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REMARKS

The reader is reminded of the following:

o The referencing as well as the editorial style as prescribed by the Publication Manual
(5th edition) of the American Psychological Association (APA) were followed in this
thesis. This practice is in line with the policy of the Programme in Industrial
Psychology of the North- West University (Potchefstroom Campus) to use the APA

style in scientific documents.

o The thesis is submitted in the form of three research articles.
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SUMMARY

Title: Organisational climate, organisational practices and service delivery in a local
government.

Key Words:  Organisational climate, human resource management practices, service delivery,
reliability, validity, municipality, organisational effectiveness, gender, service years,

job level.

The success of any organisation depends on its ability to adapt to an ever-changing environment. In
order to be able to adapt, an organisation needs visionary leadership, a management team that is
passionate, professional and entrepreneurial, and employees that are engaged. With the right
strategies, organisational practices and management the hidden value of an organisation can be
unlocked. The traditional hierarchies in the organisation can be broken down in order to empower
management teams to be more entrepreneurial. The right organisational climate should also be created

to unleash potential.

As part of the business planning process and the drive to reconnect with citizens, to respond to the
need to do things differently, to build new relations and to improve service, the municipality should
continuously evaluate the human resource management practices in place, to determine whether they
are sufficient and effective to enable it to achieve its objectives. Knowledge of organisational climate

variables also enables management towards the accomplishment of organisational goals.

Local government is key to the realisation of a promise of a better life for all. It is therefore critical for
its employees to always perform at their optimal, and adhere to all the principles of the Batho Pele
when delivering service to the public. All the principles of this policy are intertwined and collectively
guide all three spheres of government efforts in transforming and accelerating service delivery.
Managers at all levels must support staff in service responsibility so that staff members feel valued,
motivated, informed and challenged to put forth their best efforts on behalf of the people they serve.

The objectives of this study were to determine the reliability and validity of the OCQ, the HRPQ, and
the SSPPQ instruments, as well as to assess the relationship between human resource practices and

organisational climate in the municipality.

In Article 1 and Article 3 employees from the municipality were targeted, and in Article 2 citizens
from the municipality were targeted separately. The study population from the municipality included
employees from managerial and non-managerial categories, and the study population from the citizens
included the public which the municipality serve. A cross-sectional survey design was used to obtain

the research objectives. Three standardised questionnaires were used in the empirical study, namely
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the Organisational Climate Questionnaire, the Standard of Service as Perceived by the Public
Questionnaire and the Human Resource -Practices Questionnaire. Descriptive statistics, factor
analyses, Cronbach alpha coefficients, correlations, MANOVAS and regression analyses were used to

analyse the data.

In Article 1 the results indicated a four-factor structure for the OCQ. Statistically and practically
significant differences were found between organisational climate dimensions and some of the
biographical characteristics, namely age, service years and job level. Employees with more years of
service experience higher levels of organisational climate, than employees with fewer years of
service. A significant difference in communication was found between job level 1 and job level 3.

Employees in higher positions do not communicate well with employees at lower levels.

In terms of Article 2 the study extracted a two-factor structure, namely Consultation and Efficiency.
The scales showed acceptable internal consistencies. Most of the Batho Pele principles received
negative responses from the public. The results showed that customers who feel they are not
sufficiently consulted on services also feel that the services they received were not effective.
Knowledge of the service environment was perceived as poor, and consultation on services was

perceived as a challenge. The public also perceived responsiveness as poor.

In Article 3 the scales showed acceptable internal consistencies and also confirmed a relationship
between human resource management practices and organisational climate. Responsiveness/
cooperation and human resource development contributed most to people care. Supervision, human
resource development, responsiveness/cooperation, employee support and recognition contributed to
structure. Openness, feedback and responsiveness/cooperation contributed most to efficiency.
Recognition, responsiveness/cooperation, supervision and openness contributed most to

communication.

Based on the results, recommendations were made for urgent actions to be implemented by the

municipality, as well as for firture research.
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OPSOMMING

Titel: Organisasieklimaat, mensehulpbronbestuur en dienslewering in n plaaslike
regering
Sleutelwoorde:  Organisasieklimaat, mensehulpbronbestuur, dienslewering, betroubaarheid,

geldigheid, munisipaliteit, organisasie-effektiwiteit, geslag, diensjare, posvlak

Die sukses van enige organisasie is afhanklik van sy vermog& om by n konstant veranderende
omgewing aan te pas'. Om daartoe in staat te wees om aan te pas, moet n organisasie oor visioenére
leierskap beskik, n bestuurspan hé wat passievol en professioneel is en wat entrepreneurskap toon en
werknemers wat betrokke is. Met die regte strategieg, organisasiepraktyke en bestuur kan die verborge
waarde van n organisasie ontsluit word. Die tradisionele hiérargieg in die organisasie kan verwerp
word met die cog daarop om bestuurspanne te bemagtig om sterker entrepreneurskap aan die dag te

18. Die regte organisasieklimaat moet ook geskep word om potensiaal te ontsluit.

As deel van die besigheidsbeplanningsproses en die dryfveer om weer met inwoners te skakel, op die
behoefte om dinge anders te doen, te reageer, nuwe verhoudings op te bou en diens te verbeter moet
die munisipaliteit voortdurend die mensehulpbronbestuurspraktyke wat reeds bestaan te evalueer om
vas te stel of hulle effektief genoeg is om dit in staat te stel om die gestelde doelwitte te bereik.
Kennis van organisasieklimaat-veranderlikes stel die bestuur ook daartoe in staat om die organisasie

se doelstellings te verwesenlik.

Plaaslike regering speel n sleutelrol daarin om n belofte van 'n beter lewe vir almal na te kom. Dit is
dus van kritieke belang vir sy werknemers om altyd optimaal te presteer en in hul dienslewering aan
die publiek aan al die beginsels van die Batho Pele te voldoen. Al die beginsels van genoemde beleid
is verweef en rig kollektief al drie sfere van regeringspogings om dienslewering te transformeer en te
bespoedig. Bestuurders op alle viakke bmoet. personeellede ondersteun met betrekking tot
diensverantwoordelikheid sodat personeellede gewaardeer, gemotiveerd, ingelig en uitgedaag voel om

hul bes te lewer ter wille van die mense vir wie hulle tot diens is.

Die doelwitte van hierdie studie was om die betroubaarheid en geldigheid van die OCQ-instrument,
die HRPQ-instrument en die SSPPQ-instrument te bepaal, om persepsies van dienslewering deur die
munisipaliteit te bepaal, asook om die verhouding tussen mensehulpbronpraktyke en organisasie-

klimaat in die munisipaliteit vas te stel.

In Artikel 1 en Artikel 3 is werknemiers van die munisipaliteit geteiken en in Artikel 2 is inwoners van

die munisipaliteit afsonderlik geteiken. Die studiepopulasie van die munisipaliteit het werknemers van
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bestuurs- en nie bestuurskategorieg ingesluit, en die studiepopulasie van die inwoners het die publiek
vir wie die munisipaliteit tot diens is, betrek. 'n Dwarsdeursnee-ondersoekontwerp is benut om die
navorsingsdoelwitte te bereik. Drie gestandaardiseerde vraelyste is in die empiriese studie gebruik,
naamlik die Organisational Climate Questionnaire, die Human Resource Practices Questionnaire, en
die Standard of Service as Perceived by the Public Questionnaire. Beskrywende statistiek,
faktoranalise, Cronbach alfako&ffisiénte, korrelasies, MANOVAS en regressie-analise is aangewend

om die data te analiseer.

In Artikel 1 het die resultate n vier-faktorstruktuur vir OCQ aangetoon. Statisties en prakties
betekenisvolle verskille is tussen organisasieklimaat-dimensies en sommige van die biografiese
kenmerke gevind, naamlik ouderdom, diensjare en posvlak. Werknemers met meer diensjare ervaar
hoér vlakke van organisasieklimaat as werknemers met minder diensjare. ‘n Betekenisvolle verskil in
kommunikasie is tussen posvlak 1 en posvlak 3 gevind, werknemers in ho&r posisies kommunikeer

nie goed met werknemers op laer vlakke nie.

Met betrekking tot Artikel 2 het die studie n twee-faktorstruktuur onttrek, naamlik Konsultasie en
Effektiwiteit. Die skale het aanvaarbare interne konstantheid getoon. Die meeste Batho Pele-beginsels
het negatiewe response by die publiek ontlok. Die resultate het getoon dat kliénte wat aangedui het dat
hulle nie voldoende oor dienste gekonsulteer is nie, ook gemeen het dat die dienste wat hulle ontvang
nie, effektief is nie. Kennis van die diensomgewing is waargeneem as swak, en konsultasie oor diens

is as ’n uitdaging beskou. Die publiek het ook responsiwiteit as swak beoordeel.

In Artikel 3 het die skale aanvaarbare interne konstantheid getoon en het ook n verhouding tussen
mensehulpbronbestuurspraktyke en organisasieklimaat bevestig. Responsiwiteit/samewerking en
mensehulpbronontwikkeling het die meeste bygedra tot mensesorg (as komponent van die klimaat
binne die munisipaliteit). Supervisie, mensehulpbronontwikkeling, responsiwiteit/samewerking,
werknemerondersteuning en erkenning het bygedra tot struktuur (as komponent van
organisasieklimaat). Openheid, terugvoer en responsiwiteit/samewerking het die meeste bygedra tot
effektiwiteit. Erkenning, responsiwiteit/samewerking, supervisie en openheid was die beste

voorspellers van die belewing van kommunikasie.

Gebaseer op die resultate, is aanbevelings aan die hand gedoen rakende dringende optrede van die kan

van die munisipaliteit, asook vir toekomstige navorsing.

X1



CHAPTER 1
INTRODUCTION

This thesis is about organisational climate, organisational practices and service delivery in the

Rustenburg municipality of the North West Province in South Africa.

In this chapter, the problem statement is discussed. The research objectives are set out, which
include the general objective and specific objectives. Following this, the research method is

explained and an overview of the chapters is presented.
1.1 PROBLEM STATEMENT

In recent years, the environment in which companies operate have changed considerably. The
global economy can be seen as a driving force behind this change and has led to extensive
restructuring in most organisations. Companies are faced with a need to achieve greater
economic efficiency and to adapt more flexibly in order to respond to changing market
conditions. Seeking to become more competitive on a global scale, organisations have looked
for ways to become more flexible in order to respond better to fluctuations in demand for
products and services. In this regard Axel (1996) states that flexibility will be a defining
attribute for organisations hoping to survive in the 1990s and beyond. Familiar and rigid
organisational structures were operating procedures that worked well in more predictable
times, but are no longer appropriate today in the ever-changing business environment

(Olmstead & Smith, 1997).

Change, as constant as it is in today’s business environment, seems to touch on every aspect
of organisational life. According to Pendlebury, Grouard and Meston (1998), no business can
escape the need for change, as it evolves in the context of a more rapidly changing
environment. Within this realm, organisations can either submit to or initiate change. To be

able to stay in business, however, change will have to be accommodated.

It is widely accepted that the single most valuable asset of any organisation is its human
asset. It may be said that only organisations that appreciate their staff as much as their capital

resource will succeed in today’s marketplace. If human resource professionals are to be
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successful in developing their staff, they have to, amongst others, take employees’ economic,
social and psychological needs into consideration. This is difficult to achieve in a South
African workplace, which is becoming increasingly more diverse as a result of the changing

socio-political climate (Human, 1996).

Public service transformation is one of the top priorities in the agenda of the South Afiican
government. Whilst there are numerous policy documents on improved, economic, and
efficient service delivery, the most important one is The White Paper on Public Service
Delivery of 1997 ( Batho Pele SA, 1997). The Batho Pele initiative was one where aspiration
to be citizen focused was embraced. The difficulty is that often the flow of information and
insights regarding what customers need are lost and diluted on its way to the decision-making
core of the organisation for the following reasons:
o The frontline official is not empowered to listen and make promises on behalf of the
organisation.
o The locus of decision-making is so far up the hierarchy that the message is lost along
the way.
s Although the organisation listens to the needs of its “customers™ it simply does not

have the capacity to respond due to lack of process or “talent™.

Organisations need to start asking the question why talented people want to join their
companies, and what they must do to retain and optimise talent. Attracting and retaining new
managers will depend on the quality of the work environments organisations can create
(Laschinger, Purdy, Cho, & Almost, 2006). Research done by Kaye and Jordan-Evans (2000)
indicates that more than 2000 respondents from diverse industries and functions gave career
growth, learning and development, exciting work and challenge, meaningful work, making a
difference and contribution, autonomy and sense of control over your work as some of the
most common reasons for staying with a company. Birt, Wallis, and Winternitz (2004),
identified challenging and meaningful work, advancement opportunities, manager integrity
and quality, empowerment and responsibility and new opportunities as the most important

reasons why talented people will stay in the company.

Talented people desire challenging environments because they are consistently appraising

their learning curve and the level of impact and accountability. If they are not growing,



learning and meaking a real difference, they move on. They also like working in an
organisational climate where they experience “high bandwidth” relationships, deep,
collaborative and rich conversational contexts where they are challenged as much as being
able to challenge. The role of a leader therefore is to work full time on the maintenance of

such organisational climate (Van der Westhuizen, 2006).

In terms of Chapter 7 of the Constitution of the Republic of South Africa (1996), local
government is described as a distinct sphere of government in its own right and no longer a
function of National or Provincial government. It is a sphere of government closest to the
community, and this strategic position makes it the ideal tool for developmental government.
The objective of Local Government in terms of Section 152(1) of the Constitution of South
Africa (1996), indicates that each and every municipality must strive to achieve within its
financial and administration capacity, to provide democratic and accountable government for
local communities, to ensure that services are provided to communities in a sustainable
manner, to promote a safe and healthy environment, and to promote community participation

in local affairs.

The quest for service delivery in South Africa has increased over the past decade. This is
evident from the conduct of local communities and citizens that embark, amongst others, on
mass actions and taking public officials hostage in an effort to force government to improve

service delivery (Abedian, Strachan, & Ajam, 2001).

In many municipalities, the run-up to the elections has been plagued by service delivery
protests reminiscent of the uprisings against apartheid in the 80s. The curent public sector
has had huge expectations thrust upon their shoulders, having to now spread its limited
resources even more thinly across a much larger “customer base” of South African citizen,
yet it does seem imperative for a service agency with finite resources to make sure that all its
efforts are aligned to deliver that which people truly need in partnership with them (Van der
Westhuizen, 2006).

The creation of a healthy and motivating organisational climate therefore is imperative and
should be the aim of management of any organisation. According to Furnham (1997),
organisational climate is a complex set of forces which has a direct influence on those who

work in it. According to Litwin and Stringer (1968), a number of factors can influence the
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development of the organizational climate. Among these are (a) the history of the climate (b)
the constraints imposed by the formal organizational system and the task, and (c) the needs,
values, and initial expectations of the members. However, the most important and dramatic
determinant of climate seems to be the leadership style utilised by managers or by informal
leaders. The emphasis on leader puts on adherence to rules, the kinds of goals and standards
he/she sets, and perhaps most importantly, the nature of his/her informal relationships and

communications with people, as this will have a huge impact on the climate.

Measuring organisational climate should be the aim of the management of any organisation.
What one can measure, ultimately determines what one can manage, and measuring
organisational climate is imperative to understanding how the organisation functions at the
core (Furnham, 1997). Knowledge of climate variables enables management to direct those
forces towards the accomplishment of organisational goals. Such knowledge provides
managers with a link between their organisation’s procedures and practices and the concerns
and needs of individual workers. Managers should know how different procedures and
practices will stimulate the worker needs and how worker motivation can be enhanced

(Huselid, 1996).

Kanter (1994) proposes that companies need to switch incentives from careers, status and
promotion, to personal reputation, teamwork and challenging assignments, finding ways of
making work challenging and involving so it becomes a source of loyalty, which translates
into a new kind of security. Kanter (1994) uses the term “employability security” for this new
type of security. From this, it can be concluded that if companies wish to retain talented

people they need to create the environment in which people feel motivated.

Despite the flood of idealistic intellectuals who moved from the struggle and its grassroots
into the reconstituted public service, today, the biggest challenge facing municipalities and
other state organisations is the retention of talent (Van der Westhuizen, 2006). The tenure of
black professionals in the public sector has become more and more brief, a stepping stone to
better working conditions and a less politicised career in the private sector. This leaves the
public sector as the “last resort” for many talented individuals and it becomes very difficult to

maintain technical excellence.



In spite of a growing body of evidence to support the enormous financial performance
obtained through effective people management, organisations are still moving in the opposite
directions by utilising human resource practices contrary to what is known regarding sound
people management (Huselid, 1995; Huselid, Jackson, & Schuler, 1997; Templer &
Hofmeyer, 1989; Pfeffer, 1998). Notwithstanding the opposite findings of effective people
management, companies continue to pursue restructuring and retrenchments as a means to
increase organisational effectiveness and decrease expenses. This is very often detrimental to

people management.

Management theorists often distinguish between “sense and respond” organisations on the
one hand and “make and sell” organisations on the other. The latter believes it knows what its
customers want and pushes it out through one—directional distribution channels (Van der
Westhuizen, 2006). The other type of the organisation entirely focused on learning about the
ever-changing needs of its customers’ requirements to then produce ever more new solutions.
Good human resource practices, in terms of selection practices will determine who gets hired,
and if properly designed, will identify competent candidates and accurately match them to the
job. The use of proper selection devices will increase the probability that the right person will

be chosen to fill the post.

The other major goal of human resource practices in terms of performance evaluation
processes 1s to assess accurately an individual’s performance contribution, as a basis for
making reward allocation decisions. If performance evaluation process emphasizes the wrong
criteria or inaccurately appraises the actual job performance, employees will be over or under
rewarded. This can lead to negative consequences such as reduced effort, increase in
absenteeism, or search for continuous and alternative job opportunities (Robbins, 1998). The
content of performance evaluation has been found to influence employee performance,

organisational climate and enhanced service delivery.

This study will focus on three different aspects contributing to the understanding of service
delivery, in the municipal environment. The first aspect that will be looked into will be
organisational climate in the municipal area. The relevance of organisational climate is clear
to Veldman (1995), who asserts that, organisational climate refers to the psychological
structures of organisations and their subunits, and can also be described as the personality of

the organisations’ internal environment. The internal environment is influenced by various
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forces and in turn influences aspects such as employee achievement, behaviour, attitudes and
communication. Organisational climate may affect the quality of service delivered and
organisational commitment, and can also influence perceptions of employees (Tovey &

Adam, 1990).

Secondly, service delivery in the municipality will be assessed by the public falling under the
jurisdiction of the municipality, and the psychometric properties of the Standards of Service
delivery as Perceived by the Public Questionnaire (SSPPQ) will be validated. Service
delivery by municipalities in South Africa, and specifically in the North West Province, is
regarded as poor, resulting in mass protests. According to Tapscott (2007), communities have
lost trust and confidence in service delivery by municipalities. Riekert (2001) defines service
delivery as the provision of a product or service by a government body to a community that

was promised, or which is expected by the community.

Thirdly, human resource management practices in the municipality will be examined and the
psychometric properties of the Human Resource Practices Questionnaire (HRPQ) will be
validated. Kgwele, (2009), reports that the North West Province is faced with backlogs in
service delivery and do not have the capacity and means to meet its growth and development
targets. It has also been recognised that lack of service delivery in the municipalities was
caused by a range of other factors, namely poor team spirit, lack of appreciation and
recognition from managers/supervisors, hostile communication, low levels of trust, and the
unwillingness of managers or supervisors to allow employees to produce initiatives and take
responsibilities for certain aspects of their work (Mlambo-Ngcuka, 2006). It is important to
study the human resource management practices in the municipalities. It is also important to
understand how human resource management practices are being executed and implemented
in the municipality. It is expected that organisational climate will reflect a positive

relationship with human resource management practices.

According to Stavrou-Costea, (2005), human resource management practices are significantly
related to service delivery. One may therefore surmise that an identification of human
resource practices, challenges and prospects are essential for accelerated service delivery.
When these practices are aligned with the needs of internal and external customers,
companies are likely to succeed (Robbins, Odendaal & Roodt, 2003). In order to benefit from

these challenges, service organisations must effect radical alterations in their structures and
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improve on their human resource practices. Human resource practices, such as performance
management systems, human resource development, employee support and control, employee
recognition and empowerment, improve service delivery (Ichniowski & Shaw, 2003). The
results from the first two parts of this study, namely organisational climate and service

delivery will also be taken into account.

It is against this backdrop that this study seeks to focus, on organisational climate, service
delivery and human resource practices in the municipality of Rustenburg in the North West
Province of South Africa. The need for valid and reliable instruments for measuring
organisational climate, service delivery and human resource practices is imperative for the

municipality to be able to deliver services as promised to the communities it serves.

However, from the literature there appears to be no valid instruments for measuring
organisational climate, service delivery and human resource management practices for South
African municipal employees and the public the municipality serves. Furthermore, due to the
multicultural nature of the South African society, municipal employees would be drawn from
these diverse cultural backgrounds.

The following research questions emerged from the problem statement:

e How is organisational climate conceptualised in the literature?

e What is the construct validity and reliability of a measure of organisational climate in a
local government in South Africa?

o What is the organisational climate in a local government in South Africa and how does it
differ between different demographic groups?

e How is service delivery in local government in South Africa conceptualised in literature?

e What is the construct validity and reliability of a measure of service delivery in a local
government in South Africa?

e What challenges of service delivery exist in the municipality?

e How is human resource management practices conceptualised in the literature?

e What is the construct validity and reliability of a measure of human resource practices in
a local government in South Africa?

e What is the relationship between human resource management practices and

organisational climate in a local government in South Africa?



1.2. RESEARCH OBJECTIVES

The following research objectives have emerged from the problem statement:

1.2.1 General objective

The general objective of this research is to assess the reliability and validity of the

Organisational Climate Questionnaire (OCQ), the Human Resource Practices Questionnaire

(HRPQ) for the municipal employees of the Rustenburg municipality, and the Standards of
Service as Perceived by the Public Questionnaire (SSPPQ) for the public who fall under the

municipality, and to determine the relationship between human resource management

practices and organisational climate in the municipality.

1.2.2 Specific objectives

The specific objectives of this study are:

To conceptualise organisational climate from the literature.

To invesﬁgate the reliability and validity of the OCQ and HRPQ for municipal
employees.

To investigate whether the levels of organisational climate, of the municipal staff differ in
terms of the demographic characteristics.

To conceptualise service delivery in local government in South Africa from the literature?
To assess the construct validity and reliability of a measure of service delivery in a local
government in South Africa.

To determine challenges faced by the public in relation to service delivery.

To investigate the reliability and validity of the SSPPQ for the public in the municipality.
To determine challenges faced by the municipal staff in relation to service delivery.

To determine the relationship between organisational climate and human resource
management practices in the municipality.

To make recommendations to management in relation to organisational climate, human

resource management practices and service delivery in the municipal