment of people development and organisation business strategy 

 

From Figure 4-11, 51% of the respondents believe that people development strategies are not 

aligned with the organisation’s business strategy. This is more than half of the respondent set and 

indicates a gap or shortcoming in this area. The boxplot (Figure 4-12) indicates that most of the 

response data for Q12 is in the negative scoring spectrum which together with the mean values 

support that this aspect requires improvement by management 

A boxplot illustrating the spread of responses for all six questions is illustrated in Figure 4-12 

below. For Q7, 8 and 11 most of the responses lie in the positive response scale range while for 

Q9 and 10 there is an even spread of responses across the scale range. For Q12 the spread of 

responses tends towards the negative response scale.  

 
Figure 4-12: Vision and strategy boxplot 
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4.3.2 Leadership 

The leadership dimension of the questionnaire comprised of seven questions (Q13 – Q19) 

assessing employees’ belief in management, level of management influence to commit to change, 

management’s display of organisational values, management’s acceptance of high performance 

levels, management’s openness to new ideas, management’s passion regarding creating a fun 

working environment, and their passion for the company’s brand. Responses (including number 

and valid percentage) to each of these questions are presented below from Figure 4-13 to Figure 

4-19. 

Q13 How strongly do you believe that management will successfully lead the organisation into 

the future? 

 
Figure 4-13: Belief in management leading the organisation into the future 

 

From Figure 4-13 82.1% of the respondents feel fairly to very strongly that management will 

successfully lead the organisation into the future with 17.5% not believing in management’s 

capability. The boxplot (Figure 4-20) indicates that most of the response data for Q13 is in the 

positive scoring spectrum which supports a desirable organisational result for this aspect. 
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Figure 4-14: Encouragement to commit to change 

 

Figure 4-14 indicates that 76.2% of the respondents experience that management does 

encourage to highly encourage commitment to change, with 23.8% feeling a lack of 

encouragement. The boxplot (Figure 4-20) indicates that most of the response data for Q14 is in 

the positive scoring spectrum which supports a desirable organisational result for this aspect. 

 

Q15 How strongly does top management embrace the organisation’s values? 

 
Figure 4-15: Management embracement of organisation’s values 

 

Figure 4-15 indicates that 95.3% of respondents feel that management embraces the 

organisations values indicating strong performance in this area by management. Less than 5% 

(minor significance) of respondents feel otherwise. The boxplot (Figure 4-20) indicates that most 

of the response data for Q14 is in the positive scoring spectrum which supports a desirable 

organisational result for this aspect. 
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Q16 To what extent does top management accept only the best performance? 

 
Figure 4-16: Management’s performance expectations 

 

Figure 4-16 indicates that 85.7% of the respondents (generally to strongly) experience 

management’s acceptance for the best performance while 14.3% of respondents indicate that 

management does accept sub-optimal levels of performance. The boxplot (Figure 4-20) indicates 

that most of the response data for Q16 is in the positive scoring spectrum which supports a 

desirable organisational result for this aspect. 

 

Q17 How open is your immediate manager to new ideas? 

 
Figure 4-17: Management openness to new ideas 

 

Figure 4-17 indicates that 90.6% of the respondents experience management as open to new 

ideas indicative of strong management performance in this area. Less than 10% of the 

respondents feel otherwise.  The boxplot (Figure 4-20) indicates that most of the response data 

for Q17 is in the positive scoring spectrum which supports a desirable organisational result for 

this aspect. 
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Q18 How passionate is your immediate manager about creating a fun working environment? 

 
Figure 4-18: Management approach to creating a fun working environment 

 

The experience of respondents to management creating a fun working environment indicates 

(Figure 4-18) that 70.2% feel that management is passionate and supports a fun work 

environment while 28.3% experience the opposite. The boxplot (Figure 4-20) indicates that the 

response data is more evenly distributed for Q18 which supports that this aspect can be improved 

on by management.  

 

Q19 How passionate is your immediate manager about your company’s brand? 

 
Figure 4-19: Management’s passion about the brand 

 

Management’s passion for the company’s brand is clearly evident with 86% of respondents 

indicating as such (Figure 4-19) which is a strong management performance in this area. The 

boxplot (Figure 4-20) indicates that most of the response data for Q19 is in the positive scoring 

spectrum which supports a desirable organisational result for this aspect. 
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A boxplot illustrating the spread of responses for all seven questions is illustrated in Figure 4-20 

below. Most of the responses for Q13 to 17 lie in the positive response scale range. Q18 has an 

even spread of responses across the scale while the spread of responses for Q19 tends towards 

the extreme positive response scale. 

 
Figure 4-20: Leadership boxplot 

 

4.3.3 Core Capability  

4.3.3.1 Organisation 

The core capability of the organisation comprised of seven questions (Q20 – Q26) assessing 

culture, diversity, communication, willingness of employees for extra effort, trust in management, 

employee learning opportunities, and the benefit derived from a competitive environment. 

Responses (including number and valid percentage) to each of these questions are presented 

below from Figure 4-21 to Figure 4-27. 

 

Q20 To what extent is the culture of your organisation described as trustworthy? 

 
 

Figure 4-21: Trustworthiness as part of culture 
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The experience of respondents to trustworthiness as part of the organisation’s culture indicates 

(Figure 4-21) that 81% feel that trust is part of the culture while 19% feel the opposite. The boxplot 

(Figure 4-28) indicates that most of the response data for Q20 is in the positive scoring spectrum 

which supports a desirable organisational result for this aspect. 

 

Q21 How important is respecting diversity in your organisation? 

 
Figure 4-22: Importance of diversity 

 

Figure 4-22 illustrates that the organisation values the importance of diversity with 90.3% of 

responses falling in the fairly to very important categories. Less than 10% of the respondents felt 

otherwise. The boxplot (Figure 4-20) indicates that most of the response data for Q21 is in the 

positive scoring spectrum which supports a desirable organisational result for this aspect. 

Q22 How sufficient is the communication of the organisation’s financial standing to all employees? 

 
Figure 4-23: Communication on organisation’s financial standing 

 

Figure 4-23 illustrates that 74.5% of respondents felt that communication on the financial position 

of the organisation was sufficient to highly sufficient with 25.4% of the respondents feeling 
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otherwise. This area requires attention from management with nearly a quarter of the respondents 

experiencing communication as insufficient. The boxplot (Figure 4-20) indicates a substantial 

spread of response data for Q22 is in the negative scoring spectrum which supports the need for 

improvement in this aspect. 

 

Q23 How willing are the people in this organisation to go the extra mile? 

 
Figure 4-24: Willingness to put in extra effort 

 

Figure 4-24 illustrates that the majority (70.5%) of respondents felt that employees of the 

organisation would (generally to very willingly) go the extra mile with 29.5% of the respondents 

feeling otherwise. The boxplot (Figure 4-28) indicates that the response data is more evenly 

distributed for Q23 which supports that this aspect can be improved on by management. 

Q24 How trustworthy is management in your organisation? 

 
Figure 4-25: Trust in management 

 

Figure 4-25 illustrates that 76.2% of employees believe that management is fairly to very 

trustworthy with the remaining 23.8% of respondents experiencing otherwise. Building trust in 
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management will require dedicated effort by the organisation going forward. The boxplot (Figure 

4-28) indicates that most of the response data for Q24 is in the positive scoring spectrum which 

supports a desirable organisational result for this aspect. 

Q25 To what extent does your organisation ensure that employees are provided with learning 

opportunities to do their job better? 

 
Figure 4-26: Extent of learning for employees 

 

Figure 4-26 illustrates that the majority (77.5%) of respondents feel that there are (generally to 

always) enough learning opportunities while 22.6% feel that there are insufficient learning 

opportunities. The boxplot (Figure 4-28) indicates that most of the response data for Q25 is in the 

positive scoring spectrum which supports a desirable organisational result for this aspect. 

Q26 How beneficial is the competitive environment for the employees in your organisation? 

 
Figure 4-27: Level of benefit from competition in the organisation 
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From Figure 4-27 it is evident that 79.1% of respondents feel that there are benefits from a 

competitive environment in the organisation. Frequent communication highlighting the business 

and individual benefits that result from a competitive work environment will reinforce a competitive 

performance culture. The boxplot (Figure 4-28) indicates that most of the response data for Q26 

is in the positive scoring spectrum which supports a desirable organisational result for this aspect. 

A boxplot illustrating the spread of responses for all seven questions is illustrated in Figure 4-28 

below. Based on the quartile values, Q20 to Q22 and Q24 to Q26 elicited largely positive 

employee responses. Q23 had a more even spread of responses across the scale.  

 
Figure 4-28: Core capability - organisation boxplot 
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below from Figure 4-29 to Figure 4-35. 

 

 

 

 

 

1

2

3

4

5

R
es

po
ns

e

Q20   Q21    Q22    Q23   Q24    Q25   Q26 

Lower quartile

Minimum

Median

Maximum

Upper quartile

Average



 

50 

Q27 How often does your team seek new ways of doing things? 

 
Figure 4-29: Innovative approach 

 

From Figure 4-29 it is evident that most of the responses (82.5%) indicate that there is a (fairly to 

always) tendency to seek out innovative work approaches. This indicates substantial 

organisational benefit being derived by empowering employees to innovate more often in the 

workplace. The boxplot (Figure 4-36) indicates that most of the response data for Q27 is in the 

positive scoring spectrum which supports a desirable organisational result for this aspect. 

Q28 How well does your team understand their goals? 

 
Figure 4-30: Understanding of team goals 

 

Figure 4-30 indicates that the more than 85.7% of employees have a fair to very good 

understanding of their goals. The boxplot (Figure 4-36) indicates that most of the response data 

for Q28 is in the positive scoring spectrum which supports a desirable organisational result for 

this aspect, indicating a strong performance by the organisation in setting and communicating 

goals. 
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Q29 To what extent are your colleagues/peers free to share their suggestions with management? 

 
Figure 4-31: Openness with management 

 

It is evident from Figure 4-31 that 80.6% of employees feel (generally to very) free to share their 

suggestions with management. The boxplot (Figure 4-36) indicates that most of the response 

data for Q31 is in the positive scoring spectrum which supports a desirable organisational result 

for this aspect and indicates a positive environment in which employees are able to communicate 

and share ideas openly with management.  

Q30 To what extent do managers and employees respect each other’s different interests? 

 
Figure 4-32: Respect between employees and management 

 

Figure 4-32 indicates that the majority of employees (79.4%) experience fair to high levels of 

respect regarding individual’s interests. The boxplot (Figure 4-36) indicates that most of the 

response data for Q30 is in the positive scoring spectrum which supports a desirable 

organisational result for this aspect, although respect within the organisation should continue to 

be fostered to address the 20.6% of employees that feel there is less respect of individual’s 

interests. 
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Q31 How well are employees kept up-to-date on matters that affect their jobs? 

 
Figure 4-33: Effectiveness of job-related communication 

 

Figure 4-33 illustrates that 69.4% employees feel that communication is (fairly to very) adequate 

regarding job-related matters. 30.6% of employees feel that communication is lacking and this 

area warrants management focus going forward. The boxplot (Figure 4-36) indicates that the 

response data for Q31 is more evenly distributed across the scoring spectrum which supports 

that this aspect required improvement.  

Q32 To what extent do your team members support each other? 

 
Figure 4-34: Extent of support 

 

Figure 4-34 indicates that 83.9% of employees experience that team members’ exhibit fair to large 

levels of support for each other. The boxplot (Figure 4-36) indicates that most of the response 

data for Q32 is in the positive scoring spectrum which supports a desirable organisational result 

for this aspect, where team spirit can be described as high and should continue to be an area that 

is encouraged. 
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Q33 To what extent do your team members respect each other? 

 
Figure 4-35: Extent of respect 

 

Figure 4-35 illustrates that the vast majority of employees (87.3%) experience fair to high levels 

of respect amongst each other. The boxplot (Figure 4-36) indicates that most of the response 

data for Q35 is in the positive scoring spectrum which supports a desirable organisational result 

for this aspect. High levels of team respect is important when considering team dynamics and the 

manner in which teams need to deliver results. 

A boxplot illustrating the spread of responses for all seven questions associated with the 

group/team dimension is illustrated in Figure 4-36 below. Q27 to Q33 (except for Q31) elicited 

largely positive employee responses based on average, median and lower quartile values. 

Responses to Q31 displayed an even distribution across the response scale.   

 

 
Figure 4-36: Core capability – group/team boxplot 
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4.3.3.3 Individual 

The individual dimension of the questionnaire comprised of nine questions (Q34 – Q42) assessing 

the core capability at an individual level with respect to empowerment, competence, resilience, 

responsibility and accountability, initiative, working conditions, and work relationships. Responses 

(including number and valid percentage) to each of these questions are presented below from 

Figure 4-37 to Figure 4-45. 

Q34 How empowered are you to take control of your own development within your organisation? 

 
Figure 4-37: Employee empowerment for individual development 

 

Figure 4-37 indicates that the majority of employees (79.3%) experience fair to high levels of 

empowerment to take control of their own development. The boxplot (Figure 4-46) indicates that 

most of the response data for Q34 is in the positive scoring spectrum which supports a desirable 

organisational result for this aspect. Being empowered for their own development indicates that 

there is healthy dialogue between the organisation and employees relating to development. 

Q35 To what extent do you believe that you have the relevant competence to meet the challenges 

of your job? 

 
 

Figure 4-38: Employee assessment of competence 
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Figure 4-38 illustrates that 93.6% of employees believe that they are competent to meet their job 

challenges indicating that the organisation has high levels of employee self-belief in their own 

competence. The boxplot (Figure 4-46) indicates that most of the response data for Q35 is in the 

positive scoring spectrum which supports a desirable organisational result for this aspect. 

 

Q36 How well do you cope with your current workload? 

 
Figure 4-39: Employee handling of workload 

 

The results in Figure 4-39 indicate that 85.4% of employees are generally able to cope and handle 

their individual workloads.  Less than 15% of employees struggle to cope with their workload 

indicating that certain employees may feel overworked. The boxplot (Figure 4-46) indicates that 

most of the response data for Q36 is in the positive scoring spectrum which supports a desirable 

organisational result for this aspect. 

 

Q37 How satisfied are you with the amount of responsibility that you have been given in your job? 

 
Figure 4-40: Employee job responsibility 
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The results in Figure 4-40 indicate that 84.1% of employees are satisfied to highly satisfied with 

their responsibility levels. Just over 15% of employees are dissatisfied indicating that certain 

employees feel that they require more job related responsibilities. The boxplot (Figure 4-46) 

indicates that most of the response data for Q37 is in the positive scoring spectrum which supports 

a desirable organisational result for this aspect. 

 

Q38 To what extent do you use your initiative at work? 

 
Figure 4-41: Employee initiative at work 

 

Figure 4-41 illustrates that 83.8% of employees feel that they strongly to always use their initiative 

at work while 11.3% of employees feel that they sometimes use their initiative. The boxplot (Figure 

4-46) indicates that most of the response data for Q38 is in the positive scoring spectrum which 

supports a desirable organisational result for this aspect, indicating a proactive workforce willing 

to take necessary action to ensure work delivery.  

 

Q39 How accountable are you for the quality of your work? 

 
Figure 4-42: Employee accountability for work quality 
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It is evident from Figure 4-42 that almost all employees feel accountable for the quality of their 

work.  The boxplot (Figure 4-46) indicates that most of the response data for Q39 is in the positive 

scoring spectrum which supports a desirable organisational result for this aspect, indicating that 

the organisation allows employees full accountability regarding their work quality. 

 

Q40 How sufficient are your physical working conditions (e.g. workspace, heat, light, noise etc.)? 

 
Figure 4-43: Employee working conditions 

 

Considering the context of the Covid 19 pandemic and the need for employees to adapt to working 

remotely, Figure 4-43 indicates that 92% of employees interpret their working condition as fairly 

to highly sufficient. These responses are a positive indication that working conditions positively 

supported employees during the pandemic for remote work. The boxplot (Figure 4-46) indicates 

that most of the response data for Q40 is in the positive scoring spectrum which supports a 

desirable organisational result for this aspect. 

 

Q41 To what extent are you encouraged to come up with innovative solutions to work-related 

issues? 

 
Figure 4-44: Employee innovative solutions 
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It is evident from Figure 4-44 that the majority of employees (69.9%) feel very strongly that they 

are encouraged to be innovative to address work challenges. Approximately 25% responded that 

they sometimes apply innovation in the work place while less than 5% responded that they hardly 

ever apply innovative practices. The boxplot (Figure 4-46) indicates that most of the response 

data for Q41 is in the positive scoring spectrum which supports a desirable organisational result 

for this aspect, and indicates a work environment where innovation and creativity is encouraged. 

 

Q42 How positive are your work relationships? 

 
Figure 4-45: Employee work relationships 

 

Figure 4-45 indicates that the majority of employees (90.5%) enjoy fair to positive work 

relationships with 9.8% responding negatively. These responses indicate a positive work 

environment in which teamwork can thrive. The boxplot (Figure 4-46) indicates that most of the 

response data for Q42 is in the positive scoring spectrum which supports a desirable 

organisational result for this aspect. 

 
A boxplot illustrating the spread of responses for all nine questions is illustrated in Figure 4-46 
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Figure 4-46: Core capability – Individual boxplot 

 

4.3.4 Reward System 

The reward system dimension of the questionnaire comprised of five questions (Q43 – Q47) 

assessing employees’ view on equitable benefits, remuneration, rewards, recognition and praise. 

Responses (including number and valid percentage) to each of these questions are presented 

below from Figure 4-47 to Figure 4-51. 

Q43 To what extent do all employees at the same level receive equitable benefits in your 

organisation? 

 
Figure 4-47: Equitable benefits 
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improvement area. This perceived belief in inequitable rewards should not be left to perpetuate 

and can be damaging to future teamwork and collaboration. 

 

Q44 To what extent does your total remuneration package (e.g. salary, bonus or/and incentives) 

match the responsibilities that you have? 

 
Figure 4-48: Remuneration and responsibilities 

 

Figure 4-48 indicates that a large portion of employees (52.4%) feel that there is a mismatch 

between their remuneration and responsibilities.  47.8% of employees feel that remuneration 

matches job responsibilities. The boxplot (Figure 4-52) indicates that most of the response data 

for Q44 is in the negative scoring spectrum which supports this aspect as an improvement area. 

The market competitiveness of remuneration packages need to be assessed for each employee 

role category to ensure market parity.  

 

Q45 How often are people, in your organisation, who perform well rewarded accordingly? 

 
Figure 4-49: Rewards and performance 
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It is evident from Figure 4-49 that 52.3% of employees feel that performance and rewards are not 

matched while 47.6% of employees feel that there is generally to always a match between 

performance and rewards. The boxplot (Figure 4-52) indicates that most of the response data for 

Q45 is in the negative scoring spectrum which supports this aspect as an improvement area. 

These results could be related to the effectiveness of the performance management process 

(specifically the alignment between performance goal achievement and rewards) and needs to 

be assessed in this context.  

 

Q46 How often have you, in the last six months, received recognition for work that you had done 

well? 

 
Figure 4-50: Employee recognition 

 

Figure 4-50 indicates that 56.4% of employees feel they did not receive recognition for work that 

was done well. Considering that 17.7% of employees responded that sometimes recognition is 

received these aggregate responses are significant. The boxplot (Figure 4-52) indicates that most 

of the response data for Q46 is in the negative scoring spectrum which supports this aspect as 

an improvement area that requires management action.  
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Figure 4-51: Job praise 

 

It is evident from Figure 4-51 that the responses for job praise are experienced differently amongst 

employees. A proportion of employees (39.7%) experience job praise positively while a similar 

proportion (36.5%) experience job praise hardly ever or never. 23.8% of employees sometimes 

receive job praise. The boxplot (Figure 4-52) indicates that most of the response data for Q47 is 

evenly spread across the scoring spectrum which supports this aspect as an improvement area. 

A boxplot illustrating the spread of responses for all five questions is illustrated in Figure 4-52 

below. Based on the quartile, average, and median values the responses for questions Q43-Q46 

lie in the negative response scale range, except for Q47 which has a normal distribution.  

 
Figure 4-52: Reward system boxplot 
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Q48 To what extent have your goals been agreed to with your manager? 

 
Figure 4-53: Agreement of employee goals 

 

Figure 4-53 indicates that 26.3% of employees have little to no agreement on performance goals 

which is of concern. 41% of employees feel that there is strong to full agreement while 32.8% 

have some agreement in place. Agreement on performance goals is imperative to individual and 

team performance. The boxplot (Figure 4-60) indicates that the response data for Q48 is evenly 

spread across the scoring spectrum which supports this aspect as an improvement area. 

 

Q49 To what extent does your direct manager give you honest positive and negative feedback 

related to your performance? 

 
Figure 4-54: Performance feedback 

 

Figure 4-54 indicates that most employees (80.6%) generally to very often receive honest 

performance feedback while less than 20% of employees seldom receive honest feedback. The 

boxplot (Figure 4-60) indicates that most of the response data for Q49 is in the positive scoring 

spectrum which supports a desirable organisational result for this aspect.  
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Q50 How well does your organisation conduct fair performance reviews? 

 
Figure 4-55: Performance reviews 

 

From employee responses it is evident in Figure 4-55 that 41% of employees feel that 

performance reviews are not conducted fairly, with 21.3% indicating that the performance review 

process is very poor. The boxplot (Figure 4-60) indicates that most of the response data for Q50 

is in the negative scoring spectrum which supports this aspect as an improvement area that 

requires management action. Fair performance reviews are an integral part of the performance 

management process to support delivery.  

 

Q51 How often, in the last six months, has your career path in the organisation been discussed?  

 
 

Figure 4-56: Employee career path discussions 
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provide an opportunity to motivate and cultivate talent while addressing the future needs of the 

organisation.  

 

Q52 To what extent do you believe that your performance is linked to a good performance rating? 

 
Figure 4-57: Employee performance assessment 

 

Figure 4-57 indicates that 44.3% of employees feel that their performance is not linked to a good 

performance rating while 55.7% of employees feel otherwise. The negative responses indicate 

that employees experience misalignment between actual performance and the resulting 

performance rating. The boxplot (Figure 4-60) indicates that more of the response data for Q52 

is in the negative scoring spectrum which supports this aspect as an improvement area. 

 

Q53 To what extent does your organisation keep you accountable for meeting your goals? 

 
Figure 4-58: Employee performance accountability 

 

It is evident from Figure 4-58 that the majority of employees (83.7%) feel fairly to highly 

accountable for meeting their goals which is important for work performance and goal 

achievement. The boxplot (Figure 4-60) indicates that most of the response data for Q53 is in the 

positive scoring spectrum which supports this aspect as a positive organisational result.  
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Q54 How sufficient is the feedback you receive regarding your work performance? 

 
Figure 4-59: Employee performance feedback 

 

Figure 4-59 illustrates that 65.5% of employees experience feedback as fairly to highly sufficient 

regarding work performance with just over a third of employees experiencing otherwise. The 

boxplot (Figure 4-60) indicates that more of the response data for Q54 are in the negative scoring 

spectrum which supports this aspect as an improvement area that requires management action. 

Providing meaningful performance feedback helps identify areas of strengths which can be 

reinforced, and development areas to be addressed to improve performance. 

A boxplot illustrating the spread of responses for all seven questions is illustrated in Figure 4-60 

below. Based on the average and median values, Q48, Q52 and Q54 indicate an even response 

distribution between the positive and negative scale. Q49 and Q53 indicate more positive 

responses, while responses to Q50 and Q51 lie in the negative response scale range.  

 
Figure 4-60: Performance management boxplot 
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4.3.6 Policies & Procedures 

The policies and procedures dimension of the questionnaire comprised of six questions (Q55 – 

Q60) assessing the company’s policies and procedures from a communication, application, and 

understanding perspective.  Responses (including number and valid percentage) to each of these 

questions are presented below from Figure 4-61 to Figure 4-66. 

Q55 To what extent are the company policies and procedures clearly communicated to our team? 

 
Figure 4-61: Company policies and procedures 

 

It is evident from Figure 4-61 that the majority of employees (92.1%) feel that company policies 

and procedures are fairly to very clearly communicated, which is indicative of strong dissemination 

of policy and procedure information across teams. The boxplot (Figure 4-67) indicates that most 

of the response data for Q55 is in the positive scoring spectrum which supports a desirable 

organisational result for this aspect. 
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Figure 4-62: Company staff procurement procedures 
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Figure 4-62 illustrates that 75.4% of employees felt that the application of staff procurement 

procedures were applied adequately or higher while 24.6% of respondents indicated that 

procurement procedures were not applied well. The boxplot (Figure 4-67) indicates that more of 

the response data for Q56 is in the positive scoring spectrum which supports a desirable 

organisational result for this aspect. 

 

Q57 How well do you understand the company’s ethics policy? 

 
Figure 4-63: Company ethics policy 

 

It is clearly evident from the responses in Figure 4-63 that the majority of employees (93.6%) have 

an adequate to good understanding of the company’s ethics policies. This is extremely relevant 

in a sales team where high levels of customer interaction occur and the importance of ethical 

behaviour and conduct is paramount. The boxplot (Figure 4-67) indicates that most of the 

response data for Q57 is in the positive scoring spectrum which supports a desirable 

organisational result for this aspect. 

 

Q58 How committed is your organisation with a clear policy and commitment towards dealing with 

HIV/Aids in the workplace? 

 
Figure 4-64: Company HIV/Aids policy 
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Figure 4-64 indicates that the majority (83.9%) of respondents feel that the organisation is 

committed to dealing with HIV/Aids in the workplace with a clear documented policy which is 

indicative of an organisation concerned about employee wellbeing. The boxplot (Figure 4-67) 

indicates that most of the response data for Q58 is in the positive scoring spectrum which supports 

a desirable organisational result for this aspect. 

 

Q59 How well do you understand the link between Employment Equity plans and business 

success? 

 
Figure 4-65: Employment equity plans and business results 

 

79% of respondents indicated a good understanding of the link between employment equity and 

business success, while 20.9% of respondents indicated a poor understanding thereof. The 

boxplot (Figure 4-67) indicates that most of the response data for Q59 is in the positive scoring 

spectrum which supports a desirable organisational result for this aspect. However, there is room 

for further education within the organisation regarding the organisational benefits of effective 

employment equity plans.  

 

Q60 To what extent are the disciplinary procedures applied fairly to all employees? 

 
Figure 4-66: Disciplinary procedures 

 

3

10

16

19

14

4.8%

16.1%

25.8%

30.6%

22.6%

0.00 0.05 0.10 0.15 0.20 0.25 0.30 0.35

0 2 4 6 8 10 12 14 16 18 20

1 - Very poor

2

3

4

5 - Very well

6

6

26

18

7

9.5%

9.5%

41.3%

28.6%

11.1%

0.00 0.05 0.10 0.15 0.20 0.25 0.30 0.35 0.40 0.45

0 5 10 15 20 25 30

1 - Poorly applied

2

3

4

5 - Applied very well



 

70 

Figure 4-66 illustrates that a large proportion of respondents (81%) felt positive on the fair 

application of disciplinary procedures. 39.7% of these respondents felt disciplinary procedures 

were applied very positively and 19% felt negative in the application thereof. The boxplot (Figure 

4-67) indicates that most of the response data for Q60 is in the positive scoring spectrum which 

supports a desirable organisational result for this aspect. 

 

A boxplot illustrating the spread of responses for all six questions is illustrated in Figure 4-67 

below. Based on quartile, average and median values the spread of responses for all questions 

were in the positive spectrum of the response scale.   

 
Figure 4-67: Policies and procedures boxplot 
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Figure 4-68: Customer feedback accuracy 

 

Figure 4-68 indicates that the majority (96.7%) of respondents feel that (fairly to very) accurate 

feedback is received from customers. The boxplot (Figure 4-73) indicates that most of the 

response data for Q61 is in the positive scoring spectrum which supports a desirable 

organisational result for this aspect. This indicates strong alignment between the respondents’ 

perception of the organisations’ service and products and the customer’s actual experience 

thereof.  

 

Q62 How much value does your organisation place on customer feedback? 

 
Figure 4-69: Customer feedback value 
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of employees believing that average value is placed on customer feedback. The boxplot (Figure 

4-73) indicates that most of the response data for Q62 is in the positive scoring spectrum which 

supports a desirable organisational result for this aspect.  Customer feedback is essential for 

ongoing business improvement and organisational performance. 11.4% of respondents feel that 

little to no value is derived from customer feedback. 
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Q63 To what extent does your organisation consider the customers’ needs and expectations 

when making decisions? 

 
Figure 4-70: Customer needs  

 

Figure 4-70 indicates that 87.1% of respondents feel that customer needs and expectations do 

feature indicating that the organisation considers customer needs and expectations during its 

decision making processes. The boxplot (Figure 4-73) indicates that most of the response data 

for Q63 is in the positive scoring spectrum which supports a desirable organisational result for 

this aspect. 

 

Q64 To what extent does your organisation ensure that its products and services meet the 

requirements of the customer?   

 
Figure 4-71: Customer requirements  

 

Figure 4-71 indicates a similar positive response set (as in the preceding question) regarding 

product and services fit to customer requirements, with 90.2% of respondents responding 

positively. The boxplot (Figure 4-73) indicates that most of the response data for Q64 is in the 

positive scoring spectrum which supports a desirable organisational result for this aspect. 
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Q65 To what extent has your organisation refrained from abusing its power/position towards its 

customers? 

 
Figure 4-72: Organisation power/position over customers  

 

Figure 4-72 indicates that the majority of respondents (95.2%) feel that the organisation has 

refrained from abusing power and/or position with respect to its customers. The boxplot (Figure 

4-73) indicates that most of the response data for Q65 is in the positive scoring spectrum which 

supports a desirable organisational result for this aspect. These results are consistent with the 

responses from the previous questions indicating that the organisation displays strong customer 

focus and sensitivity towards customer needs within the context of a respectful partnership. 

The boxplot in Figure 4-73 supports the positive responses set for all five questions relating to 

customer satisfaction, and the importance of customers as a stakeholder in the organisation.  

 
Figure 4-73: Customer stakeholder satisfaction boxplot 
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4.3.7.2 Supplier 

The supplier (as a stakeholder) dimension of the questionnaire comprised of four questions (Q66 

– Q69) assessing the company’s approach to supplier feedback, level of involvement in decision 

making processes, and the company’s power position towards its suppliers. Responses (including 

number and valid percentage) to each of these questions are presented below from Figure 4-74 

to Figure 4-77. 

Q66 To what extent does your organisation allow its suppliers to participate in business 

decisions? 

 
Figure 4-74: Supplier impact on business decisions 

 

It is evident from the responses (Figure 4-74) that the majority (68.8%) of respondents indicated 

that suppliers are somewhat involved in business decisions. However, the majority (47.5%) of 

these responses indicated that suppliers are sometimes involved. Eliciting sufficient supplier input 

is important in ensuring key inputs are considered that can impact the business. The boxplot 

(Figure 4-78) indicates that most of the response data for Q66 is in the negative scoring spectrum 

which supports that this aspect requires improvement and management intervention. 

 

Q67 To what extent has your organisation refrained from abusing its power towards its suppliers? 

 
Figure 4-75: Organisation power/position towards suppliers 
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Figure 4-75 indicates that the majority (88.5%) of respondents believe that the organisation has 

not abused its power and/or position when interacting with suppliers. The boxplot (Figure 4-78) 

indicates that most of the response data for Q67 is in the positive scoring spectrum which supports 

a desirable organisational result for this aspect. This is important since maintaining healthy 

supplier relationships are key to long term business viability for both parties.  

 

Q68 How much value does your organisation place on supplier feedback? 

 
Figure 4-76: Importance of supplier feedback 

 

Figure 4-76 indicates that 19.7% of respondents feel that supplier feedback is not valued, 31.1% 

of respondents experience that average value is placed on supplier feedback while 49.2% feel 

that supplier feedback is taken seriously. The boxplot (Figure 4-78) indicates that most of the 

response data for Q68 is in the positive scoring spectrum which supports a desirable 

organisational result for this aspect. 

 

Q69 How much emphasis does your company place on its suppliers being important partners in 

their business? 

 
Figure 4-77: Importance of suppliers as partners 
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The majority of responses (88.7%) in Figure 4-77 indicate that average to high emphasis is placed 

on suppliers being important stakeholders in the business which is an important acknowledgment 

by the organisation from a stakeholder input and management perspective. The boxplot (Figure 

4-78) indicates that most of the response data for Q69 is in the positive scoring spectrum which 

supports a desirable organisational result for this aspect. 

 

The boxplot in Figure 4-78 indicates in general positive respondent feedback for the role of 

suppliers as a stakeholder. However, Q66 is more skewed towards the negative scale based on 

the upper and lower quartile of the response set.  

 
Figure 4-78: Supplier stakeholder satisfaction boxplot 

 

4.3.7.3 Community 

The community (as a stakeholder) dimension of the questionnaire comprised of three questions 

(Q70 – Q72) assessing the company’s approach to the community in terms of development, social 

responsibility, and community upliftment. Responses (including number and valid percentage) to 

each of these questions are presented below from Figure 4-79 to Figure 4-81. 

Q70 How significant is your company’s contribution to the development of the community? 

 
Figure 4-79: Community development 
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Figure 4-79 indicates that most respondents (81.9%) feel that the company contributes (fairly to 

extremely) significantly to the community in which it operates. Community development and 

relations are a key part of ensuring business sustainability. The boxplot (Figure 4-82) indicates 

that most of the response data for Q70 is in the positive scoring spectrum which supports a 

desirable organisational result for this aspect. 

 

Q71 To what extent does your organisation act in a socially responsible way/manner? 

 
Figure 4-80: Social responsibility 

 

It is evident from Figure 4-80 that the majority of employees (98.3%) feel that the organisation 

operates in a socially responsible manner which is important considering that the company brand 

and reputation can be jeopardised if corporate social responsibility is neglected. The boxplot 

(Figure 4-82) indicates that most of the response data for Q71 is in the positive scoring spectrum 

which supports a desirable organisational result for this aspect. 

 

Q72 To what extent does your organisation encourage employees to become involved in 

community upliftment? 

 
Figure 4-81: Community upliftment 
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Figure 4-81 indicates that 45.2% of respondents feel more encouraged, 35.5% feel a lack of 

encouragement and 19.4% experience average encouragement. Employees are often brand 

ambassadors and the organisation should evaluate leveraging this opportunity to further enhance 

its community development status. The boxplot (Figure 4-82) indicates that the response data for 

Q72 is evenly distributed across the scoring spectrum which supports that this aspect can be 

improved.  

 

The boxplot in Figure 4-82 for Q70 and Q71 supports the findings that the organisation contributes 

positively to the communities in which it operates while operating in a socially responsible manner. 

The spread of responses for Q73 indicates that the organisation can do more to encourage 

employees to become more involved in community upliftment projects. 

 
Figure 4-82: Community satisfaction boxplot 
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Q73 To what extent does your organisation encourage a healthy balance between work and life 

issues? 

 
 

Figure 4-83: Work life balance 

 

Figure 4-83 indicates that 69.7% of employees enjoy (average to high) encouragement for work-

life balance while a significant proportion (30.2%) are not experiencing any encouragement. It is 

important that this area is assessed further within the context of employee burn-out. The boxplot 

(Figure 4-94) indicates that the response data for Q73 is evenly distributed across the scoring 

spectrum which supports that this aspect can be improved. 

 

Q74 How satisfied are you that your job gives you the opportunity to do what you are best at 

doing? 

 
Figure 4-84: Job employee fit 
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organisation. The boxplot (Figure 4-94) indicates that most of the response data for Q74 is in the 

positive scoring spectrum which supports a desirable organisational result for this aspect. 

 

Q75 How interesting is your work? 

 
Figure 4-85: Job interest 

 

Figure 4-85 indicates that the majority of respondents (92.1%) find their work fairly interesting to 

very interesting. The boxplot (Figure 4-94) indicates that most of the response data for Q75 is in 

the positive scoring spectrum which supports a desirable organisational result for this aspect. 

High levels of work interest indicate that employees are highly engaged in their jobs.  

 

Q76 To what extent has your company established a good relationship with employees? 

 
Figure 4-86: Organisation employee relationships 

 

It is evident from Figure 4-85 that the majority (79.1%) of respondents experience fairly average 

to very good organisation employee relations while 20.9% of employees feel otherwise. The 

boxplot (Figure 4-94) indicates that most of the response data for Q76 is in the positive scoring 

spectrum which supports a desirable organisational result for this aspect. 
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Q77 How strongly do your believe that your job contributes to the success of the business? 

 
Figure 4-87: Job relation to business success 

 

Figure 4-87 indicates that 98.4% of respondents believe that their job has a direct contribution to 

the success of the business indicating a strong understanding of the relation between employee 

output and business results. The boxplot (Figure 4-94) indicates that most of the response data 

for Q77 is in the positive scoring spectrum which supports a desirable organisational result for 

this aspect. 

 

Q78 To what extent are black suppliers promoted within your organisation’s commercial policy? 

 
Figure 4-88: Commercial policy 
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commercially in the organisation with 82.3% of employees responding as such. The boxplot 

(Figure 4-94) indicates that most of the response data for Q78 is in the positive scoring spectrum 

which supports a desirable organisational result for this aspect. Continued support to local 

suppliers within the framework and regulations of the country is imperative for business viability. 
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Q79 To what extent has your organisation’s Black Economic Empowerment (BEE) policy been 

communicated to all staff? 

  
Figure 4-89: BEE policy communication  

 

Figure 4-89 indicates that most respondents (81%) experience some to consistent levels of 

communication on the organisation’s BEE policy. The boxplot (Figure 4-94) indicates that most of 

the response data for Q79 is in the positive scoring spectrum which supports a desirable 

organisational result for this aspect. 

 

Q80 To what extent is your workplace a fun place to work?  

 
Figure 4-90: Workplace environment  

 

Figure 4-90 indicates that most respondents (74.6%) experience the environment as sometimes 

fun to extremely fun in which to work. 25.4% of respondents experience the environment 

otherwise. The boxplot (Figure 4-94) indicates that the response data for Q80 is evenly distributed 

across the scoring spectrum which supports that this aspect can be improved. 
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Q81 To what extent does your organisation look after its people? 

 
Figure 4-91: Value of people in the organisation  

 

It is evident from Figure 4-91 that the response range follows a normal distribution. 41.9% 

responded in the average scale indicating that these employees feel that the organisation is doing 

more or less what its peers are doing in terms of looking after its people.  This area could be 

further assessed to improve organisational performance. The boxplot (Figure 4-94) indicates that 

the response data for Q81 is evenly distributed across the scoring spectrum which supports that 

this aspect can be improved. 

 

Q82 How proactive is your organisation in the advancement of previously disadvantaged 

individuals/people? 

 
Figure 4-92: People development (employment equity)  
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respondents feel otherwise. The boxplot (Figure 4-94) indicates that the response data for Q82 is 

evenly distributed across the scoring spectrum which supports that this aspect can be improved. 

 

Q83 How easily would you encourage your friends to join your organisation? 

 
Figure 4-93: Attractiveness of organisation as an employer  

 

Figure 4-93 indicates that most respondents (79%) would easily to very easily encourage others 

to join the organisation. The boxplot (Figure 4-94) indicates that most of the response data for 

Q74 is in the positive scoring spectrum which supports a desirable organisational result for this 

aspect. These results indicate that most of the respondents would recommend the organisation 

as a place to work. 

 

The boxplot in Figure 4-94 summarises the spread of responses for Q73 to Q83. Responses for 

Q73, Q80, Q81 and Q82 exhibit a normal distribution. The remaining questions all exhibit 

responses higher in the response scale indicating strong positive feedback for those dimensions.  

 
Figure 4-94: People satisfaction boxplot 
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4.4 COMPARATIVE DATA ANALYSIS  

Comparative data analysis was completed to compare and determine the consistency of two or 

more datasets with one another (Saunders et al., 2016:537). This included an independent 

samples test for any statistical significance between gender responses, Spearman’s rank-order 

correlation to assess the strength and direction of relationships between the twelve dimensions, 

and one-way ANOVA for assessing the significance of the responses from the differing sales 

position role categories with the twelve dimensions associated with a high performance culture.  

 

Group gender responses were analysed with Table 4-1 below indicating the mean and standard 

deviation per dimension per gender category, while Table 4-2 provides the results of the 

associated independent samples test. It is evident from Table 4-2 that the p values for each 

independent dimension is greater than the chosen significance level a = 0.05 (5%) indicating that 

the null hypothesis can be accepted and that the mean responses from males and females in the 

group are not significantly different. Therefore, the research results are not significant in terms of 

male and female responses despite the relatively large difference in the number of responses 

between genders.  

Table 4-1: Group (gender) statistics 

 

N Mean Std. Deviation
FEMALE 5 2.73 0.55

MALE 58 3.26 0.76

FEMALE 5 3.60 0.75

MALE 58 3.63 0.72

FEMALE 5 3.23 0.51

MALE 57 3.36 0.78

FEMALE 5 3.80 0.96

MALE 57 3.48 0.76

FEMALE 5 3.80 0.73

MALE 57 4.06 0.49

FEMALE 5 2.32 0.48

MALE 57 2.74 0.83

FEMALE 5 2.54 0.64

MALE 57 3.04 0.93

FEMALE 5 3.17 0.61

MALE 57 3.70 0.71

FEMALE 4 3.70 0.35

MALE 57 3.86 0.66

FEMALE 4 2.94 0.24

MALE 57 3.39 0.89

FEMALE 5 3.40 0.89

MALE 56 3.64 0.78

FEMALE 5 3.35 0.60

MALE 57 3.50 0.77
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Table 4-2: Independent samples test (for gender)  

 

Lower Upper
Equal variances 
assumed

1.355 0.25 -1.51 61 0.137 -0.52586 0.34928 -1.22429 0.17256

Equal variances 
not assumed

-1.99 5.434 0.099 -0.52586 0.26457 -1.18996 0.13824

Equal variances 
assumed

0.043 0.84 -0.10 61 0.922 -0.03300 0.33775 -0.70837 0.64236

Equal variances 
not assumed

-0.09 4.660 0.929 -0.03300 0.34938 -0.95116 0.88515

Equal variances 
assumed

0.749 0.39 -0.37 60 0.716 -0.13024 0.35673 -0.84381 0.58332

Equal variances 
not assumed

-0.52 5.783 0.623 -0.13024 0.25082 -0.74961 0.48913

Equal variances 
assumed

0.095 0.76 0.87 60 0.386 0.31629 0.36238 -0.40858 1.04116

Equal variances 
not assumed

0.72 4.458 0.508 0.31629 0.43938 -0.85578 1.48837

Equal variances 
assumed

0.525 0.47 -1.10 60 0.278 -0.26015 0.23745 -0.73512 0.21482

Equal variances 
not assumed

-0.78 4.319 0.477 -0.26015 0.33399 -1.16108 0.64078

Equal variances 
assumed

2.023 0.16 -1.10 60 0.277 -0.41684 0.37959 -1.17614 0.34245

Equal variances 
not assumed

-1.72 6.340 0.133 -0.41684 0.24199 -1.00136 0.16767

Equal variances 
assumed

0.695 0.41 -1.17 60 0.245 -0.50079 0.42635 -1.35362 0.35203

Equal variances 
not assumed

-1.60 5.596 0.164 -0.50079 0.31247 -1.27896 0.27738

Equal variances 
assumed

0.505 0.48 -1.63 60 0.109 -0.53275 0.32705 -1.18695 0.12145

Equal variances 
not assumed

-1.84 4.986 0.125 -0.53275 0.28943 -1.27741 0.21191

Equal variances 
assumed

1.084 0.30 -0.48 59 0.633 -0.16082 0.33467 -0.83050 0.50886

Equal variances 
not assumed

-0.83 4.703 0.447 -0.16082 0.19397 -0.66908 0.34744

Equal variances 
assumed

3.350 0.07 -1.02 59 0.311 -0.45724 0.44759 -1.35286 0.43839

Equal variances 
not assumed

-2.73 11.009 0.020 -0.45724 0.16766 -0.82622 -0.08826

Equal variances 
assumed

0.290 0.59 -0.65 59 0.516 -0.23988 0.36666 -0.97358 0.49381

Equal variances 
not assumed

-0.58 4.556 0.589 -0.23988 0.41326 -1.33412 0.85436

Equal variances 
assumed

0.332 0.57 -0.42 60 0.677 -0.14896 0.35531 -0.85968 0.56177

Equal variances 
not assumed

-0.52 5.259 0.623 -0.14896 0.28531 -0.87164 0.57373
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A Spearman’s rank-order correlation was completed to determine the strength and direction of 

any relationships between the twelve dimensions assessed. The results are presented in Table 

4-3 below. In the absence of a universally accepted definition in the literature regarding the 

interpretation of Spearman’s correlation coefficients, the following ranges were used as a guide 

to interpret the strength of the correlation: 0.00 - 0.19 “very weak”, 0.20 – 0.39 “weak”, 0.40 – 0.59 

“moderate”, 0.60 – 0.79 “strong”, and 0.80 – 1.0 “very strong”.  In summary:- 

1. Vision and strategy had a moderate to strong positive correlation with all other eleven 

dimensions that were statically significant (p < 0.01).  

2. Leadership had a moderate to strong positive correlation with nine dimensions that were 

statically significant (p < 0.01), with a weak correlation to customer and supplier 

stakeholder satisfaction that were statistically significant (p < 0.01). 

3. The core capability at the organisation level had a moderate to strong positive correlation 

with the other eleven dimensions that were statically significant (p < 0.01).  

4. The core capability at the group/team level had a moderate to strong positive correlation 

with seven dimensions that were statically significant (p < 0.01), with a weak correlation 

to the four dimensions of policies and procedures, customer, supplier and community 

stakeholder satisfaction that were statistically significant (p < 0.05).  

5. The core capability at the individual level had a moderate to strong positive correlation 

with eight dimensions that were statically significant (p < 0.01), with a weak correlation to 

the three dimensions of customer, supplier and community stakeholder satisfaction that 

were statistically significant (p < 0.01).  

6. Reward systems had a moderate to strong positive correlation with seven dimensions that 

were statically significant (p < 0.01), a weak correlation to the three dimensions of policies 

and procedures, customer and community stakeholder satisfaction, and a very weak 

correlation to supplier stakeholder satisfaction that were statistically significant (p < 0.01).  

7. Performance management had a moderate to strong positive correlation with eight 

dimensions that were statically significant (p < 0.01), with a weak correlation to the three 

dimensions of policies and procedures, customer and supplier stakeholder satisfaction 

that were statistically significant (p < 0.01).  

8. Policies and procedures were strongly correlated to vision and strategy (statistically 

significant with p < 0.01), weakly correlated to core capability at the group/team level, 

reward system, and performance management (statistically significant with p < 0.01), and 

moderately correlated to the remaining dimensions (statistically significant with p < 0.01).  

9. Customer stakeholder satisfaction was weakly correlated with leadership, core capability 

of the organisation at the group level, reward systems, performance management, and 
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people stakeholder satisfaction (statistically significant with p < 0.01) with moderate 

correlation with the remaining dimensions.  

10. Supplier stakeholder satisfaction had similar results to customer stakeholder satisfaction 

but correlated very weakly with reward systems. 

11. Community stakeholder satisfaction was weakly correlated with reward systems, core 

capability at the group/team and individual level, and people stakeholder satisfaction 

(statistically significant with p < 0.01) and moderately correlated with the remaining 

dimensions.  

12. People stakeholder satisfaction was weakly correlated with customer, supplier and 

community stakeholder satisfaction (statistically significant with p < 0.01 and p < 0.05), 

and moderately to strongly correlated with the remaining dimensions (statistically 

significant with p < 0.01).  

 

In summary, Spearman’s statistical analysis testing for the strength and direction of relationships 

between the twelve dimensions indicated that vision and strategy, and core capability at the 

organisation level were moderately to strongly positively related (or correlated) to each of the 

other eleven dimensions (refer to Table 4-3 below). Therefore, there is a significant positive 

relationship between each of these dimensions with each of the other eleven dimensions.  

It was also found that leadership was moderately to strongly positively related (or correlated) to 

nine other dimensions indicating a significant positive relationship between leadership with each 

of these nine dimensions (refer to Table 4-3 below for the applicable dimensions).  

Further research (which is beyond the scope of this research study) is required to understand the 

reasons for the effect of each of these dimensions on the others.  
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Table 4-3: Nonparametric correlations  

 

A one-way ANOVA analysis was completed to assess the theoretical dimensions associated with 

a high performance culture (dependent variables) with sales position role categories (independent 

variables). For this assessment the business development manager and business manager 

categories were combined to increase the group size to 13 respondents, and the head of sales 

was ignored due to the minimal number (3) of respondents in this category.  The groups consisted 

Dimension

Please 
indicate 

your sales 
work 

experience 
(years). 
Please 

mark the 
applicable 

box

Please 
indicate 
your age 
group. 
Please 

mark the 
applicable 

box
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eneral
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system

Performance_m
anagement

Policies_Proce
dures

Satisfaction_c
ustomer

Satisfaction_s
upplier

Satisfaction_
community

Satisfaction_
people_gener

al

Correlation 
Coefficient

0.15 .260* 1.000 .743** .726** .481** .564** .458** .605** .619** .481** .507** .535** .599**

Sig. (2-
tailed)

0.30 0.04 0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.000

N 51.00 63.00 64 64 63 63 63 63 63 63 62 62 62 63

Correlation 
Coefficient

0.05 0.08 .743** 1.000 .679** .685** .607** .587** .659** .458** .361** .349** .434** .630**

Sig. (2-
tailed)

0.71 0.53 0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.004 0.005 0.000 0.000

N 51.00 63.00 64 64 63 63 63 63 63 63 62 62 62 63

Correlation 
Coefficient

-0.02 0.12 .726** .679** 1.000 .604** .470** .601** .562** .528** .464** .417** .454** .671**

Sig. (2-
tailed)

0.88 0.37 0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.001 0.000 0.000

N 50.00 62.00 63 63 63 63 63 63 63 63 62 62 62 63

Correlation 
Coefficient

-0.06 0.00 .481** .685** .604** 1.000 .599** .451** .462** .390** .280* .228* .288* .595**

Sig. (2-
tailed)

0.67 0.98 0.000 0.000 0.000 0.000 0.000 0.000 0.002 0.028 0.075 0.023 0.000

N 50.00 62.00 63 63 63 63 63 63 63 63 62 62 62 63

Correlation 
Coefficient

0.16 0.19 .564** .607** .470** .599** 1.000 .464** .569** .428** .346** .292* .367** .683**

Sig. (2-
tailed)

0.28 0.13 0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.006 0.021 0.003 0.000

N 50.00 62.00 63 63 63 63 63 63 63 63 62 62 62 63

Correlation 
Coefficient

0.10 0.12 .458** .587** .601** .451** .464** 1.000 .655** .393** 0.205 0.149 .336** .676**

Sig. (2-
tailed)

0.48 0.37 0.000 0.000 0.000 0.000 0.000 0.000 0.001 0.111 0.249 0.007 0.000

N 50.00 62.00 63 63 63 63 63 63 63 63 62 62 62 63

Correlation 
Coefficient

0.19 .277* .605** .659** .562** .462** .569** .655** 1.000 .378** 0.225 .322* .423** .648**

Sig. (2-
tailed)

0.18 0.03 0.000 0.000 0.000 0.000 0.000 0.000 0.002 0.078 0.011 0.001 0.000

N 50.00 62.00 63 63 63 63 63 63 63 63 62 62 62 63

Correlation 
Coefficient

-0.14 0.14 .619** .458** .528** .390** .428** .393** .378** 1.000 .543** .466** .540** .479**

Sig. (2-
tailed)

0.34 0.29 0.000 0.000 0.000 0.002 0.000 0.001 0.002 0.000 0.000 0.000 0.000

N 50.00 62.00 63 63 63 63 63 63 63 63 62 62 62 63

Correlation 
Coefficient

-0.17 -0.10 .481** .361** .464** .280* .346** 0.205 0.225 .543** 1.000 .548** .492** .355**

Sig. (2-
tailed)

0.25 0.44 0.000 0.004 0.000 0.028 0.006 0.111 0.078 0.000 0.000 0.000 0.005

N 49.00 61.00 62 62 62 62 62 62 62 62 62 62 61 62

Correlation 
Coefficient

-0.03 0.04 .507** .349** .417** 0.228 .292* 0.149 .322* .466** .548** 1.000 .483** .281*

Sig. (2-
tailed)

0.85 0.76 0.000 0.005 0.001 0.075 0.021 0.249 0.011 0.000 0.000 0.000 0.027

N 49.00 61.00 62 62 62 62 62 62 62 62 62 62 61 62

Correlation 
Coefficient

0.06 0.22 .535** .434** .454** .288* .367** .336** .423** .540** .492** .483** 1.000 .355**

Sig. (2-
tailed)

0.70 0.09 0.000 0.000 0.000 0.023 0.003 0.007 0.001 0.000 0.000 0.000 0.005

N 49.00 61.00 62 62 62 62 62 62 62 62 61 61 62 62

Correlation 
Coefficient

-0.08 0.04 .599** .630** .671** .595** .683** .676** .648** .479** .355** .281* .355** 1.000

Sig. (2-
tailed)

0.60 0.76 0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.005 0.027 0.005

N 50.00 62.00 63 63 63 63 63 63 63 63 62 62 62 63

Satisfaction_peopl
e_general

**. Correlation is significant at the 0.01 level (2-tailed).

*. Correlation is significant at the 0.05 level (2-tailed).

Performance_ma
nagement

Policies_Procedur
es

Satisfaction_cust
omer

Satisfaction_suppl
ier

Satisfaction_com
munity

Vision_Strategy

Leadership

Capability_organiz
ation

Capability_group

Capability_individu
al_general

Reward_system
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of account managers, service specialists, and combined business development manager and 

business manager. The results of the ANOVA analysis are presented below in Table 4-4. It is 

evident that there are statistically significant differences (significance values < 0.05) between 

groups in the mean responses for the core capability at the organisation level, policies and 

procedures, and stakeholder satisfaction (customer, supplier and community). While statistically 

significant differences exist in the group means for these dimensions, the interpretation of the 

descriptive data analysis in section 4.3 and discussion of the research findings in Chapter 5 takes 

into consideration the spread in data (presented in the box plots in section 4.3) and not only the 

mean values.  

Table 4-4: One-way ANOVA Test  

 

Sum of Squares df Mean Square F Sig.
Between Groups 1.831 2 0.916 1.475 0.238

Within Groups 34.778 56 0.621

Total 36.609 58

Between Groups 0.145 2 0.073 0.120 0.887

Within Groups 33.802 56 0.604

Total 33.947 58

Between Groups 3.807 2 1.903 3.273 0.045

Within Groups 31.982 55 0.581

Total 35.789 57

Between Groups 0.567 2 0.283 0.415 0.662

Within Groups 37.538 55 0.683

Total 38.105 57

Between Groups 0.100 2 0.050 0.150 0.861

Within Groups 18.325 55 0.333

Total 18.425 57

Between Groups 0.854 2 0.427 0.627 0.538

Within Groups 37.467 55 0.681

Total 38.321 57

Between Groups 0.507 2 0.253 0.271 0.764

Within Groups 51.400 55 0.935

Total 51.907 57

Between Groups 3.034 2 1.517 3.251 0.046

Within Groups 25.666 55 0.467

Total 28.700 57

Between Groups 5.749 2 2.875 8.667 0.001

Within Groups 17.912 54 0.332

Total 23.661 56

Between Groups 12.952 2 6.476 11.301 0.000

Within Groups 30.946 54 0.573

Total 43.898 56

Between Groups 3.642 2 1.821 2.893 0.064

Within Groups 33.988 54 0.629

Total 37.630 56

Between Groups 0.580 2 0.290 0.444 0.644

Within Groups 35.952 55 0.654

Total 36.532 57

Satisfaction_supplier

Vision_Strategy

Leadership

Capability_organization

Capability_group

Satisfaction_community

Satisfaction_people_general

Capability_individual_general

Reward_system

Performance_management

Policies_Procedures

Satisfaction_customer
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4.5 SURVEY VALIDITY AND RELIABILITY 

Statistical analysis was conducted to assess the validity and reliability of the research instrument. 

The internal consistency approach was adopted to assess survey reliability with Cronbach’s alpha 

being used as the measure (Saunders et al., 2016:451). A Cronbach alpha result of 0.7 and higher 

indicates an acceptable level of internal reliability (Bryman and Bell, 2017:38). The Cronbach 

alpha (Table 4-5) calculated for eleven theoretical dimensions (excluding customer stakeholder 

satisfaction) ranged between 0.757 and 0.882. For the five items in the customer stakeholder 

satisfaction dimension the Cronbach alpha value was marginal (0.683) in terms of internal 

reliability. Considering all twelve dimensions, the overall reliability of the research instrument was 

confirmed. 

As part of research instrument validity the Kaiser-Meyer-Olkin (KMO) measure of sampling 

adequacy (MSA) was used to ensure that the data were adequate for factor analysis (Bryman 

and Bell, 2017:325). The KMO MSA for all twelve dimensions ranged from 0.6 to 0.84 indicating 

the data as adequate. The results for Bartlett’s test of sphericity were substantial (based on 

approx. chi square) at a 0.000 level of significance indicating that the correlation matrix is not an 

identity matrix and that variables are related.  

Table 4-5: KMO MSA, Bartlett’s test for sphericity, and Cronbach’s alpha per dimension  

 

To further validate the research instrument exploratory factor analysis using principal component 

analysis was conducted on each of the twelve theoretical dimensions to explore how many factors 

were represented by the data for each dimension (based on the slope of the “scree” plot). Two 

theoretical dimensions relating to Individual Core Capability and People Stakeholder Satisfaction 

had a second factor or trait associated with certain questions. The results of the factor analysis 

are presented below.  

Theoretical Dimension Items Kaiser-
Meyer-
Olkin 

Cronbach's 
Alpha

MSA Approx. Chi-
Square df Sig.

Vision and Strategy 6 0.823 109.382 15 0.000 0.810
Leadership 7 0.794 161.318 21 0.000 0.832
Core Capability: Organisation 7 0.839 141.916 21 0.000 0.833
Core Capability: Group/Team 7 0.793 191.031 21 0.000 0.846
Core Capability: Individual 9 0.705 164.437 36 0.000 0.768
Reward System 5 0.711 116.842 10 0.000 0.790
Performance Management 7 0.832 211.408 21 0.000 0.882
Policies and Procedures 6 0.702 97.536 15 0.000 0.760
Stakeholder Satisfaction: Customer 5 0.605 77.627 10 0.000 0.683
Stakeholder Satisfaction: Supplier 4 0.660 100.016 6 0.000 0.829
Stakeholder Satisfaction: Community 3 0.658 44.118 3 0.000 0.757
Stakeholder Satisfaction: People 11 0.840 325.620 55 0.000 0.839

Bartlett's 
Test
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• Vision and Strategy – factor analysis indicated one factor/trait underlying the six questions 

as indicated by the Eigenvalues in Figure 4-95.  

 

Figure 4-95: Eigenvalues for 6 components of Vision and Strategy  

 

• Leadership – factor analysis indicated one factor/trait underlying the seven questions as 

indicated by the Eigenvalues in Figure 4-96.  

 

Figure 4-96: Eigenvalues for 7 components of Leadership  

 

• Core Capability: Organisation – factor analysis indicated one factor/trait underlying the 

seven questions as indicated by the Eigenvalues in Figure 4-97.  
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Figure 4-97: Eigenvalues for 7 components of Core Capability Organisation  

 

• Core Capability: Group/Team – factor analysis indicated one factor/trait underlying the 

seven questions as indicated by the Eigenvalues in Figure 4-98.  

 

Figure 4-98: Eigenvalues for 7 components of Core Capability Group/Team 

 

• Core Capability: Individual – factor analysis indicated two factors/traits underlying the nine 

questions as indicated by the Eigenvalues in Figure 4-99.  
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Figure 4-99: Eigenvalues for 9 components of Core Capability Individual 

 

Table 4-6 below indicates that there is a second underlying trait associated with the question 

“How accountable are you for the quality of your work?” This second trait/component can be 

described as “individual accountability”.   

 

Table 4-6: Rotated Component matrix for Core Capability Individual  

 
 

1 2
To what extent do you use your initiative at work? 0.837
To what extent do you believe that you have the relevant 
competence to meet the challenges of your job? 0.746

To what extent are you encouraged to come up with 
innovative solutions to work-related issues? 0.712 -0.422

How positive are your work relationships? 0.633 -0.305

How empowered are you to take control of your own 
development within your organisation? 0.606

How sufficient are your physical working conditions (e.g. 
workspace, heat, light, noise etc)? 0.284

How satisfied are you with the amount of responsibility that 
you have been given in your job? 0.489 -0.816

How well do you cope with your current workload?
0.280 -0.747

How accountable are you for the quality of your work?
0.514 0.524

Structure Matrix
Component

Extraction Method: Principal Component Analysis. 
 Rotation Method: Oblimin with Kaiser Normalization.
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• Reward System – factor analysis indicated one factor/trait underlying the five questions 

as indicated by the Eigenvalues in Figure 4-100.  

 

Figure 4-100: Eigenvalues for 5 components of Reward System 

 

• Performance Management – factor analysis indicated one factor/trait underlying the seven 

questions as indicated by the Eigenvalues in Figure 4-101.  

 

 

Figure 4-101: Eigenvalues for 7 components of Performance Management 

 

• Policies and Procedures – factor analysis indicated one factor/trait underlying the seven 

questions as indicated by the Eigenvalues in Figure 4-102.  
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Figure 4-102: Eigenvalues for 7 components of Policies and Procedures 

 

• Stakeholder Satisfaction: Customer – factor analysis indicated one factor/trait underlying 

the five questions as indicated by the Eigenvalues in Figure 4-103.  

 

Figure 4-103: Eigenvalues for 5 components of Customer Stakeholder Satisfaction  

 

• Stakeholder Satisfaction: Supplier – factor analysis indicated one factor/trait underlying 

the four questions as indicated by the Eigenvalues in Figure 4-104.  
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Figure 4-104: Eigenvalues for 4 components of Supplier Stakeholder Satisfaction  

 

• Stakeholder Satisfaction: Community – factor analysis indicated one factor/trait underlying 

the three questions as indicated by the Eigenvalues in Figure 4-105.  

 

Figure 4-105: Eigenvalues for 3 components of Community Stakeholder Satisfaction  

 

• Stakeholder Satisfaction: People – factor analysis indicated two factors/traits underlying 

the eleven questions as indicated by the Eigenvalues in Figure 4-106.  
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Figure 4-106: Eigenvalues for 11 components of People Stakeholder Satisfaction  

 

Table 4-7 below indicates that there is a second underlying trait associated with the following 

three questions: “To what extent has your organisation’s Black Economic Empowerment (BEE) 

policy been communicated to all staff?”, “To what extent are black suppliers promoted within your 

organisation’s commercial policy?” and “How proactive is your organisation in the advancement 

of previously disadvantaged individuals/people?”. This second trait/component can be described 

as “BEE and employment equity”.   

 
Table 4-7: Rotated Component matrix for People Stakeholder Satisfaction  

 

1 2
How easily would you encourage your friends to join your 
organisation? 0.869

To what extent does your organisation look after its people? 0.842

To what extent has your company established a good relationship 
with employees? 0.821 0.269

How satisfied are you that your job gives you the opportunity to do 
what you are best at doing? 0.821

To what extent is your workplace a fun place to work? 0.782

To what extent does your organisation encourage a healthy balance 
between work and life issues? 0.693

How interesting is your work? 0.641 0.536

How strongly do your believe that your job contributes to the 
success of the business? 0.436

To what extent has your organisation’s Black Economic 
Empowerment (BEE) policy been communicated to all staff? 0.883

To what extent are black suppliers promoted within your 
organisation’s commercial policy? 0.859

How proactive is your organisation in the advancement of previously 
disadvantaged individuals/people? 0.258 0.828

Structure Matrix
Component

Extraction Method: Principal Component Analysis. 
 Rotation Method: Oblimin with Kaiser Normalization.
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The research instrument was validated with the KMO measure of sampling adequacy, followed 

by the Bartlett’s test of sphericity which confirmed the relatedness of the dimensions (variables) 

assessed.  Further validation using factor analysis indicated that two dimensions (Core capability: 

individual and Stakeholder satisfaction: people) has a second factor or trait associated. The other 

ten dimensions had one underlying trait or factor associated with each dimension. Therefore, it is 

evident that the research instrument has an overall high validity in terms of assessing each of the 

theoretical dimensions associated with a high performance culture.  

 

4.6 CHAPTER SUMMARY 

The results of the data analysis presented in this chapter can be summarised into the following 

main aspects:- 

• Presentation of preliminary data analysis on response rate and respondent data which 

confirmed that the response rate was sufficient for generalisation to the wider population 

in the organisation, and which provided the characteristics of the sample for this research 

study. 

• Presentation and interpretation of the descriptive statistics applicable to the twelve 

theoretical dimensions associated with a high performance culture including: vision and 

strategy, leadership, core capability of the organisation, core capability of the group/team, 

core capability of the individual, reward system, performance management, policies and 

procedures, customer stakeholder satisfaction, supplier stakeholder satisfaction, 

community stakeholder satisfaction, and people stakeholder satisfaction. 

• Presentation and interpretation of the comparative data analysis completed: to determine 

if the response data were sensitive to gender (no statistically significant impact); and to 

identify the strength of relationships between the twelve dimensions.      

• Presentation and interpretation of the statistical analysis completed which confirmed the 

validity and reliability of the research instrument. 

The following chapter analyses and discusses the research findings in detail within the context of 

the research objectives.  
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CHAPTER 5 DISCUSSION OF FINDINGS  

5.1 INTRODUCTION 

This chapter discusses the findings (based on the results presented in Chapter 4) of this research 

study relating to respondent data and the twelve high performance culture dimensions assessed 

by the research instrument.  Table 5-1 below presents the assessed high performance culture 

dimension with the associated underlying theoretical construct discussed in Chapter 2. This 

chapter concludes by summarising key discussion points within the context of the research 

objectives.  

Table 5-1: High performance culture dimensions mapped to theoretical constructs 

High performance culture dimension Theoretical construct Chapter 
reference 

1. Vision and strategy Organisational strategy 2.2.1 

2. Leadership Leadership 2.2.2 

3. Core capability of the organisation Core capability - Organisation 2.2.3 

4. Core capability of the group/team Core capability – Group/Team 2.2.3 

5. Core capability of the individual Core capability - Individual 2.2.3 

6. Reward system Work practices 2.2.4 

7. Performance management Human resource management (HRM) 2.3 

8. Policies and procedures Work practices 2.2.4 

9. Customer stakeholder satisfaction Stakeholder Management 2.4 

10. Supplier stakeholder satisfaction Stakeholder Management 2.4 

11. Community stakeholder satisfaction Stakeholder Management 2.4 

12. People stakeholder satisfaction Human resource management (HRM) 2.3 
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5.2 RESPONSE RATE AND RESPONDENT CHARACTERISTICS 

At the time of the research study the organisation employed ninety (90) sales individuals of which 

sixty three (63) employees provided effective responses yielding a 70% completion rate. The 

context of the research findings is based on responses from five role categories, comprising 

predominantly service specialists and account managers (74%), with sales work experience 

evenly distributed across the work force indicating a blend of employees with less than five (5) 

years to employees with more than twenty (20) years of sales experience. There is a similar 

balance with respect to the age profile of employees and all regional offices in the country were 

represented in terms of employee responses.  

It is evident that the census sampling approach resulted in a large portion of the population 

responding, and that each unit of analysis (sales individual) was included across the different 

strata (experience and geography), which avoided the over or under representation of certain 

experience levels or geographic locations. However, it is also clearly evident that the sales work 

force is predominantly male (91%). This reality did not impact the research findings since 

comparative data analysis between male and female response data sets indicated that 

statistically no significant difference existed between gender response sets.   

Comparative data analysis testing for strength and direction of relationships (using Spearman’s 

rank-order correlation) between the twelve dimensions in the high performance organisation 

construct indicated that vision and strategy, and core capability at the organisation level were 

moderately to strongly related (or correlated) to each of the other eleven dimensions which was 

statistically significant (p < 0.01), followed by leadership which was moderately to strongly 

correlated to nine dimensions which was statistically significant (p < 0.01). These results confirm 

that there is moderate to strong association of these dimensions to each other in support of the 

high performance organisational culture construct.  
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5.3 VISION & STRATEGY 

Considering that business strategies have a significant positive link to job satisfaction, 

organisational objectives, and job and organisational performance (Wu and Lin, 2013:6; 

Prodromos et al., 2018:62), the following research findings reflect positively on the organisation.  

Characteristics of the organisational strategy in which the organisation performed strongly 

included:  having a balance between short-term and long-term goals, level of employee optimism 

about management plans for the future, level of employees’ inspiration about management’s 

vision, and management’s belief in the future of the organisation. Employees currently experience 

the organisation as well balanced in terms of focussing on both short term and long term goals.  

The majority of employees are generally optimistic about management plans and remain inspired 

by management’s vision for the future.  Assessment by employees on their direct line managers 

indicated that employees believe that their managers have a strong belief in the future of the 

organisation.  

There are two characteristics that, however, warrant further attention and improvement by 

management. The first of which relates to the level of communication effectiveness on the strategy 

of the organisation considering that a third of employees felt that communication levels were 

insufficient. It is imperative that communication on the organisation’s strategy utilises all available 

communication channels and platforms to reach all levels and areas with the sales team. 

Cascading of communication from the organisation’s leadership to direct line managers should 

be further assessed for effectiveness. Organisational factors such as the level of communication 

from leaders regarding the organisation’s vision and goals and the level of interaction (behavioural 

distance) between leaders and employees at an individual level are significantly related to 

employee inspiration (James and Lahti, 2011:108; Hoffner, 2018:54).  

The second characteristic relates to alignment between people development and business 

strategy considering that over half of employees feel that people development strategies were not 

aligned with that of the business. It is therefore important that the organisation assesses its people 

development strategies and practices and importantly considers how these people development 

initiatives are aligned with supporting the organisation’s current and future strategy. People 

development is a key tenet of creating and supporting a high performance culture and strongly 

influences employee motivation (Ramlall and Melton, 2019:12-16; Hartnell et al., 2019:844; 

Manzoor et al., 2021:10).  
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5.4 LEADERSHIP 

Characteristics of the leadership dimension in which the organisation performed strongly include: 

employee’s belief in management’s ability to lead the organisation into the future, level of 

management influence on employees to commit to change, management’s display of 

organisational values, management’s acceptance of high performance levels, management’s 

openness to new ideas, and management’s passion for the company’s brand. These assessed 

leadership characteristics are related to the concept of transformational leadership (TL) and the 

discussion of this research findings occurs within this context.  

Positive performance around employees’ belief in management’s ability to lead the organisation 

into the future indicates that management is successfully displaying one of the facets of TL which 

is the capacity to inspire and motivate (Makka, 2019:86), commonly referred to as inspirational 

motivation (Laureani and Antony, 2019:66). Inspirational motivation is either consciously or 

unconsciously being used by management to articulate a vision which is clear, can be understood, 

and supported by employees in the organisation. The organisation therefore has leaders who 

engage and persuade, thereby creating the necessary motivation for followers to envision and 

work towards a more attractive future organisational state (Giddens, 2018:118). Further, these 

leaders in the organisation are exhibiting a high level of self-confidence which is key to lobbying 

and inspiring employees to rally behind the vision or goal (O’Reilly and Chatman, 2020:19). 

Positive research findings regarding the level of management influence on employees to commit 

to change, and in management’s passion for the company’s brand is evident in another facet of 

TL which is personal charisma (Makka, 2019:86), commonly referred to as idealised influence 

(Laureani and Antony, 2019:66). In this context it is evident that the organisation’s leaders express 

confidence about the future and communicate to employees with enthusiasm that the vision is 

achievable. There is likely enthusiastic discussion about what needs to be accomplished, with 

organisational leaders acting with integrity and inspiring through consistent actions (Hoffner, 

2018:54). 

Positive research findings regarding management’s acceptance of high performance levels are 

related to the third facet of TL which relates to the personal attentiveness of leaders to employees 

(Makka, 2019:86), referred to as individualised consideration (Laureani and Antony, 2019:66). It 

is therefore likely that individualised consideration is occurring where management is interacting 

and seeking to understand at an individual level with the premise that individual employees have 

unique views and needs which influences their performance. Further, organisational factors such 

as a high level of general communication and increased interaction (less behavioural distance) 

between leaders and employees are likely evident in the organisation. 
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Positive research findings regarding the organisation’s culture, associated with management’s 

openness to new ideas, support the final facet of TL which is encouragement for problem-solving 

(Makka, 2019:86) referred to as intellectual stimulation (Laureani and Antony, 2019:66). 

Transformational leaders exhibit a willingness to challenge existing norms and in doing so incur 

risks commonly associated with charting a new or different path (O’Reilly and Chatman, 2020:19). 

It is therefore likely that managers in the organisation are displaying these behaviours and thereby 

stimulating new or alternative approaches to overcome challenges being experienced.  

It can therefore be concluded that the organisation is in a very strong position relating to the 

leadership characteristics being displayed and experienced by employees in the sales teams. 

Positive research findings in this dimension indicate prevalent leadership attributes in the 

organisation which are underpinned by the theoretical construct of TL. These leadership 

behaviours will positively affect job performance (Langat et al. 2019:5; Matar and Aldaheri, 

2019:290), firm performance (Jensen et al., 2020:842), reduce employee turnover and improve 

talent retention (Mangisa et al., 2020:10).  

Due to the positive research findings it can also be assumed that no negative or “toxic” leadership 

(Paltu and Brouwers, 2020:9) attributes (abusive and undermining, authoritarian, and narcissistic) 

are evident in the organisation which could undermine a high performance culture.  

There was one characteristic, within the leadership domain, that perhaps warrants further 

attention and improvement and relates to management’s passion for creating a fun working 

environment. Approximately 28% of employees felt that management was not passionate about 

creating a fun working environment. While this proportion may not be significant considering 

research findings in the other characteristics, it is important that the work environment is as far as 

possible experienced as relaxed, enjoyable and “fun” within the parameters of maintaining a 

professional work environment.  

 

5.5 CORE CAPABILITY OF THE ORGANISATION 

Organisational capability (market and customer knowledge, relationships, competence, and 

innovation) significantly determines the level of intellectual capital residing in the organisation, 

which in turn positively influences organisational performance (Huang and Huang, 2019:116).  

Assessment of the core capability of the organisation revealed that the organisation performed 

strongly in the following characteristics: culture of trust, the importance of diversity, employee 

learning opportunities, and the benefit derived from a competitive environment. These positive 
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research findings benefit the organisation in that trust increases productivity, improves employee 

job satisfaction, reduces job turnover, and generally results in happier and healthier employees 

(Johannsen and Zak, 2021:9). Further the positive findings around diversity, which contributes to 

the organisation’s overall capability through diverse thinking and perspectives, results in 

increased organisation performance (Moon and Christensen, 2020:141; Fernando et al., 

2020:484).  

There are two characteristics that warrant further attention and improvement by management in 

this dimension. These include: the level of communication effectiveness on the organisation’s 

financial standing, and willingness of employees to put in extra effort. The willingness of 

employees to put in extra effort (commitment) is related to organisation performance (Sabir et al., 

2015:12) so any management interventions which either directly or indirectly increase employee 

commitment levels will benefit the organisation. Specific and tailored communication on a regular 

basis needs to be devised by management that informs employees about the organisation’s 

financial position to equip employees with the necessary information required to support sales 

team business related decisions.  

 

5.6 CORE CAPABILITY OF THE GROUP/TEAM 

The organisation performed strongly in the following characteristics of the core capability of the 

group/team dimension: new or innovative ways of working, understanding of goals, sharing of 

ideas, extent of mutual respect and support. Positive research findings indicate that management 

is successfully creating an environment in which employees feel free to discuss, challenge and 

seek new work methods and approaches. Seeking new or innovative ways of working indicates 

that teamwork is prevalent and widespread in the organisation (Fay et al., 2015:261). Importantly 

goal clarity is prevalent amongst the team which results in better team performance (Van der 

Hoek et al., 2018: 492).  

This environment is also characterised by high levels of mutual trust which increases productivity, 

employee job satisfaction, reduces job turnover, and generally results in happier and healthier 

employees (Johannsen and Zak, 2021:9). Positive research findings relating to intrinsic factors 

such as professional respect, personal development and growth, performing work that is 

enjoyable, and learning something new have a positive impact on employee motivation and 

performance (Manzoor et al., 2021:10).  

There was one aspect concerning job related communication that warrants further attention and 

improvement by management. Just under a third of employees felt that job-related communication 
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was lacking and could improve. Job-related communication contributes to more engagement 

creating alignment with company objectives and goals and drives sales performance, whilst also 

allowing the employer to better understand the needs and goals of employees (Verbeke et al. 

(2011:421). Further, respectful engagement and communication positively benefit employees’ 

wellbeing (resilience) and improve long-term business results (LaGree et al., 2021:4). 

 

5.7 CORE CAPABILITY OF THE INDIVIDUAL 

Assessment of the organisation relating to organisational core capability at the individual level 

yielded very positive results which are extremely encouraging considering employee competence 

has a significant impact on organisational performance (Salman et al., 2020:430). Assessed 

characteristics related to empowerment, competence, resilience, responsibility and 

accountability, initiative, working conditions, and work relationships. These characteristics largely 

lie within the four critical competency clusters of functional (task or job) competency, leadership 

competency, communication competency, and cognitive (analytical and decision making) 

competency (Puteh et al., 2015:335) thus making the current sales team assets to the 

organisation. Further positive research findings relating to high levels of employee empowerment 

and accountability in the organisation reinforce the competitive position of the organisation in the 

industry (Ribeiro, 2018:65; Han and Hong, 2019:21).  

In general, positive research findings indicate that the organisation retains significant capability at 

the individual level and it is imperative that the organisation continues to retain and nurture this 

capability.  

 

5.8 REWARD SYSTEM 

The reward system dimension assessed employees views on equitable benefits, remuneration, 

financial compensation, levels and frequency of recognition and praise awarded. Assessment of 

the organisation’s reward system indicated major deficiencies or negative perceptions held by 

employees. Critically, a substantial portion of employees felt that the organisation’s reward system 

was not equitable, that remuneration did not match responsibilities, that performance did not 

match rewards, with employees noting the absence of recognition and praise in the last six (6) 

months for work done well. 

It is imperative that the organisation critically assesses its reward system to address the concerns 

arising from this research study considering that a sound organisational financial reward system 
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positively influences employees’ willingness to put in extra effort (Den Hartog and Verburg, 

2004:73); levels of innovation, customer centricity, financial outcomes (Hartnell et al., 2019:844) 

and organisational performance (Yongmei Liu et al., 2006:524),.  

Further, non-financial rewards such as praise and recognition also have an important and 

constructive effect on employee performance (Hussain et al., 2019:69) and suitable initiatives 

should also be considered for management action.  

 

5.9 PERFORMANCE MANAGEMENT 

Performance management is one of the most effective human resource work practices at 

management’s disposal to enable employee performance.   This dimension assessed levels of 

employee’s goal agreement, value of performance feedback, integrity of performance reviews, 

effectiveness of career path discussions, and levels of employee goal accountability in the 

organisation. The importance of effective performance management as part of HRM is critical 

considering that there is an undisputable positive link between good HRM practices and key 

business performance metrics (Bakator et al., 2019:11). Performance management specifically 

plays an instrumental role in establishing and maintaining a high performance culture by defining 

work targets and assessing performance through fair performance appraisals and effective 

performance feedback (Ramlall and Melton, 2019:12-16).  

The two (2) characteristics in which the organisation was strongly assessed include: receiving of 

honest performance feedback from management, and the level of accountability awarded to 

employees for meeting their goals.  

Based on employee feedback the characteristics in which the organisation requires improvement 

include: more consistent agreement and setting of employee performance goals across the team, 

meaningful and frequent discussion of career paths, rectification of misalignment between 

employees self-view of performance and actual awarded performance rating, and addressing 

insufficient work performance feedback. Goal setting theory suggests that employees perform 

better if goals that guide work are clear and specific with goal clarity positively affecting team 

performance (Van der Hoek et al., 2018: 492). Adopting specific clear goals largely eliminates the 

possibility for misalignment between employee and management on awarded performance 

ratings.  

Adopting a frontline approach to coaching and developing employees to improve overall 

performance with continuous learning and development initiatives are essential to skills 
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development, and support enhanced employee engagement levels (Ramlall and Melton, 

2019:14). Career path discussions and employee development lead into succession planning in 

which the scheduling of regular career development discussions with employees ensures that 

high potential employees are exposed to different work opportunities to gain the necessary 

experience required to occupy senior positions in the organisation.  

One of the key tenets for an effective performance management system relates to shared 

common understanding between employees and management regarding actual performance and 

awarded performance ratings based on clear and specific goals. Performance management 

should be approached and formally actioned by management with employees as a continuous 

process during the period of assessment, and not only at the end of the financial year as is 

generally practiced.   

 

5.10 POLICIES & PROCEDURES 

This dimension assessed employees’ experience with the organisation’s policies and procedures 

from a communication, application, and understanding perspective.  The organisation performed 

strongly on all characteristics of this dimension which included: the level of communication and 

application of policies and procedures relating to procurement, ethics, health, employment equity, 

and disciplinary processes. This research findings imply that policies and procedures are being 

applied in a consistent manner which supports the retention of employees with key skills and 

experience (Ramlall and Melton, 2019:16). Further if these policies and procedures are not 

impeding employees from accomplishing their goals, employee engagement is maintained which 

is necessary for establishing and maintaining a high performance culture (Ramlall and Melton, 

2019:12).  

These positive research findings indicate that the organisation should take note of and continue 

to maintain its current balance of policies and procedures which has (to date) proved effective in 

supporting employees.  
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5.11 STAKEHOLDER SATISFACTION 

Effective stakeholder management is imperative to ensure that the organisation is aware of and 

able to evaluate key stakeholder inputs that can affect the organisation’s operation and 

performance (Wang and Sengupta, 2016:5566).  Stakeholder satisfaction was assessed for four 

stakeholder groups (customer, supplier, community and people) with a discussion on the findings 

following below.  

5.11.1 Customer 

Customer collaboration is important since customer inputs and perspectives stimulate 

organisations to implement process improvements that can result in cost reduction initiatives, 

market gains and better overall firm performance (Grekova et al., 2015:1869). The benefit is 

further amplified in market uncertainty conditions where a strong focus on customer orientation 

results in higher organisation performance (Vaitoonkiat and Charoensukmongkol, 2019:879).  

The customer (as a stakeholder) dimension assessed the company’s approach to customer 

feedback, the level of involvement of customers in decision making processes,  product and 

service fit to customer requirements, and the company’s power position towards its’ customers. 

The organisation performed strongly on all characteristics of this dimension indicating that the 

organisation is highly customer centric taking customer needs and feedback into consideration 

as a vital part of its business operation, while not abusing its positional power towards its 

customers.  

5.11.2 Supplier 

Considering suppliers as key stakeholders is also beneficial since collaborating with suppliers can 

improve firm performance as it encourages cost savings (Grekova et al., 2015:1869). The supplier 

(as a stakeholder) dimension assessed the company’s approach to supplier feedback, level of 

involvement in decision making processes, and the company’s power position towards its 

suppliers.  

Based on this research findings one aspect requires improvement and relates to the involvement 

of suppliers in the organisation’s business decisions. The inclusion and involvement of suppliers 

in certain business decisions, while being cognisant of divulging sensitive business information, 

can assist the organisation with identifying optimisation opportunities on the front end of the 

supply value chain. In uncertain market conditions this benefit is amplified (Vaitoonkiat and 

Charoensukmongkol, 2019:879).  
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Characteristics of supplier satisfaction in which the organisation performed well include: not 

abusing its positional power towards its suppliers, the importance of supplier feedback and the 

importance of suppliers as business partners. These positive research findings are important 

since maintaining healthy supplier relationships are key to long term business viability for both 

parties.  

5.11.3 Community 

Within the context of corporate social responsibility organisations which consider the needs and 

input from the community has proven to enhance their market value (Yoon and Chung, 2018:94). 

The community dimension assessed the company’s approach to the community in terms of 

development, social responsibility, and employee involvement in community upliftment.  

Based on this research findings the aspect in which the organisation needs to improve relates to 

the encouragement of employees to participate in community upliftment initiatives.  Employees 

are often brand ambassadors and the organisation should evaluate leveraging this opportunity to 

further enhance its community development status.  

Characteristics of community satisfaction in which the organisation performed extremely well 

include: the company’s contribution to community development and the extent to which the 

organisation behaves in a social responsible manner. Operating in a socially responsible manner 

enhances the company’s brand and reputation with positive community development and 

relations being a key part of ensuring business sustainability.   

5.11.4 People  

The final dimension of this research study assessed the company’s approach to its employees in 

terms of work life balance, job satisfaction, employer relationships, support for BEE, work 

environment, care for employees, and the attractiveness of the organisation as an employer.  

The characteristics in which the organisation was strongly assessed include: job employee fit, 

high levels of work interest, good organisation employee relations, job relation to business 

success, BEE initiatives and communication, and the organisation’s positive work environment 

where most employees indicated that they would recommend the organisation to others as a 

place to work. Employees’ satisfaction is largely influenced by management with activities that 

were previously reserved for HR specialists being consciously devolved to line management for 

implementation (Perry and Kulik, 2008:262). These positive research findings are therefore 

testament to the behaviour and leadership capability (as discussed in the leadership dimension) 
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of the organisation’s management team which will also positively manifest in the organisation’s 

business metrics (Bakator et al., 2019:11). 

The characteristics in which the organisation requires improvement include: more encouragement 

for a healthy work life balance, making the work environment a “fun” place to work, the level 

(extent) to which the organisation looks after its’ employees, and the organisation’s proactive 

stance regarding its employment equity practices. A healthy work life balance is critical to ensure 

that employees are not overworked, do not experience burnout and ultimately maintain employee 

satisfaction levels (Ramlall and Melton, 2019:15). Making the work environment a more “fun” 

place to work also manifested in the findings related to the leadership dimension which was 

discussed above. The level to which the organisation looks after its employees is related to a 

number of factors such as work life balance, and the organisations’ reward system and 

interventions addressing these areas will address this concern. Employment equity is an 

important initiative within the local South African context with diversity and inclusion seeking to 

ensure that previously disadvantaged individuals are allowed equal opportunities in the 

workplace. From a business results perspective, the benefits of a diverse range of ideas and 

views can lead to robust discussion, innovation and business growth (Moon and Christensen, 

2020:141; Fernando et al., 2020:484).  

 

5.12 CHAPTER SUMMARY 

Within the context of the research objectives, the key discussion points can be summarised as:-  

• Response rate and respondent characteristics - a 70% response rate with responses from all 

five role categories consisting of an even distribution of sales work experience, a good balance 

with respect to the age profile of employees, and representation from all regional offices in the 

country. There was no statistical significance between responses from a gender perspective.  

• Vision and strategy dimension - Characteristics of the organisational strategy in which the 

organisation performed strongly included:  having a balance between short-term and long-

term goals, level of employee optimism about management plans for the future, level of 

employees’ inspiration about management’s vision, and management’s belief in the future of 

the organisation. Two characteristics require further attention and improvement and relates to 

the level of communication effectiveness on the strategy of the organisation, and alignment 

between people development initiatives and business strategy.  

• Leadership dimension - Characteristics of the leadership dimension in which the organisation 

performed strongly include employees’ belief in management’s ability to lead the organisation 
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into the future, level of management influence on employees to commit to change, 

management’s display of organisational values, management’s acceptance of high 

performance levels, management’s openness to new ideas, and management’s passion for 

the company’s brand. It is evident that the organisation is in a very strong position relating to 

TL leadership characteristics being displayed and experienced by employees in the sales 

teams which will positively affect job performance, firm performance, reduce employee 

turnover and improve talent retention.  One characteristic that warrants further attention and 

improvement relates to creating a “fun” working environment.  

• Core capability of the organisation – the organisation performed strongly in the following 

characteristics: culture of trust, the importance of diversity, employee learning opportunities, 

and the benefit derived from a competitive environment. Organisational benefits of trust 

manifest in productivity, employee job satisfaction, reduces job turnover, and generally results 

in happier and healthier employees. Diversity contributes to the organisation’s overall 

capability through diverse thinking and perspectives, ultimately resulting in increased 

organisation performance. Two characteristics warrant further attention and improvement by 

management relate to the level of communication effectiveness on the organisation’s financial 

standing, and willingness of employees to put in extra effort.  

• Core capability of the group/team – the organisation performed strongly in the following 

characteristics: new or innovative ways of working, understanding of goals, sharing of ideas, 

extent of mutual respect and support. Positive research findings indicate an environment of 

teamwork in which employees feel free to discuss, challenge and seek new work methods 

and approaches. Intrinsic factors such as professional respect, personal development and 

growth, performing work that is enjoyable, and learning something new have a positive impact 

on employee motivation and performance. One characteristic concerning job related 

communication warrants further attention and improvement by management.  

• Core capability of the individual – assessment at the individual level yielded very positive 

results around all of the characteristics including: empowerment, competence, resilience, 

responsibility and accountability, initiative, working conditions, and work relationships. These 

characteristics make the current sales team assets to the organisation and improves the 

competitive position of the organisation. It is imperative that the organisation continues to 

retain and nurture this capability. 

• Reward system – assessment of the organisation’s reward system indicated major 

deficiencies or negative perceptions held by employees. This requires urgent management 

intervention to assess the organisation’s reward system and address these concerns 

considering that a sound organisational financial reward system positively influences: 

employee’s willingness to put in extra effort; levels of innovation, customer centricity, financial 
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outcomes and organisational performance. Non-financial rewards (praise and recognition) 

also have an important and constructive effect on employee performance and suitable 

initiatives should also be considered for management action.  

• Performance management - Two characteristics in which the organisation was strongly 

assessed include: receiving of honest performance feedback from management, and the level 

of accountability awarded to employees for meeting their goals. However, characteristics 

requiring improvement include: more consistent agreement and setting of employee 

performance goals across the team, meaningful and frequent discussion of career paths, 

rectification of misalignment between employees self-view of performance and actual 

awarded performance rating, and addressing insufficient work performance feedback. Urgent 

management intervention is required considering the undisputable positive link between 

effective performance management and key business performance metrics. 

• Policies and procedures - the organisation performed strongly on all characteristics of this 

dimension which included: the level of communication and application of policies and 

procedures relating to procurement, ethics, health, employment equity, and disciplinary 

processes. The organisation should take note of and continue to maintain its current balance 

of policies and procedures which has (to date) proved effective in supporting employees.  

• Stakeholder satisfaction -  the organisation performed strongly on all characteristics of the 

customer stakeholder dimension indicating that the organisation is highly customer centric 

taking customer needs and feedback into consideration as a vital part of its business 

operation, while not abusing its positional power towards its customers.  

Characteristics of the supplier stakeholder dimension that require improvement include: 

involvement of suppliers in business decisions and the importance of supplier feedback. 

Involving suppliers in certain business decisions can assist with identifying optimisation 

opportunities on the front end of the supply value chain.  Characteristics of the supplier 

stakeholder dimension in which the organisation performed well include: not abusing its 

positional power towards its suppliers and the importance of suppliers as business partners. 

These positive research findings are important since maintaining healthy supplier 

relationships are key to long term business viability for both parties.  

Characteristics of community satisfaction in which the organisation performed extremely well 

include: the company’s contribution to community development and the extent to which the 

organisation behaves in a social responsible manner. Operating in a socially responsible 

manner enhances the company’s brand and reputation with positive community development 

and relations being a key part of ensuring business sustainability.  Characteristics requiring 

improvement include employee involvement in community upliftment initiatives.  Employees 
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are often brand ambassadors and the organisation should evaluate leveraging this opportunity 

to further enhance its community development status. 

Characteristics of people (employee) stakeholder satisfaction which were strongly assessed 

include: job employee fit, high levels of work interest, good organisation employee relations, 

job relation to business success, BEE initiatives and communication, and the organisation’s 

positive work environment where most employees indicated that they would recommend the 

organisation to others as a place to work. Employees’ satisfaction is largely influenced by 

management and these findings are testament to the behaviour and leadership capability of 

the organisation’s management team. Characteristics which require management intervention 

include: more encouragement for a healthy work life balance, making the work environment 

a “fun” place to work, the level (extent) to which the organisation looks after its’ employees, 

and the organisation’s proactive stance regarding its employment equity practices. A healthy 

work life balance is critical to ensure that employees are not overworked, do not experience 

burnout and ultimately maintain employee satisfaction levels. The level to which the 

organisation looks after its employees is related to a number of factors such as work life 

balance, and the organisations’ reward system and interventions addressing these areas will 

address this concern. Employment equity is an important initiative within the local South 

African context and benefits from a diverse range of ideas and views can lead to robust 

discussion, innovation and business growth.  

These key findings feature in the next and final chapter which addresses this achievement of the 

research study’s objectives and answering the research questions. It further highlights managerial 

implications of this research, and proposes recommendations to management for implementation 

in relation to a high performance culture in the organisation.  
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CHAPTER 6 CONCLUSION, MANAGERIAL IMPLICATIONS AND 
RECOMMENDATIONS  

6.1 INTRODUCTION 

This chapter provides a concise summary of achieving the study objectives, key research findings 

that address the research questions, managerial implications of the research findings and 

recommendations for management consideration and action.  Finally, limitations of the study are 

mentioned and recommendations for further studies are proposed. 

 

6.2 PURPOSE AND OBJECTIVES OF THE RESEARCH 

The purpose of this research was to assess the prevalence of those specific characteristics that 

are needed to establish or support a high performance organisational culture in order for the sales 

team to perform in a highly competitive environment. The main research objective was to assess 

the prevalence of high performance organisational culture characteristics as experienced by sales 

employees in a selected sales-driven organisation within South Africa.  

The sub-objectives of this research were to determine: the effectiveness of the organisation’s 

vision and strategy and organisation’s leadership behaviour in establishing a high performance 

culture in the sales team, the core capability present at organisation, team and individual levels 

to support a high performance culture, the effectiveness of the organisation’s reward and 

performance management practices in the sales team and how stakeholder satisfaction features 

as part of culture in the sales team. 

The study was successful in addressing these research objectives (Chapter 1) by establishing 

the theoretical constructs underpinning this research topic (Chapter 2), employing a suitable 

research methodology (Chapter 3), and analysing and interpreting research data (Chapter 4) to 

determine which high performance organisational culture characteristics are prevalent and how 

effective these characteristics are as part of the culture in the sales team. 
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6.3 KEY FINDINGS AND CONCLUSIONS 

6.3.1 Prevalence of high performance organisational culture characteristics 

The primary research question addressed was “what is the prevalence of high performance 

organisational culture characteristics as experienced by sales employees in a selected 

organisation in South African?” 

 

The organisation was assessed against 12 high performance culture dimensions with each 

dimension consisting of specific characteristics. The performance of the organisation when 

assessed against these dimensions is summarised below: 

1) Vision and strategy - the organisation performed strongly in four of the six characteristics. 

Two characteristics that require improvement relates to the effectiveness of 

communication on the strategy of the organisation, and alignment between people 

development initiatives and business strategy.  

2) Leadership - the organisation performed strongly in six of the seven characteristics.  One 

characteristic that requires improvement relates to creating a “fun” working environment. 

3) Core capability at organisation level - the organisation performed strongly in five of the 

seven characteristics. Two characteristics that require improvement relate to the 

effectiveness of communication on the organisation’s financial standing and willingness of 

employees to put in extra effort. 

4) Core capability at group/team level - the organisation performed strongly in six of the 

seven characteristics. One characteristic concerning job related communication requires 

improvement. 

5) Core capability at individual level - the organisation performed strongly in all nine of the 

characteristics.  

6) Reward system - the organisation performed poorly in all five characteristics relating to 

equitable benefits, remuneration, financial compensation, recognition and praise awarded.  

7) Performance management - the organisation performed poorly in five of the seven 

characteristics relating to setting of employee performance goals, discussion of career 

paths, misalignment between employees self-view of performance and actual awarded 

performance rating, and insufficient work performance feedback. 

8) Policies and procedures - the organisation performed strongly in all six characteristics. 

9) Stakeholder satisfaction: customer - the organisation performed strongly in all five 

characteristics. 
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10) Stakeholder satisfaction: supplier - the organisation performed strongly in two of the four 

characteristics. Two characteristics relating to the involvement of suppliers in business 

decisions and the importance of supplier feedback require improvement.  

11) Stakeholder satisfaction: community - the organisation performed strongly in two of the 

three characteristics. One characteristic concerning employee involvement in community 

upliftment initiatives require improvement. 

12) Stakeholder satisfaction: people - the organisation performed strongly in seven of the 

eleven characteristics. Four characteristics which require improvement relate to a healthy 

work life balance, making the work environment a “fun” place to work, the level (extent) to 

which the organisation looks after its’ employees, and the organisation’s proactive stance 

regarding its employment equity practices. 

Table 6-1 below indicates the 12 high performance culture dimensions with their associated 

scores and assessment based on this research findings. The assessment per dimension is based 

on the following proposed scoring categories with a score higher than 80% considered as 

excellent, a score between 70 - 80% as good, a score between 50 - 70% as average, and a score 

less than 50% as poor.  

It is evident (from Table 6-1), and following from Chapter 5, that high performance organisational 

culture characteristics are prevalent in the organisation, to a lesser extent in certain dimensions 

and not at all for the reward system dimension. It can therefore be asserted that for the dimensions 

of leadership, core capability (group/team and individual level), policies and procedures, and 

stakeholder satisfaction at the customer level the organisation was assessed to have performed 

excellently.  There was good performance in core capability at the organisation level, and average 

performance in vision and strategy, stakeholder satisfaction at the supplier, community and 

people level. For the dimensions of performance management and reward system the 

organisation was assessed to have performed poorly.  

To answer the primary research question, it is evident that the prevalence of high performance 

organisational culture characteristics does exist to a large degree in the organisation when 

considering ten of the twelve dimensions assessed. Those characteristics relating to the 

dimensions of leadership, core capability (organisation, group/team and individual level), policies 

and procedures, and stakeholder satisfaction at the customer level manifested extremely 

positively while characteristics related to vision and strategy, stakeholder satisfaction at the 

supplier, community and people level was evident to an average degree. The organisation 

performed poorly in those characteristics related to the two dimensions of performance 

management and reward system.  
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Table 6-1: Prevalence of high performance cultural characteristics 

Dimension Total 
characteristics 
per dimension 

(A) 

Characteristics 
with strong 

performance 
(B) 

Score          
 

 (B / A, 
%) 

Assessment 
 

> 80%, Excellent 
70 - 80%, Good 

50 - 70%, Average 
< 50%, Poor 

1. Vision and strategy 6 4 67 Average 

2. Leadership 7 6 86 Excellent 

3. Core capability at 

organisation 

7 5 71 Good 

4. Core capability at 

group/team 

7 6 86 Excellent 

5. Core capability at 

individual 

9 9 100 Excellent 

6. Reward system 5 0 0 Poor 

7. Performance 

management 

7 2 29 Poor 

8. Policies and procedures 6 6 100 Excellent 

9. Stakeholder satisfaction: 

customer 

5 5 100 Excellent 

10. Stakeholder satisfaction: 

supplier 

4 2 50 Average 

11. Stakeholder satisfaction: 

community 

3 2 67 Average 

12. Stakeholder satisfaction: 

people 

11 7 64 Average 
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6.3.2 Effectiveness of high performance culture dimensions 

To address the sub-objectives of this research study the following secondary research questions 

were formulated which are subsequently discussed:- 

• To what extent is the organisation’s vision and strategy aligned with high performance 

culture in the sales team? 

• To what extent is leadership behaviour aligned with a high performance culture in the 

sales team? 

• To what extent is the core capability present at organisation, team and individual levels to 

support a high performance culture? 

• To what extent is the organisation’s reward and performance management practices 

relevant to the sales team?  

• To what extent does stakeholder satisfaction feature as part of the culture in the sales 

team? 

 

6.3.2.1 Effectiveness of the organisation’s vision and strategy and organisation’s 
leadership behaviour in establishing a high performance culture in the sales team  

 
Characteristics of the vision and strategy dimension in which the organisation performed strongly 

included:  having a balance between short term and long term goals, level of employee optimism 

about management plans for the future, level of employees’ inspiration about management’s 

vision, and management’s belief in the future of the organisation. There are two characteristics 

that require further attention and improvement which relate to the effectiveness of communication 

on the strategy of the organisation, and alignment between people development initiatives and 

business strategy. Within this context, and considering that business strategies have a significant 

positive link to job satisfaction, organisational objectives, and job and organisational performance, 

it can therefore be concluded that the organisation’s vision and strategy is effective in establishing 

a high performance culture in the sales team. 

 

Characteristics of the leadership dimension in which the organisation performed strongly include: 

employee’s belief in management’s ability to lead the organisation into the future, level of 

management influence on employees to commit to change, management’s display of 

organisational values, management’s acceptance of high performance levels, management’s 

openness to new ideas, and management’s passion for the company’s brand. It is evident that 

the organisation is in a very strong position relating to TL leadership characteristics being 
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displayed and experienced by employees in the sales teams which will positively affect job 

performance, firm performance, reduce employee turnover and improve talent retention.  One 

characteristic that warrants further attention and improvement relates to creating a “fun” working 

environment. Within this context, it can be concluded that the organisation’s leadership is highly 

effective in establishing a high performance culture in the sales team. 

 

6.3.2.2 The core capability present at organisation, team and individual levels to support 
a high performance culture 

At the organisation level the organisation performed strongly relating to a culture of trust, the 

importance of diversity, employee learning opportunities, and the benefit derived from a 

competitive environment. Organisational benefits of trust manifest in productivity, employee job 

satisfaction, reduces job turnover, and generally results in happier and healthier employees. 

Diversity contributes to the organisation’s overall capability through diverse thinking and 

perspectives, ultimately resulting in increased organisation performance. There are two 

characteristics that require improvement and relate to the level of communication effectiveness 

on the organisation’s financial standing, and willingness of employees to put in extra effort.  

At the group/team level the organisation performed strongly relating to new or innovative ways of 

working, understanding of goals, sharing of ideas, extent of mutual respect and support. Positive 

research findings indicates an environment of teamwork in which employees feel free to discuss, 

challenge and seek new work methods and approaches. Intrinsic factors such as professional 

respect, personal development and growth, performing work that is enjoyable, and learning 

something new has a positive impact on employee motivation and performance. There is one 

characteristic concerning job related communication that requires improvement.  

At the individual level the organisation performed exceptionally relating to empowerment, 

competence, resilience, responsibility and accountability, initiative, working conditions, and work 

relationships. These characteristics make the current sales team assets to the organisation and 

improve the competitive position of the organisation. Therefore, it is imperative that the 

organisation continues to retain and nurture this capability. 

It can therefore be concluded that the organisation has, to a large extent, the requisite core 

capability at all three levels (organisation, group/team, and individual) to support a high 

performance culture.  
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6.3.2.3 Effectiveness of the organisation’s reward and performance management 
practices in the sales team 

Characteristics of the organisation’s reward system indicated major deficiencies or negative 

perceptions held by employees. This dimension requires urgent management intervention to 

assess the organisation’s reward system and address these concerns considering that a sound 

organisational financial reward system positively influences: employee’s willingness to put in extra 

effort; levels of innovation, customer centricity, financial outcomes and organisational 

performance. Non-financial rewards (praise and recognition) also have an important and 

constructive effect on employee performance and suitable initiatives should also be considered 

for management action.  

In terms of performance management, there are two characteristics in which the organisation 

performed strongly and relate to receiving of honest performance feedback from management, 

and the level of accountability awarded to employees for meeting their goals. However, 

characteristics requiring improvement relate to more consistent agreement and setting of 

employee performance goals across the team, meaningful and frequent discussion of career 

paths, rectification of misalignment between employees self-view of performance and actual 

awarded performance rating, and addressing insufficient work performance feedback. 

Improvement is required in this dimensions considering the undisputable positive link between 

effective performance management and key business performance metrics. 

It can therefore be concluded that the organisation, to a large extent, lacks an effective reward 

system and performance management system. 

6.3.2.4 How stakeholder satisfaction features as part of culture in the sales team 

Regarding customer stakeholder satisfaction the organisation performed strongly relating to all 

characteristics of the customer stakeholder dimension indicating that the organisation is highly 

customer centric taking customer needs and feedback into consideration as a vital part of its 

business operation, while not abusing its positional power towards its customers.  

Regarding supplier stakeholder satisfaction level characteristics that require improvement relate 

to the involvement of suppliers in business decisions and the importance of supplier feedback. 

Involving suppliers in certain business decisions can assist with identifying optimisation 

opportunities on the front end of the supply value chain.  Characteristics in which the organisation 

performed well relate to not abusing its positional power towards its suppliers and the importance 
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of suppliers as business partners. These positive research findings are important since 

maintaining healthy supplier relationships are key to long term business viability for both parties.  

Regarding community stakeholder satisfaction characteristics the organisation performed 

strongly relating to the company’s contribution to community development and the extent to which 

the organisation behaves in a social responsible manner. Operating in a socially responsible 

manner enhances the company’s brand and reputation with positive community development and 

relations being a key part of ensuring business sustainability.  There is one characteristic that 

requires improvement and relates to encouraging employee involvement in community upliftment 

initiatives.  Employees are often brand ambassadors and the organisation should evaluate 

leveraging this opportunity to further enhance its community development status. 

Regarding the people (employee) stakeholder satisfaction the organisation performed strongly 

relating to job employee fit, high levels of work interest, good organisation employee relations, job 

relation to business success, BEE initiatives and communication, and the organisation’s positive 

work environment. The latter characteristic is where most employees indicated that they would 

recommend the organisation to others as a place to work. Employees’ satisfaction is largely 

influenced by management and these findings are testament to the behaviour and leadership 

capability of the organisation’s management team. Characteristics which require improvement 

relate to more encouragement for a healthy work life balance, making the work environment a 

“fun” place to work, the level (extent) to which the organisation looks after its’ employees, and the 

organisation’s proactive stance regarding its employment equity practices. A healthy work life 

balance is critical to ensure that employees are not overworked, do not experience burnout and 

ultimately maintain employee satisfaction levels. The level to which the organisation looks after 

its employees is related to a number of factors such as work life balance, and the organisations’ 

reward system and interventions addressing these areas will address this result. Employment 

equity is an important initiative within the local South African context and benefits from a diverse 

range of ideas and views can lead to robust discussion, innovation and business growth 

It can therefore be concluded that customer stakeholder satisfaction features to an extremely 

large extent as part of the culture in the sales team.  Supplier, community, and people stakeholder 

satisfaction features as part of the culture but to a much lesser extent.  
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6.4 RECOMMENDATIONS FOR MANAGEMENT ACTION 

Arising from this research study, the following recommendations are proposed to inform 

management action which will comprise specific initiatives to preserve and build on a set of 

selected high performance organisational culture characteristics which enhance performance, 

and initiatives to address those characteristics which are impeding performance.  

To avoid losing sight of or neglecting the characteristics in which the organisation performed 

strongly, it is recommended that management consciously continues with current practices, 

initiatives, and behaviours which reinforce and support the following characteristics:- 

• Vision and strategy - ensuring a balance between short term and long term goals, 

maintaining the level of employee optimism about management plans for the future, 

maintaining the level of employees’ inspiration about management’s vision, and continuing 

to visibly demonstrate to employees  management’s belief in the future of the organisation.  

• Leadership – continue with TL behaviour that supports employee’s belief in management’s 

ability to lead the organisation into the future, continue motivating employees to commit to 

change, demonstrating management behaviour that supports the organisation’s values, 

continue to drive high performance levels, continue being open to new ideas and to 

demonstrate passion for the company’s brand.  

• Core capability of the organisation – cultivating a culture of trust, supporting the 

importance of diversity, creating employee learning opportunities, and maintaining a 

competitive environment.  

• Core capability of the group/team – encouraging new or innovative ways of working, 

communicating and discussing team goals, creating a comfortable environment to share 

ideas, and maintaining mutual respect and support.  

• Core capability of the individual – empowering employees, continue with training and 

development initiatives to enable competence, and perpetuating an environment that 

supports resilience, responsibility and accountability, initiative, working conditions, and 

work relationships.  

• Performance management – continue to offer honest performance feedback, and maintain 

the level of accountability awarded to employees to meet their goals. 

• Policies and procedures – continue to maintain the level of communication and application 

of policies and procedures relating to procurement, ethics, health, employment equity, and 

disciplinary processes.  

• Stakeholder satisfaction: customer - driving and maintaining a highly customer centric 

environment.  
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• Stakeholder satisfaction: supplier – continue to not abuse its positional power towards its 

suppliers and maintain the importance of suppliers as business partners.  

• Stakeholder satisfaction: community - maintain the company’s contribution to community 

development and the extent to which the organisation behaves in a social responsible 

manner.  

• Stakeholder satisfaction: people – maintaining job employee fit through high levels of work 

interest, professional and healthy organisation employee relations, communicating and 

highlighting job relation to business success, supporting BEE initiatives and 

communication, and in general the organisation’s positive work environment. 

 

From the research study improvement areas were identified and are listed in order of priority 

based on the potential impact of the improvement areas on a high performance culture, with 

recommendations proposed for management action. 

6.4.1 Reward system 

Assessment of the organisation’s reward system indicated major deficiencies or negative 

perceptions held by employees. It is recommended that:- 

• To address the perception of inequitable benefits at the same level, the organisation 

should commence a salary comparison exercise in which the remuneration packages per 

level are compared. Any discrepancies should be addressed to equalise salaries.  

• To address the perception that employee remuneration does not match job 

responsibilities, a market related salary comparison should be initiated. The result thereof 

will inform the market competitiveness of the salaries on offer, and inform any adjustments 

that may or may not be required. 

• To address the concern of performance not matching rewards, the organisation needs to 

introduce a robust performance management system (refer below for detail) which clearly 

defines employee KPIs and how these KPIs translate into rewards.  

• To address the lack of recognition and praise for work well done, non-financial rewards 

such as praise and verbal recognition can also have an important and constructive effect 

on employee performance. It is recommended that recognition and praise is adopted as a 

formal agenda point in meetings to create the necessary reminder and awareness to 

recognise employees. Sessions such as a “town hall” session, where all sales employees 

are present, present an ideal opportunity to recognise employees in the presence of their 

peers which can also assist with increasing employee motivation levels.  
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6.4.2 Performance management  

Assessment of the organisation’s performance management system indicated deficiencies. 

Urgent management intervention is required considering the undisputable positive link between 

effective performance management and key business performance metrics. It is recommended 

that:  

• To ensure consistent agreement and setting of employee performance goals it is proposed 

that a standardised performance agreement template is developed which contains all 

relevant key performance indicators (KPIs) which should be populated for each employee. 

KPIs should be clear and follow the “SMART” (specific, measurable, achievable, realistic 

and timely) principle. A clearly documented performance agreement for the period will also 

avoid any misunderstanding between employees self-view of performance and actual 

awarded performance rating. Further, to avoid any misalignment between performance 

and financial rewards, KPIs should also clearly translate to the rewards on offer if the KPIs 

are met.  

• To address the concern related to insufficient work performance feedback, part of the 

performance management process should include formal quarterly performance 

assessment discussions where the employee and manager engage to assess 

performance. Management should provide progress feedback to employees indicating if 

the employee’s performance is below expectations, acceptable, or exceeding 

expectations. 

• To address the concern around meaningful and frequent discussion of career paths, and 

alignment between people development initiatives and business strategy it is proposed 

that career path ladders are formally developed for sales individuals to enable constructive 

people development initiatives and career path discussions. Career path ladders should 

indicate the full range of advancement options and requirements (skills and experience) 

for the different sales positions in the organisation. These career path ladders should take 

into consideration the requirements of the organisation’s business strategy to ensure that 

a pipeline of suitably skilled and experienced employees are ready and available to fulfil 

future organisational requirements.  
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6.4.3 Work environment 

Creating a “fun” work environment featured in the leadership and stakeholder satisfaction: people 

dimensions. Considering that this research has been conducted in a period affected by the  Covid 

pandemic which has necessitated that employees work remotely and with less social interaction, 

it is recommended that:-  

• Timeslots are intentionally created for on-line social events where employees can get 

together and converse informally and have social discussions that are ideally not work 

related. For example, there are companies who offer virtual team building exercises which 

can be considered.  

The need for a healthy work life balance featured in the Stakeholder satisfaction: people 

dimension. It is recommended that:- 

• A resource loading assessment be completed per employee to understand which 

employees are overloaded and which employees are under loaded. The result of which 

will enable resource balancing to occur where work can be redistributed to balance work 

load more evenly and address certain employees being overworked.  

• Management be more open and considers flexible work arrangements relating to place 

and working hours, subject to the organisation’s business needs. 

6.4.4 Level (extent) to which the organisation looks after its’ employees 

The level (extent) to which the organisation looks after its employees featured in the stakeholder 

satisfaction: people dimension. The level to which the organisation looks after its employees is 

related to other factors such as work life balance and reward system and any interventions 

addressing these areas will also address this concern. In addition the following is recommended:- 

• From an empathetic perspective listen to employees to understand their concerns and 

challenges and then provide the right support needed. This forms part of meaningful 

relationship building and getting to know employees on a level beyond just related to work 

output. 

• Hosting “wellness” days periodically throughout the year with the intention to educate 

employees on health related practices and also to provide medical screening services 

such as blood pressure, sugar levels etc.  
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6.4.5 Communication  

Communication featured in three dimensions including: vision and strategy, core capability of the 

organisation and core capability of the group/team with specific concerns relating to ineffective 

communication on the strategy of the organisation, communication on the organisation’s financial 

standing and job related communication. Therefore, specific communication targeting these 

aspects are being requested by employees. The recommendations include:- 

• Quarterly “town hall” sessions be held where all sales employees are invited in which 

tailored communication is shared on the strategy of the organisation and the organisation’s 

financial standing. This is an opportune time to share and provide feedback on the 

organisation’s KPIs so that employees are aware of financial and other pertinent business 

status information.  

• Monthly localised team meetings be convened where line or regional management shares 

and discusses pertinent job related communication. This platform will allow for open 

dialogue for employees to seek clarification on job related matters. Support functions 

representing human resources, information management and the financial department 

should be present to field any related questions.  

6.4.6 Involvement of suppliers in business decisions and the importance of supplier 
feedback 

The involvement of suppliers in business decisions and the importance of supplier feedback 

featured in the Stakeholder satisfaction: supplier dimension. The following are recommended:- 

• Relating to supplier input into business decisions, the organisation should ensure that 

service level agreements (SLAs) are clear that stipulate targets and performance 

standards. Further, the organisation should include in SLAs certain supplier 

responsibilities that are beyond the product or specific service being procured. For 

example, the organisation may consider including in supplier SLAs supplier 

responsibilities such as advising on emerging market trends that can affect the 

organisation in the short and medium term. 

• Relating to the importance of supplier feedback, considering that the organisation is 

extremely customer centric the same approach should be adopted for suppliers. Supplier 

feedback should be treated and actioned in a similar manner. Therefore current customer 

centric practices should be adopted for suppliers.  
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6.4.7 Employee involvement in community upliftment initiatives 

Employee involvement in community upliftment initiatives featured in the stakeholder satisfaction: 

community dimension.  To improve in this area, it is recommended that:- 

• The organisation encourages employees to be brand ambassadors by sponsoring 

employees with organisation branded memorabilia which can be distributed at community 

development initiatives by employees. 

• The organisation allows employees “special” leave, limited to for example 2 days per year, 

to participate in and support community development projects.  

6.4.8 Employment equity practices 

More proactive behaviour relating to the organisation’s employment equity (EE) practices featured 

in the stakeholder satisfaction: people dimension. Within the context that the organisation 

subscribes to diversity and regulated employment equity practices the following is 

recommended:- 

• The organisation more proactively publishes its progress with regards to meeting its 

employment equity commitments. The EE progress can be part of the organisations’ KPIs 

which should be shared with employees at the “town hall” sessions.   

6.4.9 Willingness of employees to put in extra effort 

The willingness of employees to put in extra effort featured in the core capability of the 

organisation dimension and is considered an outcome of other factors such as the performance 

management system, reward system, extent to which the organisation looks after its employees 

and the work environment. Therefore, no specific additional recommendations are proposed.  

 

6.5 MANAGERIAL IMPLICATIONS 

The managerial implications of this research study are significant. This research has made it clear 

to the organisation how the organisation compares to a set of selected high performance 

organisational culture characteristics (as part of twelve dimensions) and which of those 

characteristics need to be reinforced by management to establish or continue to support high 

performance in a sales-driven environment. This study has provided insight into organisational 

cultural factors that should be enhanced, prioritised, and/or addressed to sustain and elevate 

organisational sales performance. Further, this study also revealed the degree to which this 
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company complies with a high performance culture, thereby creating the necessary awareness 

and inform action by the organisations’ management for improvement and to reinforce positive 

areas that support a high performance culture. One of the main benefits of the study is to 

ultimately improve the performance level of sales personnel and thereby improve business 

profitability and sustainability, and create shared value. Other organisational benefits include 

reducing sales personnel turnover and retaining key sales personnel by creating an environment 

for these individuals to thrive in.  

 

6.6 LIMITATIONS OF THE STUDY 

No study goes without limitations as there are always some uncertainties to deal with. The 

following limitations were present in this study: - 

• The research data gathered from respondents completing the research instrument 

(questionnaire) were not independently verified and the data will have to be taken at face 

value. 

• Lack of resources, due to COVID 19 implications limited the scope of this study to the 

single organisation within a wider group of similar companies. The study scope could not 

include the wider group of companies due to demographics which would have extended 

this research study duration beyond the required timeline.    

• Considering the relative small sample size and that the survey was limited to the 

population of sales personnel of a single private organisation operating in the chemical 

and energy sector in South Africa, the findings of this research study cannot be 

generalised beyond the organisation of interest.   

 

6.7 DIRECTION FOR FUTURE RESEARCH 

During this research study the following areas have been identified for future research:- 

• Further research is needed to explore the effect of high performance culture dimensions 

on each other considering that certain dimensions like vision and strategy and core 

capability at the organisational level were moderately to strongly associate with each of 

the other eleven dimensions. Future research would be beneficial in assisting to prioritise 

high performance culture dimensions.   

• Relatively little research is available on how customers and suppliers as stakeholders 

could be incorporated into an organisation’s decision making process to effect 
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organisational improvement without losing any of the organisation’s competitive 

advantage.   

• Relatively little research is available that proposes a model linking an organisation’s 

reward system to the organisation’s performance management system in a sales context. 

Considering that both these dimensions are related, any future research would be 

beneficial to tactically direct organisations as to how to systematically develop these 

systems.  

 

6.8 FINAL CONCLUSION 

The study was successful in addressing the research problem and addressing both primary and 

secondary research objectives. The study demonstrated that high performance organisational 

culture characteristics are prevalent in the organisation, to a lesser extent in certain dimensions 

and not at all for the reward system dimension. Based on the study, it is asserted that 

characteristics relating to the dimensions of leadership, core capability (organisation, group/team 

and individual level), policies and procedures, and stakeholder satisfaction at the customer level 

manifested extremely positively in the organisation, while characteristics related to vision and 

strategy, stakeholder satisfaction at the supplier, community and people level was evident to an 

average degree. The organisation performed poorly in those characteristics related to the 

dimensions of performance management and reward system.  

Further, it can be concluded from the study that the organisation’s leadership is highly effective 

in establishing a high performance culture in the sales team, that the organisation has to a large 

extent the requisite core capability at all three levels (organisation, group/team, and individual) to 

support a high performance culture, that the organisation lacks an effective reward system and 

performance management system, and  that customer stakeholder satisfaction features to an 

extremely large extent while supplier, community, and people stakeholder satisfaction features to 

a much lesser extent as part of the culture in the sales team.   

Finally, as part of this study practical recommendations have been made to inform action by the 

organisations’ management for improvement and to reinforce positive areas that support a high 

performance culture in the organisation. No study goes without having some limitations and in 

this study the biggest limitation is beyond anyone’s control – the COVID 19 pandemic and its 

influence on a broader population and the actual number of respondents. Due to a relative small 

sample size the findings cannot be generalised. However, the sample size was adequate to 

produce valid and reliable results to the selected organisation. 
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