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REMARKS 

The reader is reminded of the following: 

•	 The reference as well as the editorial style, as prescribed by the Publication Manual 

of the American Psychological Association (APA) (5 th edition) was followed in this 

dissertation. This practice is in line with the policy of the Programme in Industrial 

Sociology of the North-West University. 

•	 This disseltation is submitted in the fonn of two research articles. 

•	 Each chapter of this dissertation has its own reference list. 
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SUMMARY
 

Title: The employment-and psychological contract in the Department of Education in the 

Sedibeng West District: A case study. 

Key words Employment relationship, psychological contract, employee obligations, 

employer obligations, job satisfaction, organisational commitment, the employee's 

intention to quit. 

The changes in the political landscape in South Africa have exacerbated major 

transfonnation of the society and all other aspects of life, including education. It is in this 

view that transformation of the education sector resulted in the changes \vithin the 

employment relationship, as well as the psychological contract between educators and the 

Department of ~ducation. This is further explained by the changes experienced in both 

the employer and employee's obligations. Furthermore, these changes have a tremendous 

influence on the depee of job satisfaction, organisational commitment, as well as an 

intention to quit among educators. 

The primary objective of this research is to investigate the employment- and 

psychological contract of educators in the Sedibeng West District of the Gauteng 

Department of Education. The measuring instruments, i.e. employer's obligations, 

employee's obligations, job satisfaction, organisational commitment, as well as intention 

to quit questionnaires, were used in the empirical study. 

A cross-sectional survey desig11 was conducted among 298 educators (including school 

managers) in the Sedibeng West District. A response rate of 75% (224 respondents) was 

obtained. 

The results indicate a practically significant correlation coefficient of a medium effect 

between the employer and the employee's obligations, a negative correlation of medium 

effect between the employer's obligations and an employee's intention to quit, and no 
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significant relationship between the employee's obligations and nn employee's intention 

to quit. 

Furthermore, a practically significnnt correlation coefficient of medium effect was 

obtained between job satisfaction and an employee's intention to quit, and no significant 

relationship could be found between job satisfaction and organisational commitment. 

Lastly, a practically significant negative correlation of a medium effect was obtained 

between organisational commitment and an intention to quit. 

A multiple regression analysis indicates that 21 % of the variance in the employee's 

intention to quit was predicted by both the employer and employee's obligations. 

Organisational commitment and job satisfaction predicted 33% of the total variance. 

Recommendations for the Department of Education, as well as future research were also 

made. 
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OPSOMMING
 

Titel: "The employment- and psychological contract in the Department of Education in 

the Sedibeng West District: A case study" (OLe indicnsneming- en sielkundige kontrak in 

die Departement van Onderwys aan die Sedibeng- Wes distrik: 'n Gevallestudie) 

Sleuteitermc: Werksverhoudinge, sielkundige kontrak, werknemersverptiginge, 

werkgewcrsverplil:,>tinge, werkstevredenheid, organisatoriese verpligtinge, die 

werkenemer se beoogte diensbeeindif,rlng, 

Die politieke verwikkelinge van Suid-Afrika het die transformasieproses in die 

samelewLng, asook die onderwysstelseJ op 'n negatiewe wyse bei'nvloed. In hierdie lig 

vind die gevolge van dLe transformasie ook neerslag in die werksverhoudinge binne die 

onderwyssektor, asook in die sielkundige kontrak tussen opvoeders en die Departement 

van Onderwys. Hierdie kan dan ook verder ondersoek word deur te kyk na die 

veranderinge wat geskied het binne die werksverpligitnge van beide die werknemer en ­

gewer. Hierdie veranderinge het ook 'n geweldige invloed op werkstevredenheid, 

organisatoriese verpligtinge, asook die werknemer se beoogte diensbeeindiging. 

Die primere doelwit van hLerdie navorsingstuk is om die indiensneming- en sielkundige 

kontrak tussen opvoeders en die Departement van Onderwys aan die Sedibeng-Wes 

Distrik te ondersoek. Die maatstawwe wat gebmik word in hierdie empiriese verslag stuit 

in werknemersverpligtinge, werkgewersverpligtinge, werkstevredenheid, orgal1lsatoriese 

verpligtinge, asook die werknemer se beoogte diensbeeindiging. 

'n Dwarssneeopnameontwerp was gebruik onder 298 opvoeders vanuit die Sedibeng-Wes 

Distrik (Vanderbijlpark). Terugvoer van 224 vraelyste (75%) is ontvang, 

Die resultate toon 'n prakties-beduidende korrelatiewe koeffissient met 'n gemiddeJde 

effek tussen die werknemer- en werkgewerverpligtinge, negatiewe korrelasie van 'n 

gemiddelde effek tussen die wcrkgewerverpligtinge en 'n werknemer se beoogte 
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diensbeeindiging, en geen merkwaardige vervvantskap tussen die werknemerverpligtinge 

en syfhaar beoogte diensbeeindiging nie. 

Verder is daar 'n prakties-beduidende kOlTelatiewe koeffissienl met 'n gemiddelde effek 

verkry tussen werkstevredenheid en die werknemer se beoogte diensbeeindiging, asook 

geen merkwaardige vervvantskap tussen werkvoldanigheid en organisatoriese verpligtinge 

nle. 

Laastens is daar 'n negatiewe korrelasie van 'n gemiddelde effek tussen organisatoriese 

veI1Jligtinge en die werknemer se beoogte diensbeeindiging. 

'n Meerduidige regressie-analise toon dat 21 % van die variasJe in die werknemer se 

beoogte diensbeeindiging voorspel was deur beide die werknemcr- en werkgewer se 

verpligtinge. Organisatoriese verpligtinge en werkvoldanigheid het 33% van die algehde 

variasie voorspel. 

AanbeveJinge vir die Departement van Onderwys, asook toekomstige navorsmg IS 

voorgestel. 

x 



CHAPTER 1
 

INTRODUCTION 

The purpose of this dissertation is to investigate the employment- and psychological 

contract of educators in the Sedibeng West District of the Gauteng Department of 

Education. 

The focus of this chapter will first be on the problem statement. This will be followed by 

the research objectives, which include both general- and specific objectives. The last 

aspects to be dealt with will be the research method as well as the division of chapters. 

1.1 PROBLEM STATEMENT 

An employment relationship commences only when parties conclude a contract of 

service. Prior to the conclusion of the contract, neither party has any rights against the 

other, seeing as, at this stage, there are merely prospective employees on the one hand 

and prospective employers on the other (Grogan, 2003). An employment relationship 

comes into being by viliue of a valid employment contract. Wl1ereas the contract of 

employment consists only of the special arrangements relating to work that are agreed 

upon by employer and employee, the employment relationship encompasses the entire 

legal relationship between contracting parties. TIle rights and obligations concerned may 

be laid down in an individual contract, by a collective agreement or by law 

(Bezuidenhout, Garbers & Potgieter, 1998). 

The employment relationship is reciprocal. When parties conclude an employment 

contract, they each incur certain rights and obligations (Bendix, 2001). The employer is 

entitled to the employee's labour, and the employee is obliged to supply it. Also, the 

employee is entitled to remuneration, and the employer is obliged to pay it. However, the 

employment relationship obviously involves more than simply an exchange. Firstly, it is 

a cOIltinuing relationship, in which parties interact as human beings, secondly, the 

employee's entitlement to remuneration cannot be adequately satisfied unless the 



employer provides the environment and where-withal to assist the employee to work to 

the best of his or her 3bility (Grogan, 2003). 

Employment relationships in South Africa, as well as in most of the industrialised world 

are changing due to fundamental shifts in the work setting and the nature of work (Nel, 

Swanepoel, Kirsten, Erasmus & Tsabadi .. 2005). Economic changes, technological 

innovation and industrial restructuring have proved to be crucial factors influencing 

labour markets, organisations, the nature of jobs 3nd work activity. lncreased global 

competition is another critical trend demanding a capacity for rapid ch3nge, which poses 

major challenges for cooperation between companies and their employees (Rollinson, 

1993; Tsaksson, Bernhard, Claes, de Witte, Guest, Krausz, Mohr, Peiro, & Schalk, 2003). 

Recently, the demands on teaching have shown a major increase and these pressures have 

been triggered by a changing country. According to McDonald and Van del' Lind" 

(1993), primary school educators sometimes have to handle very large classes of 

approximately 40 learners, placing a lot of pressure on the teacher. Educators are also 

faced with various tasks to complete, pupils to attend to and conflicting demands of their 

work roles (Montgomery, 2004). Furthermore, as a result of policy changes and 

transformation in the education sector, variolls other stressors exist in the teaching 

domain, such as a lack of discipline in schools, an increasing workload, low wages and 

valious other conditions (Jacobs, 2002). 

Niehoff and Paul (2001) stale that the employment relationship is governed by tlle 

psychological contract, which in their opinion can be described as each party's beliefs 

about what it is entitled to receive, and obligated to give, in exchange for the other party's 

contribution. The psychological contract can be used to explain the everyday 

employer/employee relationship as displayed in some studies (e.g. Conway & Briner, 

1998). Psychological contracts are further defined as a set of mutual obligations and 

implicit promises, as perceived by the employee (Conway, 1996; Robinson, 1996; 

Rousseau, 1990; Rousseau, 1995). The contract refers to the employee's perceptions of 

what the employers owe them (Robinson, Kraatz & Rousseau, 1994). Due to widespread 
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organisational changes in temlS of downsizing, global competition and restructuring, 

many researchers have proposed that the traditional promise of lifetime employment in 

return for hard work is no longer <lpplicuble und that, as a result, employees often feel 

betrayed by their employers (Bard wick, 1991; Morrison & Robinson, 1997). Research 

suggests that \vhen employees believe that promises and obligations are unmet or 

unfulfLlled by the organisation) they are more likely to report 8 decrease in perceived 

obligations to their employer, lower citizenship behaviour, reduced organisational 

commitment, and decreased job satisfaction (Robinson, 1996; Robinson & Rousseau, 

1994; Robinson & Morrison, 1995; Robinson & Morrison, 2000). 

Two types of psychological contracts have been distinguished, i.e. transactionul and 

relational. Transactional contracts involve specific exchanges between the employer and 

the employee over a definite period of time (e.g. competitive wage mtes). Trunsactionul 

terms are usually short-term and performance-reluted. Relational contracts involve open­

ended, less specific agreements that establish and maintain a relationship, such as 

developmental opportunities und long-term career puths Relational terms ure long-tenn 

and non-specified (MacNeil, 1985). 

Several studies have operationulised psychological contracts as obligations promised by 

the employer involving u subset of the foHowing: high salaries, promotions and 

advancement, pay based on performance, long-tenn job security, career development, 

sufficient power and responsibility, training and career development, and support with 

personal problems (Robinson, 1996; Robinson & Morrison, 1995; Rousseau, (990). 

According to Hilltrop (1996), limited research has been conducted about the concept of 

psychological contracts and contract violation in the public sector. This might be because 

the public sector has often been regmded uS one of the most job-protected environments. 

Rigid formal stmctures huve often served to keep far from all forms of "modern" 

munagement practices that may, in one way or another, disrupt the traditional 

employment relations of job security, guaranteed job udvancement by seniority and 

payment by status and runk in return for loyalty, respect and tmst. 
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[t can therefore be said that the psychological contract, in public service, is stable and not 

subject to change. In this regard, Lord and Hartley (1998) argue that "the issue [of 

organisational change] may be particularly problematic in the public sector, where 

transformational change can be complex to enact". 

In one study, Van Ruitenbeek (1999) conducted a survey among 171 public sector 

managers. The results indicate that most of the traditional contract terms that employees 

valued in their employment are violated. These include, amongst other things, job 

insecurity and diminished opportunities for career development. [n addition, the study 

indicates significant differences between members in the public sector who perceive 

contract violation and those who did not on important work constnlcts like organisational 

support, job satisfaction and intention to quit. Guest and Conway (1997, 1998) further 

emphasise that violations are more likely to become frequent given the transitory nature 

of employmenl relations. 

The situation of lhe modern day educator is a complex one. This can mainly be ascribed 

to the complicated network of faceted relationships in which the educator is involved, 

which include relationships with learners' parents, the general public, learners, the state 

as employer and the organised teaching profession (Oosthuizen, 80tha, Mentz, Roos, van 

der Westhiuzen & van Kerken, 2003). 

According to Smit (2001), education policy for educational change only becomes a 

reality once it is implemented at micro-level or al classroom leveL Teachers are the key 

role players in this implementation phase and are, more often than not, the silent voices in 

the process, ignored and often discounted at this stage of educational change. How they 

experience and understand these changes or how the human side of policy change is 

contextualised remains a problem in South Africa. 

With the dawning of the democracy in 1994, demands were made to overhaul the whole 

educational system. In the process of overhauling the whole educational system, people 

were affected in different ways. During this process, teaching personnel were seriously 
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affected as most changes revolved around them. For example, the right-sizing process as 

well as the redeployment of the teaching personnel caused stress and conflict in many 

schools around the Gauteng Province (Mahlangu, 1998). MahJangu (J 998) also states that 

all these changes and new developments led to stressful and conflicting situations to an 

extent that some of those educators who had been affected by the changes were admitted 

to hosp~tals due to stress. On the contrary, the Department of Education did not recognise 

stress as an illness that can cause educators to be absent from their posts. 

This study intends to verify the employment and psychological contracts the educators in 

the Sedibeng West District have with the Department of Education. Various aspects of 

the psychoJo!:,rlcaI contract, including the employment contract, attitudes towards the job 

Uob satisfaction and organisational commitment), employer- and employee obligations, 

and an intention to quit will be focused on. 

From the above-mentioned problem statement, the following research questions arise: 

•	 What is the relationship between employment relations, employment contract and 

psychological contract In research literature? 

•	 What is the relationship between employment relationship, psychological contract 

and employment obI igations? 

•	 What is the role of employee's obligations and employer's obligations in detennining 

an employee's intention to quit? 

•	 Do healthy employment relations enhance a positive psychological contract between 

employees and employers? 

•	 Do healthy employment relationships and a positive psychological contract lead to 

greater job satisfaction and organisational commitment? 

•	 Are employees who experience a positive psychological contract and a favourable 

employment relationship less likely to have an intention to quit their current 

employer? 

•	 Do different demographic characteristics influence job satisfaction, organisational 

commitment and an intention to quit differently? 

5 



1.2 RESEARCH OBJECTIVES 

The objectives of this research are divided into a general objective and specific 

objectives. 

1.2.1 General objective 

Based on the problem statement, tIle general aim of this research is to investigate the 

employment- and psychological contract of educators in the Sedibeng West District of 

the Gauteng Department of Education. 

1.2.2 Specific objectives 

The specific objectives are: 

•	 To conceptual ise employment relations, the employment contract and the 

psychological contract, as well as the relationship between these constructs; 

•	 To determine the correlation between employment relationship, psychological contract 

and employment obligations; 

•	 To determine the role of employee and employer obligations in detennining an 

employee's intention to quit; 

•	 To determine if healthy employment relations enhance a positive psychological 

contract between employees and employers; 

•	 To determine if healthy employment relations and a positive psychological contract 

lead to greater job satisfaction and organisational commitment; 

•	 To invesrigate wllether employees who experience a positive psychological contract 

and a favourable employment relationship are less likely to have an intention to quit 

their current employer; 

•	 To determine the relationship between demographic factors and an employee's 

intention to quit; and 

•	 To make recommendations for future research. 
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1.3 RESEARCH METHOD 

The research method of this article consists of a literature review, as well as an empirical 

research. 

1.3.1 Literature review 

In the literature review, the focus is on prevlolls research that was conducted on the 

psychological contract. The following databases will be consulted: 

• The internet; 

• Emerald; 

• Library catalogues; 

• EBSCO host; and 

• Academic Search Premier 

A study of approprlate primary and secondary sources containing authoritative 

publications, books, journals, newspapers and research reports will be consulted to gather 

relevant infonnation regarding the concept of a psychological contract. These 

consultations will be linked to the results of the questiormaires in an attempt to reach a 

conclusion and make recommendations to the Gauteng Department of Education. 

1.3.2 Empirical study 

The empirical study includes the research design, studied population, measunng 

instruments, and statistical analysis of data gathered. The P.\ycho!ogical Contract across 

Employment Situatiuns (PSYCONES) questionnaire will be used to investigate the 

psychological contract between educators and their employers (the Department of 

Education). The first part of the questionnaire consists of an effort to define employment 

contract in terms of duration and period of notice, other relevant information affecting 

employment situation such as working hours, a second job, as well as tenure on the 
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employee's present job, as well as the individual's personal information (family situation, 

educational background). 

The largest part of the PSYCONES questionnaire consists of scales aiming to measure 

perceptions of the job, the employee's attitudes to'vvards hislher job, as well as the 

employer and employee's well being. The scales and measures evaluated an exploratory 

factor anal ysis and reliability test (internal consistency, Chronbach's alpha). The seal es in 

previous research were acceptable in terms of internal consistency if the alphas with a 

limit above 0.70 are accepted (Isaksson, et aI., 2003). 

1.3.2.1 Research design 

The purpose of research design is to plan and structure a research project in such a way 

that it enhances the ultimate validity of the research's findings (Mouton & Marais, 1992). 

A survey design (questionnaire) will be used to achieve the research objectives. 

The specific design is the cross-sectional design, by means of which a sample is 

randomly drawn from the educator population at a particular point in time (Shaughnessy 

& Zechmeister, 1997). Random selection is important if one wishes to draw accurate 

conclusions about the entire group of interest. 

1.3.2.2 Study population 

The participants in this research are educators in the Sedibeng West Education District. A 

total of 298 questionnaires were issued and a positive response rate of 75% was obtained 

as 224 respondents completed the questionnaire. Various educators from different 

schools (primary and secondary) and different post levels have been randomly selected 

from the entire population of educators in this district. Questionnaires have been handed 

out to all the schools listed on the research request form. 
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1.3.2.3 Measuring instruments 

The	 following questionnaires will be used in the empirical study: 

•	 The Biographical Information Questionnaire (BfQ) was constructed in order to 

obtain relevant biographical data about the participants in the research. The 

biographical information includes gender, age, status, qualifications, and family 

status. 

•	 The Job SaLi...,jaction Questionnaire (JSQ) by Brayfield and Rothe (1951) as cited in 

Price (1997) will be used to measure the perceived job satisfaction of the participants. 

The original questionnaire consisted of 18 items of which only four will be used for 

the purpose of this study. The items are rated on a widely used Likert-type scale, 

varying from 1 (strongly disagree) to 5 (strongly agree). The following statements are 

found on this questionnaire: "[ am not happy with my job"; "I am often bored with 

my job"; "Most days I am enthusiastic about my job"; and "I find enjoyment in my 

job". In the study conducted by Brayfield and Rothe, items on job satisfaction are 

reported to have had a Cronbach alpha coefficient of 0.87 (Price, 1997). In this study, 

a Cronbach alpha coefficient of 0.76 was obtained, which reflects the intemal 

consistency of this measuring instrument 

•	 The Organisational Commitment Questionnaire (OCQ) as developed by Cook and 

Wall (1980) will be used to assess the extent to which educators feel committed to 

their employer. The original questionnaire consisted of nine items. For the purpose of 

this study, only five items were used. The items are also rated on a 5-point Likert­

type scale with I being "strongly disagree"; and 5 being "strongly agree". The types 

of statements reflected on this questionnaire are "I am quite proud to tell people who 

it is I work for", HI would be reluctant to change to another employer", "I feel myself 

to be part of the organisation", "I am making some effort, not just for myself but for 

the organisation as weJ(" and "To know that my own work contributes to the good of 

the organisation would please me". On organisational commitment, the study 

conducted by Cook and Wall, obtained a Cronbach alpha coefficient of 0.87 (Cook & 
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Wall, 1980). In another study conducted by Cartwright and Cooper on the same 

questionnaire, Cronbach alpha coefficients ranging fTom a = 0.60 to 0.91 were found 

(Cartwright & Cooper, 2002). [n this study, a Cronbach alpha coefficient of 0.79 was 

obtained, indicating the internal consistency of the measuring instrument. 

•	 The Intention tn Quit Questionnaire (1QQ) (Price, 1997) is a modified version of 

Isaksson's (2002) questionnaire of intention to quit. It was measured by using four 

items, namely "I would be reluctant to leave this job" and its reverse code (Price, 

1997). The Cronbach alpha coefficient in previous studies (lsaksson, 2003; de 

Cuyper & de Witte, 2000) range from a = 079 to 0.82. The IQQ measures the 

employee's desire to leave the employer rather than his/her actual intention to quit. 

1.3.2.4 Statistical analysis 

In essence, statistical analysis entails the analyst breaking down data into constituent 

parts to obtain answers from the various research questions, thus testing research 

hypotheses (Kerlinger, 1986). For the purpose of this study, the statistical analysis will be 

carried out with the Statistical Package for the Social Sciences (SPSS) prob,rramme 

(S PSS, 2006). Desclipti ve statistics (c .g. means, standard deviations, skewness and 

kurtosis) will be used to analyse the data. Kerr, Hall and Kozub (2002) state that 

descripti ve statistics summarise the characteristic of the data set. 

Alpha coefficients and inter-item correlations will be used to detennine the validity and 

reliability of the questionnaires. Also, the multiple regression analysis will be done to 

detennine the predictive value of variables. 

MANOYA and ANOYA will be used to detennine the significance of the difference 

between biographic groups. Multivariate Analysis of Yariance (MANOY A) will be used 

to detennine the significance of differences between biographic groups, while Analysis of 

Yariance (ANOYA) is a procedure llsed for comparing samples to detennine whether 
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there is sufficient evidence to infer that the means of the corresponding population 

distributions also differ (George & Mallery, 2003). For the purpose of this research, 

Univariate Amlysis of Variance will be Llsed. According to De Vas (\ 998) univariate 

anafysis means that one variable is analysed, mainly with a view of describlng that 

varlable. Kerr el 01., (2002) adds that one-way ANOVA's are employed to address 

research questions that focus on differences in terms of one dependent variable and one 

independent variable. The independent variable has two or more levels of variance, e.g. 

gender (male and female). 

The General Linear Model, in which two-way analysis of variance is conducted, wlll be 

utilised in this resemch (George & Mallery, 2003). In accordance with this research, two­

way analysis of variance indicates a between-subject factors participation of 148 males 

and 76 females. 

Mulril'oriafe Tests and the Levine's Test 0/ Equality of Error Variances are also used. 

Levine's Test of Equality of Error Variances examines the assumption that the variance 

of each dependent variable is the same as the variance of all other dependent variables 

(George & Mallery, 2003). [n accordance with this research, the error of variance of the 

dependent variables is equal across groups. 

Estimated Marginal Means are also used in this research. For each of the dependent 

variables, marginal means and standard errors are given a level of independent variables. 

Standard error is the standard deviation divided by the square root of N (George & 

Mallery, 2003). 

Post HOC Tests are used for each dependent variable and, for the purpose of this 

research, Tukey's HSD tests are utilised. Kerr et 01. (2002), as well as George and 

Mallery (2003) state that SSPS displays the difference between the following means: the 

standard error of this difference, as well as its possible significance, and the 95% 

confidence interval of the difference. In this article, based on the observed means, the 

mean difference is significant at the 0.05 level. 
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1.3.2.5 Research procedure 

In cooperation with the Gauteng Provincial Department of Education, the researcher will 

fill out research request fOnTIS and send them via the district office to the Gauteng 

Department of Education's head office. Upon approval, concerned management teams 

will be approached and the purpose of the research explained. A thorough explanation of 

ethical considerations will be given to the subjects of the research. Thereafter, 

questionnaires will be handed to the management teams who will ensure distribution to 

other educators in various post levels. A maximum time frame of seven days to complete 

the questionnaires will be given to the participants. 

l.... CHAPTER DIVISION 

Chapter 1:	 Introduction, problem statement and objectives. 

Chapter 2:	 Article J: Employer's obligations, employee's obligations and the 

intention to quit among educators in the Sedibeng West Education 

District. 

Chapter 3:	 Al1icle 2: The relatiol1ship between job satisfaction, organisational 

corrunitment, and the educator's intention to quit on the psychological 

contract of educators in the Sedibeng West Education District. 

Chapter 4:	 Conclusions, limitations and recommendations. 

1.5 CHAPTER SUMMARY 

From the above, it is evident that the cOl1cepts of employment relatiol1ship, as well the 

psychological contract, were outlined in the problem statement and the research 

objectives (general and specific) were clearly defined. Another aspect that was fully 

elaborated on was the research method, which includes a literature review and empirical 
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study. In Lhis case, the empirical study includes the research desi~TJ1, the studied 

population, statistical analysis, as well as the research procedure. The last aspect was the 

division of chapters that outlined exactly what each chapter discusses. 
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EMPLOYER'S OBLIGATIONS, EMPLOYEE'S OBLIGATIONS AND THE 

INTENTION TO QUIT OF EDUCATORS IN THE SEDIBENG \-VEST DISTRCT 

T.E. MORE 

Worf.cwefl: Research Unil for People, Policy & Performance, School 0/ Behavioural 

Sciences, North-West Universi(v, Vaal Triungle Campus 

ABSTRACT 

The primary objective of lhi~ research is to detcnnine the relalionshir between the employer anLi 

employee's obligations and the intention to quit among educators in the Department of Education in the 

Sedibeng Wesl District. A cro~$-sectional survey Liesign was conLiucteLi among 298 eLiucators in the 

SeLiibeng West District (Vanderbijlrark). Only 224 resrondents comrletcJ the questionnaire, which is a 

response rate of 75%. The Employer's Obligl.1fions, Employee's Obligalions and [l1ll?nlion 10 QUI/ 

questionnaires were aLiministered to achieve the research objectives. The re::.ults show that the majority of 

the rarticipanls (87.9%) haLi a pennanenl contract with the Derartment of ELiucation and they know what 

their job responsibilities email. The rcsults also show that 67.4% of the rarticirants perceive their salaries 

us unrelated to their rersonal perfonnances anLi 56.7'Vo show thaI their cmrloyer proviLies them with a 

reasonably secure job. 

OPSOMMING 

Die hoofLioelstel Ii ng van hierLiie navorsing is om Liie verhouding tussen werkgcwerverpligtinge, 

wcrknemerverpJigtinge en beoogde LiiensbeeinLiiging onder orvoeLicrs in die Derartemcnt van OnLicrwys in 

die Sedibeng-Wes Distrik te beraa1. 'JI Dwarssneeornameontwerp was gebruik onLier 298 opvoeders vanuit 

Liie Seuibeng-Wes Distrik (Vunuerbijlpark). Terugvoer van 224 vraclyste (75%) is ontvang. Vraely5te 

rakende werkgewerverpligtinge, werknemcrverpligtinge en die werknemer se beoogLie Liicnsbeeindiging IS 

onder die dcclnemers versrrei. Resultatc uui dal Liie meerdcrheiu resrondente (R7.9%) n pennanentc 

kontrak mel Liic Departemenl van Onderwys hel en Lial hierLiic groep bewus IS van hulle 

vcrantwoordelikheLie rakcnde die uitvoer van hulle pligtc. Die resultate toon ook dal 67.4% van Liie 

rcsronLicnt nie llUlle salarissc nie verwant beskou mel hulle persoonlike insette in hulle werk nie. VerLicr 

uui 56.7% aan Liat hulle voel hulle werkgcwcr aan hulle 'n reLielikc male van werksekurileit bieLi. 

* The jinancial assistance of Ihe NaliOlla! Research Foundalioll (NRF) towards Ihis research is herehy acknowledged. 
Opinions expressed and conclusions arrived 1.11, are thaI o( the author and are not necessarily 10 be oUrihuled {() the 
Naliona! Research Foundalion. 
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INTRODUCTION
 

The current changes that have taken place in South Africa as a result of the advent of 

democracy, have led to fundamental changes in various aspects of employment. This lS 

apparent in the changes in the workplaces that have been exacerbated by increasingly 

competitive markets, increased use of technology, globalisation, changing employment 

relations legislation (Loring, 2003), affinnative action policies and the transformation of 

the education system. Cappell i (1999) and Rousseau (1997) state that terms such as 

downsizing and restructuring are commonplace in the world of employment and many 

employees can no longer expect to have a lifelong career in the same organisation. 

In the education sector, one national department was created out of runeteen departments 

and nine provincial departments were also established (Myburgh & Poggenpoel, 2002). 

Other changes that have placed a lot of pressure on the teaching profession include the 

introduction of a new curriculum, new education legislation, rationalisation process, 

threats of retrenchment and redeployment (Jacobs, 2002; Mvula, 200 I) and a lack of 

physical resources. These have negatively affected the morale of many educators in 

South Africa (Mvula, 2001). 

Over the recent years, the demands on teaching have increased incredibly and these 

pressures have been triggered by a changing country. According to McDonald and Van 

der Linde (1993), primary school educators sometimes have to handle very large classes 

of approximately 40 learners, placing a lot of pressure on the teacher. Educators are also 

faced with valious tasks to complete, pupils to attend to and conflicting demands of their 

work roles (Montgomery, 2004). Furthermore, as a result of policy changes and 

transfOImation in the education sector, various other stressors exist in the leaching 

domain, such as a lack of discipline in schools, an increasing workload among educators 

and lower salaries (Jacobs, 2002). 

From the changes and challenges mentioned above, it lS evident that the nature of the 

employment relationship between educators and the Depmtment of Education has 
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consequently been affected. As a result of the changes in the employment relationship, 

the psychological contract the educators have with the Department of Education has also 

been affected. These changes also have an influence on the obligations each party 

(employer or employee) have in the employment contract. According to the researcher, 

the perception of the fulfilment of oblig:.ltions by the employee has an influence on the 

employee's intention to quit or his/her desire to remain in the employment. In the 

subsequent discussion, the employment contract and psychological contract, along with 

the employer's and employees obligations will be conceptualised. 

The objective of this study is to determine the relationship between the employer's 

obligations, the employee's obligations and the intention to quit among educators in the 

Sedibeng West District of the Gauteng Department of Education. 

THE NATURE AND DIMENSIONS OF THE EMPLOYMENT RELATIONSHIP 

An employment relationship commences only when parties conclude a contract of 

service. Prior to the conclusion of the contract, neither party has any rights against the 

other, seeing as, at this stage, there are merely prospective employees on the one hand 

and prospective employers on the other (Grogan, 2003). An employment relationship 

comes into being: by virtue of a valid employment contract Whercas the contract of 

employment consists only of the special arrangements relating to work that are agreed 

upon by employer and employee, the employment relationship encompasses the entire 

legal relationship between contracting parties. The rights and obligations concerned may 

be laid down in an individual contract, by a collective agreement or by law 

(Bezuidenhout, Garbers & Potgieter, 1998). 

The employment relationship is reciprocal. Employers hire employees to provide labour, 

to produce commodities or to render services, which contribute to the business objectives 

of the enterprise (the chief aim of which is profit). Employees provide their labour in 

return for remuneration and the opportunity to exercise and improve their marketable 

skills. When parties conclude an employment contract, they each incur certain rights and 
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obligations (Bendix, 2001). The employer is entitled to the employee's labour, and the 

employee is obliged to supply it. Also, the employee is entitled to remuneration, and the 

employer is obliged to pay it. However, the employment relationship obviously involves 

more than simply an exchange. Firstly, the relationship is continuous and the parties 

interact as human beings. Secondly, the employee's entitlement to remuneration cannot 

be adequately satisfied unless the employer provides an environment for the employee to 

work to the best of his or her ability (Bendix, 2001; Grogan, 2003). 

This employment relationship is complex, partly because of its multidimensional nature. 

The economic dimension of this relationship derives from the fact that the primary parties 

are engaged in a relationship of exchange. The employees give their energy, knowledge, 

skills, abilities and productive time in return for some sort of reward, which is economic 

or financial. Money as the medium of exchange is therefore central to the employment 

relationsllip (Swanepoel, Erasmus, Van Wyk & Schenk (1998). 

The legal dimension derives from the fact that the parties enter into a legally binding 

agreement and that there are specific laws and formal rules, which have an official 

bearing on the relationship between employer and employee. Some legalities pertain to 

the individual dimension of the employment relationship. In other ,vords, they pertain to 

the relationship between an individual employee and his/her employing organisation as a 

single legal entity. In this regard, one can think of the common law (law of contract), 

which forms the basis of the contract of employment between an employee and employer 

(S wanepoel et al., 1998). 

SwanepoeJ el al. (J 998) further adds that collective labour law ensures that there can be 

some sort of formality in the relationship thereof on the collective dimension - in other 

words, between labour as a group (including trade unions) with their representatives on 

one hand and employer(s) (and/or their representative organisations) on the other. This 

includes legislation relating to collective bargaining (such as dispute settlement and 

industrial action). The legal dimension can therefore also be referred to as the formal 
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dimension of the employment relationship because it forms the basis of the formal rights 

and duties of the parties. 

The social dimension gives the employment relationship its fornwl character. It revolves 

around the interaction and behaviour between people associated with the human activity 

of employment or work. The social or informal dimension thus refers essentially to 

human behaviour in organisations within the context of the collective dimension (in an 

individual and interpersonal context). Human beings as individuals and as group 

members all have certain feelings, needs, attitudes, and perceptions, etc, and therefore 

bring with them to the employment relationship the dynamics which flow from these 

social and psychological phenomena. This dimension can also be referred to as the so 

dimension of the employment relationship (Robbins, 2003). 

Niehoff and Paul (200 I) state that the employment relationship is governed by the 

psycholobrical contract, which, in their oplnion, can be described as each party's beliefs 

about what it is entitled to receive and obligated to give, in exchange for the other party's 

contribution. Shared understandings and reciprocal contributions for mutual benefit are 

the core of functional exchange relationships (8Iau, 1964) and constructive psychological 

contracts between workers and employers (Rousseau, 1995). Following the preceding 

discussion is the conceptualisation of the psychological contract and employment 

obligations engaged in an employment relationship. 

THE PSYCHOLOGICAL CONTRACT AND EMPLOYMENT OBLIGATIONS 

Psychological contracts have been defined as a set of mutual obligations and implicit 

promises as perceived by the employee (Robinson, 1996; Rousseau, 1990). The contract 

refers to employees' perceptions of what the employers owe them (Robinson, Kraatz & 

Rousseau, 1994). Rousseau (1990) is of the opinion that psychological contracts are the 

individual beliefs in reciprocal obligations between employees and employers. Rousseau 

(1989) defines the psychological contract as: 
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·.. an individual's belieh' regarding the terms and conditions of a 

reciprocal exchange hetween the focal person and another party. Ke.v 

issues here include the belief thai a promise has been made and a 

consideration (4fered in exchange for it, binding Ihe parties La some sel 

ofreciprocal obligations. 

Two types of psychological contracts have been distinguished, i.e. transactional and 

relational contracts. Transactional contracts involve specific exchanges bet\veen the 

employer and the employee over a definite period of time (e.g. competitive wage rates) 

Transactional ternlS are usually short-term and pertormance related. Relational contracts 

involve open-ended, less specific agreements that establish and maintain a relationship, 

such as developmental opportunities and fong-tenn career paths. Relational tenns are 

long-term and non-specified (MacNeil, J 985). 

Rousseau (1990) defines psychological contracts as an individual's bel iefs regarding 

reciprocal obligations. Beliefs become contractual when the individual believes that he or 

she owes the employer certain contributions (e.g. hard work, loyalty, sacrifices) in return 

tor certain inducements (e.g. high pay, job security). As perceived obligations, 

psychological contracts differ from the more general concept of expectations in that 

contracts are promissory and reciprocal. In the case of contractual expectations, the 

promise of reciprocity in exchange for some action or effort is the basis of the contract. 

The psychological contract is a form of employee/organisation exchange whicll focuses 

on employee perceptions of mutual obligations between the employee and employer 

(Rousseau, 1990; Shore & Tetrick, 1994). In line with Rousseau's conceptualisation 

(1989), perceived obligations and the extent to which those obligations are fulfilled 

represent the essence of the psychological contract. Perceived obligations set the 

parameters of this exchange, while fulfilment of obligations captures behaviour within 

exchange. Empirically, numerous studies have demonstrated that employees reciprocate 

perceived employer contract breach by reducing their commitment to the organisation 

(Coyle-Shapiro & Kessler, 2000), lowering their trust in the employer (Robinson & 
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Rousseau, 1994), reducing their performance (Robinson, 1996) and withdrawing 

organisational citizenship behaviour (Robinson & Morrison, 1995). 

Psychological contracts can be operationalised with two sets of terms: employee-focused 

obligations (i.e to be fulfilled by the employee) and employer-focused obligations (ie. to 

be fulfilled by the organisation). Employees with beliefs confonning to the predicted 

pattern of a relational contract are expected to report empJoyer- and employee-focused 

obligations that would reflect a long-tem1 relationship (such as loyalty on the part of the 

employee and job security provided by the organisation). Another pattern of employee­

and employer-focused obligations is expected to be consistent with a transactional view 

(e.g. hard work by employee and high pay by the organisation) (Rousseau, 1990). 

In a study conducted by Coyle-Shapiro & Kessler (1998), Rousseau and TijoriwalCl, 

(1998) and Tekleab and Taylor (200 1), it was confinned that employees reciprocate 

perceived employer obligations and the fulfilment of those obligations by adjusting their 

own oblig:.Jtj,ons and the extent to which they fulfil these obligations. In addition, 

employees' fulfilment of their obligations to the employer creates an obligation on the 

part of the employer to reciprocate. Therefore, in theory, the exchange relationship 

between the employee and the employer could be characterised as an ongoing repetitive 

cycle of conferring benefits that, in tum, induce an obligation to reciprocate (Rousseau & 

Tijoriwala, 1998). 

AIM OF THE STUDY 

The general objective of this article is to detennine the relationship between employer 

obligations, employee obligations and the intention to quit of educators in the Sedjbeng 

West District of the Gauteng Department of Education. 

Specific objectives 

•	 To conceptualise the relationship between the employment relationship, 

psychological contract and employment obligations; 
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•	 To determine the role the employer obligations and employee obligations have 0 

the employee's intention to quit; and 

•	 To determine the relationship between demographic factors and the employer's 

intention to quit as based on employment obligations. 

METHOD 

H.esearch design 

A survey design (questionnaire) was used to achieve the research objectives. The specific 

design is the cross-sectional design, by means of which a sample is randomly drawn from 

the educators' population at a particular point in time (Shaugnessy & Zechmeister, 1997). 

Cross-sectional designs are appropriate where groups of subjects at various stages of 

development are studied simultaneously, whereas the SUrVe)i technique o/data collection 

gathers information from the target population by means of questionnaires (Burns & 

Grove, 1993). The purpose of research design is to plan and structure a research project 

in such a way that it enhances the ultimate validity of the research findings (Mouton & 

Marais, 1992). Random selection is important if accurate conclusions about the entire 

group are to be drawn. 

Participants 

A total population of298 educators was targeted for this research and a positive response 

rate of 75% (n=224) was obtained. The studied population include educators, heads of 

departments, deputy principals and principals All these participants work in the Sedibeng 

West District of the Gallteng Department of Education. 

Tbe biographical characteristics of the studied population are detailed in Table 1. 
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Table I 

Compilation oj'Study Population (n=224) 
-

Item Category Frequency Percentage 
Gender M•.de (f) 139 62.1 

Female (2) 76 33.9 

Missing responses 9 4.0 

Total 224 100.0 

Age 24 years and younger (I) 2 0.9 

25 - 35 years (2) 47 20.9 

36 - 45 years (3) 77 34.3 

46 - 55 years (4) 71 31.7 

56 years and older (6) 17 7.5 

Missing responses 10 4.5 

Total 224 [00.0 

Qualification Grade 10- 12 (l) 5 2.2 

Diploma (2) 92 41.1 

Degree (3) 51 22.8 

Post-graduate degree (4) 54 24.1 

Missing response 22 9.8 

Total 224 100.0 

Tem.ire Less than I year ( I) 4 17 

2 - 5 years (2) 33 ]4.7 

6 ­ I0 years (3) 36 ] 6. I 

II - 20 years (4) 67 29.9 

Longer than 21 years (5) 77 34.0 

Missing Responses 7 3.1 

Total 224 100.0 

Table I indicates that the majority of the participants (62.1 %) are male and only 33.9% 

are female. The predominant age in thLs population faIls in the age S'TOUp of 36--45 years, 

totalling 34.3% of the participants. In terms of qualifications, the majority of the 
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participants (41.1%) have teaching diplomas, while 24.1% have or are pursuing post­

graduate degrees. A further 22.8% has Bachelor of Education (B.Ed) degrees. 

Furthennore, Table I indicates that the majority of the participants (34.0%) have worked 

for the Department of Education for a period longer than 2l years. 

Measuring instruments 

The following questionnaires will be used in the empirical study: 

•	 The Employer Obligations Questionnaire (ErOQ) as developed by Isaksson, 

Bemhard, de Witte, Guest, Krausz, Mohr, Peiro & Schalk (2003) was used to 

gather data on the promises and commitments the employers sometimes make to 

their employees. The questionnaire consists of 15 items arranged along a 6-point 

frequency-rating scale with 0 being "No" and 5 being "Yes, and promise fully 

kept". Typical questions on this questionnaire range from "Has your organisation 

promised or committed itself to provide you with interesting \-\lork?" to "Has your 

organisation promised or committed itself to help you deal with problems you 

encounter outside work'?" In the study conducted by Mpotane (2007), a Cronbach 

alpha coefficient of a = 0.93 was obtained, indicating the internal consistency of 

this questionnaire. In this study, a Cronbach alpha coefficient of a = 0.93 was also 

obtained. 

•	 The Employee Obligations Questionnaire (EeOQ) developed by Isaksson, et. al. 

(2003) was utilised to determine some promises and commitments that people 

sometimes make to their organisation. The questionnaire consists of 16 items 

arranged along 6-point frequency-rating scale with 0 being "No" and 5 being 

"Yes, fully kept promise". Examples of questions on this questionnaire vary from 

"Have you promised or committed yourself to go to work even if you don't feel 

particularly well?" to "Have you promised or committed yourself to work 

enthusiastically on jobs yml would prefer not to be doing?" Ln the study 

conducted by Mpotane (2007), a Cronbach alpha coefficient of a = 0.88 was 
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found. In this study a Cronbach alpha coefficient of a := 0.90 was obtained. These 

findings con finn the internal consistency of the measuring instrument. 

•	 The Intention to Quit Questionnaire (IQQ) (Price, (997) is a modified version of 

Isaksson's (2002) questionnaire of intention to quit. It was measured by using 

four items, namely "I would be reluctant to leave this job" and its reverse code 

(Price, 1997). The Cronbach alpha coefficient in previous studies (Jsaksson, 2003; 

de Cuyper & de Witte, 2005) range from a = 0.79 to 0.82. The IQQ measures the 

employee's desire to leave the current employer rather than his/her actual intention 

to quit. 

Sta tistical an alysis 

In essence, statistical analysis entails the analyst breaking down data into constituent 

parts to obtain answers from the various research questions, thus testing research 

hypotheses (Kerlinger, 1986) For the purpose of this study, the statistical analysis wiJl be 

carried out with the SPSS programme (SPSS, 2006). Descriptive statistics (e.g. means, 

standard deviations, skewness and kurtosis) will be used to analyse the data. Kerr, HaJ! 

and Kozub (2002) state that descriptive statistics describe or summarise the characteristic 

of the data set. 

Alpha coefficients and inter-item correlations will be used to detennine the validity and 

reliability of the questionnaires. Also, the multiple regression analysis will be done to 

detennine the predictive value of variables. 

MANOVA and ANOVA will be used to detennine the significance of the difference 

between biographic groups. Multivariate Analysis of Variance (MANOV A) will be used 

to detennine the significance of differences between biographic groups, while Analysis of 

Variance (ANOV A) is a procedure used for comparing samples to determine whether 

there is sufficient evidence to infer that the means of the corresponding population 

distributions also differ (George & Mallery, 2003). For the purpose of this research, 
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Univariate Analysis of Variance will be used. According to De Vos (1998) univariate 

analysis means that one variable is analysed, mainly with a view of describing that 

variable. Kerr et af., (2002) adds that one-way ANOVA's are employed to address 

research questions that focus on differences in terms of one dependent variable and one 

independent variable. The independent variable has two or more levels of variance, e.g. 

gender (male and female). 

The General Linear Model, in which two-way analysis of variance is conducted, will be 

utilised in this research (George & Mallery, 2003). In accordance with this research, two­

way analysis of variance indicates a between-subject factors participation of 148 males 

and 76 females. This indicates a 62. I% response from males and a 33.9% response from 

females out of a combined total of 224 respondents. 

Multivariate Tests and the Levine '5 Tes' oj' Equali(v oj' Error Variances are also used. 

Levine's Test of Equality of Error Variances examines the assumption that the variance 

of each dependent variable is the same as the variance of all other dependent variables 

(George & MaHery, 2003). In accordance with this research, the error of variance of the 

dependent variables is equal across groups. 

Estimated Marginal Means are also used in this research. For each of the dependent 

variables, marginal means and standard errors are given a level of independent variables. 

Standard error is the standard deviation divided by the square root of N (George & 

Mallery, 2003). 

Pos' HOC Tests are used for each dependent variable and, for the purpose of this 

research, Tukey's HSD tests are utilised. Kerr et af. (2002), as well as George and 

Mallery (2003) state that SSPS displays the difference between the following means: the 

standard error of this difference, as well as its possible significance, and the 95% 

confidence interval of the difference. In this article, based on the observed means, the 

mean difference is significant at the 0.05 level. 
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RESULTS 

Descriptive statistics and Cronbach alpha coefficients for educators (n = 224) working in 

the Sedibeng West District of Gauteng Department of Education are reported in Table 2. 

Table 2 

Descriptive Statistics and Cronbach ALpha Coefficients a/the ErOQ. EeOQ and IQQ 

Mean SD Skewness Kurtosis a 

Employer obi igalions 54.26 I ~ 14 -0.31 -0.78 0.93 
Employee obligations 82.60 11.06 -1.92 5.87 0.90 
Intention to Quit 285 0.79 0.39 -0.78 0.8'1 

Inspection of Table 2 shows that acceptable Cronbach alpha coefficients were obtained 

for all the scales and are considered to be acceptable compared to the guideline of a > 

0.70 (Nunnally & Bernstein, 1994). ]t is fmiher evident from the infornlation reflected in 

Table 2 that the scores of the measuring instruments have a normal distribution with 

skewness and kurtosis smaller than one with the exception of kurtosis for employee 

obligarions being larger than one. It therefore appears that all the measuring instruments 

have acceptable levels of internal consistency. 

Next, the product-moment correlation coefficients for educators working for the Gauteng 

Department of Education in the Sedibeng West District were analysed. The results are 

reported in Table 3. 

Table 3 

Product-Moment correlation coefficients between ErOQ, EeOQ and IQQ 

2 3 

1. Employer obligations 1 

2. Emr10yee obligations 0.33 I 

3. Jntention to quit -0.46 -0. J5 

** CorrelatIOn IS signlfkant al the 0.0 I level (2-tailed). 
+ Correia lion IS practically significant [>0.30 (medium effect) 
++ Correlation IS practically significant r>0.50 (large elkcl) 
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Table 3 indicates that a practically significant correlation coefficient of a medium effect 

was obtained between employer obligations and employee obligations. A practically 

significant negative correlation of a medium effect was also obtained between employer's 

obligations and an intention to quit. No statistically or practically significant relationship 

could be found between employee's obligations and hislher intention to quit. 

A simple principal component analysis was conducted on 15 items of the ErOQ. An 

analysis of eigenvalues (larger than one) and the scree plot indicates that two factors 

could be extracted, which explains 59.61 % of the total variance. The results of the factor 

analysis for the ErOQ are presented in Table 4. 

Table 4 

Principal component analysis ofErOQ 

[tern Component Component 

17a ProvIde you WIth interesting work? 

17b Prov,de y~u WIth a reasonably securcJelb 

17c Provide you With good pay for the work you do? 

17d Provide you with a job tbal is cktflenging? 

1k Allow yOll [0 participate In r'CClsiun-mal.J/·,g? 

17fProvide you witt· ;:\ cucer? 

17g Provide a good workin~ Jlfllosphere? 

17h t.",ure fair treatment by managers?
 

171 Be Oexlbk ;" matching demands of non-work roles With work?
 

\ 7) Provide possibilities to work together In a pleasant way?
 

17k Provide you OPix:l1unilies 10 advance and grow?
 

17\ Provide you WIth a ~afe work.in~ environment? 

17m Improve your future employment prospects? 

17n Provide:\O environment fTee of violence ,md !nras,menl':' 

170 Help you deal wllh pr"biems you cncowllcr oUlsidc work? 

2 

0.57 0.57 

ltG. 0.08 

055 0.54 

0.68 O::~4 

075 0.04 

060 ·018 

080 -0.24 

078 -0.29 

0.75 0,0-1 

0.83 -0.22 

078 -0.04 

0.79 -0,26 

0.76 !Hl ­

0.78 -0.1° 

063 0.24 

Exlractlon Methoti: PTincipal Componem AnalySIS 
a 2 components extracted 
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As illustrated in Table 4, the principal component analysis resulted in two factors. 

Furthermore, Table 4 indicates that all [5 items loaded significantly throughout the 

research. 

A simple component analysis completed on the EeOQ reflects 16 items which explains 

55.01 % of the total variance. Two factors with eigenvalues larger than one were obtained. 

However, the scree plot shows a linear break after the second factor and it \vas decided to 

extract two factors. A principal component analysis with an oblimin rotation was then 

performed on 16 items. The results of the factor analysis are shown in Table 5. 

Table 5 

Principal Component Analysis ojEeOQ with an Oblimin Rotation 

Item Component Component 
1 2 

19a Go to work even If you don't feel p,~rticu[arly \YelP 0.53 O.OfJ 

I 9b PrNect your company's image? 0.73 0.00 

19c Show loyalty to the organisation? 0.74 0.00 

19d Work overtime or extra hours when required? 0.72 rwo 
1ge Be poille to customers or the public even when they are bemg 0.71 0.00 

rude and w'lpleu~:~nt to you? 
19fBe a good ll:am player'7 074 0.00 

199 Tum Q,P for work on time? 0.66 0,00 

19h Assist others w1th their work? 0.74 0.00 

19i Volunteer 10 do tasks outsidc your job'! 0.70 It00 

9j Dev,;:loJl your skill to be able to perfoml well m tbis job? 0.84 0.00 

19k Meet the pcrfornl<\IlL~ cxpectati.OlJS for your job? 0.78 0.00 

19\ Accept an internal transfer if necessary? 0.00 0.5g 

19m PrOVIde the organisatIOn ",rith mnovative sug.gestions for impnlVemcnt') 0.66 0.00 

19n Develop new sk.ills and IJIlprove currcnt skills? 0.69 0.00 

190 Respect the rules and regulali.ons of the 'Company? 0.70 0.00 

19p Work enthllsiruilically on jobs you would prefer nol to be dOing" 0.58 0.00 

Extraction Meth(~J. Prinl'lpal Component Analysis. 
a 2 componcnrs extr;:tcted. 

As shown in Table 5, all items loaded significantly throughout. Table 5 further shows that 

the principal analysis with an oblimin rotation resulted in two factors. 

A simple component analysis that was carried out on 4 items of the IQQ showed one 

factor accounting for 66.27% of the total variance. A decision to extract one factor was 
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based on the fact that a scree plot reflected a sharp break after the first factor and that 

factor showed eigenvalues larger than one. The results of the factor analysis of the IQQ 

are presented in Table 6 below. 

Table 6 

Principal Component Analysis ofIQQ 

Item Component 

, 11,esc [lays. I often (~c1lik.e quinmg 0,83 

2. I want to quit my job ns soeJl1 35 Pf~ible 085 

3. Twould lik.e to stay with llllS L)rg:wlsEillDn as long as possible 0.77 

0,78 

OLllponeni Analysis. 

Il1spection of Table 6 indicates that the principal component analysis resulted m one 

factor. Furtbermore, all items loaded significantl y throughout 

To determine whether obligations (employer or employee) can predict the intention to 

quit of employees in the Sedibeng West District of the Gauteng Department of Education 

a multiple regressi011 analysis was carried out as illustrated in Table 7 below. 

Table 7 

Regression Ana~vsis betvveen employee's intention to quit, employer obligations and 

employee obligations 

Mode! Unstandard ised Standardised I P F R R2 Ml 
Coefficients C0effiClents 
8 SE. Beta 

1 (Constant) 3.95 0.15 26.41 D.OO 59.65 0.46 0.21 0.20 

Employer -0.02 000 -046 -7.72 0.00 

2 (Constant) 3.94 0]4 II 52 0.00 29.69 0.46 0.2\ 0.20 
Employer -0.02 0.00 -0.46 -728 0.00 
obligations 
Emp~oyee 000 0.00 000 0.04 0.96 
obligations 

a Dependent Variable: Intention to gillt 
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According to Table 7, the intention to quit was used as a dependent variable with 

employer obligations and employee obligations as independent variables. The results, as 

shown in Table 7, indicate that employer obligations (which were entered in the first 

step) predicted 21% of the total variance (F = 59.65, p<O.OI), thus it is not regarded as a 

significant predictor of the employee's intention to quit. With the inclusion of employee 

obligations (in step two), the results explain that a total variance remained the same at 

21 % (F = 29.69, p<O.Ol). In this case, it is evident that the regression coefficients of 

employer and employee obligations were statistically significant. Both constructs, as 

shown in Table 7, are not significant predictors of intention to quit. 

Next, MANOYA and ANOYA were analyses followed to determine the relationship 

between the employee's intention to quit and various demographic characteristics, such 

as class, gender, job classification, family and qualifications. Demographic characteristics 

were first analysed for statistical significance using Wilks' Lambda statistics. The results 

of the comparison are reported in Table 8. 

Table 8 

MANOVA -Difference in Intenrion to Quit levels ofDemographic Groups 

Variable Value F Of Partlal 
Eta 

Sq,mf 
Class 0.79 1.07 45 0.35 0.07 

Classify 095 0.71 12 0.73 O.Ot 

Gender 095 3.27 3 0.02* 0.04 

Family 0.94 1.93 6 0.07 0.02 

Qualifications 0.94 088 12 0.56 0.01 

P 

* Stalistically slgnJficant di['i"erence: p < 005 

In an analysis of Wilks' Lambda values, statistically significant difference was obtained 

for gender and not for class, job classification, family and qualifications. Table 8 also 

shows that there was a significant effect of gender on the dependent variable Intention to 

Quit (F ::= 3.27, p<0.05; Wilks' Lambda = 0.95; partial eta squared = 0.04). However, this 

effect was small (Cohen, 1988), where 4.4% of the variance is explained. 
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No other differences could be found with regard to the demographic groups and the 

intention to quit by the educators in the Sedibeng West District of the Gauteng 

Department of Education. 

DISCUSSION 

The general objective of this research is to detennine the relationship between the 

employer's obligations, the employee's obligations and the intention to quit among 

educators in the Sedibeng West District of the Gauteng Deparhnent of Education. As 

noted in the literature, the employment relationship is reciprocal. Employers hire 

employees to provide labour and to produce commodities or to render services, which 

contribute to the busi.ness objectives of tIle enterprise. Employees provide their labour in 

return for remuneration and the opportunity to exercise and i.mprove their marketable 

skills. When parties conclude an employment contract, they each incur certain rights and 

obligations (Bendix, 200l). As stated by Niehoff and Paul (200J.), the employment 

relationship is governed by the psychological contract, wh..ich, in their opinion, can be 

described as each party's beliefs about what it is entitled to receive, and obligated to give, 

in exchange for the other party's contribution. 

The results obtained with the product moment correlation coefficients indicate that a 

practically significant correlation coefficient of medium effect was obtained between 

employer and employee obligations. This finding corresponds with the findings of 

numerous researchers, including Coyle-Shapiro and Kessler (2002); Loring (2003); Van 

Zyl (2003) and Montgomery (2004). The results further indicate that a practically 

significant negative correlation of medium effect was also obtained behveen employer 

obligations and an employee's intention to quit. Furthermore, no statistically or 

practically significant relationship could be found bet\.veen the employee's obligations 

and hislher intention to quit. 

With regard to the validity of the measuring instruments, the ErOQ comprised of 15 

items which explains 59.61 % of the total variance and loaded significantly throughout. 
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Two components were extracted. In th.is study, this instrument obtained a Cronbach alpha 

coefficient which indicates its internal consistency. 

The EeOQ, consisting of 16 items, which explains 55.01 % of the total variances, resulted 

in two factors being extracted. However, all factors loaded significantly throughout. The 

instrument is regarded as having internal consistency because in this study, a Cronbach 

alpha coefficient of 0.90 was obtained. 

The IQQ comprised 4 of items, which explains 66.27% of the total valiance with one 

factor extracted. All factors loaded significantly. In this study, a Cronbach alpha 

coefflcient of 0.82 was obtained. In the study conducted by Price (1997) on turnover 

intention, a Cronbach alpha coefficient of 0.79 was obtained. The instmment is regarded 

as having an internal consistency. 

Regression analyses were used to determine wheU"lcr obligations (empioyer or employee) 

C;.l!1 predict an intention to quit by educators in the Sedibeng West District. A dependent 

variable is the employee's intention to quit, with the employer and employee obligations 

are independent variables. The results show that both employer and employee 

obligations predicted 21 % of the total variance. Thus, both constructs hold a predictive 

value with regard to the employee's intention to quit. 

MANOVA and ANOVA analyses were also followed to ddermine the relationship 

between intention to quit and various demographic characteristics such as class, gender, 

job classification, family and qualifications. Using these analyses, only gender 

contributed significantly to intention to quit, with a small effect (Cohen, 1988), where 

4.4% oftlle variance is explained. 

Th.is study provides insight into the role of obligations in an employment (employer 

obligations and employee obligations) relationship, but does present some limitations. 

Firstly, the sample size is not representative of all schools under Sedibeng West 
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Education District. Secondly, the length of the questiOImaires is another limitation as 

some respondents did not complete certain questions. 

Thirdly, the frequency scales of employer obligations and employee obligations (with 0 

being "No" and 5 being "Yes, promise fully kept"; "Yes fully kept promise") seemed 

confusing as some respondents were not clear as to whether employer obligations 

referred to their current institutions or to the Department of Education. Another limitation 

could be the issue of confidentiality. Some respondents could have answered the 

questions partially or totally inaccurate with the fear that they could be personally 

identified. In a letter accompanying the questiorlllaires, confidentiality was clearly 

emphasized and ethical considerations thoroughJy explained. 

RECOMNfEl\roATIONS 

Given the current pace of development in the education system, it is important that 

involved parties become aware of the effect of unfulfilled and umnet obligations. If 

employees ensure that their side of the contract is adequately fulfilled, the employer will 

likewise reciprocate and mutual attainment of obligations will be achieved. Mutual 

reciprocity of obligations results in a positive psychological contract and a lower 

intention to quit by the educators. 

in addressing the fulfilment of its obligations, the Department of Education in Sedibeng 

West District should consider restructuring remuneration packages, improving 

participative management, reducing the workload of educators, managing job related 

stress and improving schoo] safety, as these influence employees' perception of fulfilled 

obligations on the part of the employer. in addition, the Department of Education in 

Sedibeng West District should improve resource allocation to poorer schools, especially 

African schools, and provide psychological support for educators to enhance positive 

fulfilment of its obligations as perceived by employees. To this end, the department is 

well on its way to improving resource allocations to poorer schools. 
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On the other hand, a continuous eiTort must be made to increase knowledge ar.d 

awareness in the educators of the role they must play in fulfilling their obligations. If 

employee obligations are clearly spelt out, all educators will be fully conversant with 

their roles and engage in an effort to attain their obligations. This would support the 

notion of reciprocity in the employment relationship and lessen the likelihood of an 

intention to quit, because both parties will be fully knowledgeable of their promises and 

commitments (obligations). 

In tenns of future research, various education districts could be included, as well as 

provincial departments of education as little research exists in South Africa pertaining to 

the educator's obligations and the Department of Education's obligations and both of 

their roles in determining an intention to stay or quit. As the Psychological Contract 

across Employment Situations (PSYCONES) is a long questiOlmaire, only aspects 

pertaining to employer obligations and employee obligations could be researched at one 

point in time, thus gathering accurate and reliable responses from participants. 
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EDUCATION DISTRICT.
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ABSTRACT 

The primary objective of this research was to deterrrtine the relationship between job satisfaction, 

organisational commitment and the intention to quit among educators in the Sedibeng West Education 

District. A cross-sectional survey design was conducted among 298 educators at Sedibeng West District 

(Vanderbijlpark). A response rate of 75% (n=224) completed the questionnaire. The JSQ and IQQ were 

administered EO achieve the research objectives. The results show that the majority of the participants 

(87.9%) has a pennanent contract with the Department of Education and know what their responsibilitJes 

are in perfonning their jobs. The results show that a practically significanl correlation coefficient of a 

medium effect was obt.ajl1ed between job satisfaction and the employee's intention to quit. No statistically 

or practically significant relationship could be found between job satisfaction and organisational 

comrnitm.::nt. A practically significant negative correlation coefficient of a medium effect between 

organisational commitment and an intention 10 quit was also obtained. 

OPSOMMlNG 

Die hoofdoelstdling van hierdie navorsing is om die verbouding hJssen werkstevredenheld, toewyding aan 

die organisasie en beoogde diensbeeindiging onder opvoeders in die Sedibeng-Wes Ondef\vysdistrik vas Ie 

ste!. 'n Dwarssneeopnameontwe11l is gebruik onder 298 opvoeders vanuit die Sedibeng-Wes Distrik 

(Vanderbijlpark). Terugvoer van 75% (11=224) vraelyste is onlvang. Die resultate loon dat die meerderheid 

van deelnemers (87.9%) het 'n pemlanente kontrak met die Department van Onderwys en weet war bulle 

verantwoordlikhede behels. Die werkstevredenheid, toev.-)'ding aan die organisasie en beoogde 

diensbeeindiging vraelyste is versprei om die navorsingsdoelstellings te bereik. Resultate dui op 'n prakties 

beduidende korrelasiekoeffisient met '0 medium effek russen werkstevredenheid en beoogde 

diensbeeindiging. Geen statisties of prakties beduidende verband is tussen werkstevredenheid en 

toewyding aan die organisasie gevind rue. 'n Praktles beduidende negatiewe korrelasiekoeffisient met 'n 

medium effek is russen toewyding aan die organisasie eo beoogde diensbeeindiging van die werknemwer is 

gevind. 

* The finanCial assistance a/the National Research FOl1l1dalion (NRF) lowards this research is hereby acknoYl1edged. 
Opinions expressed and conclusions arrived ai, are (hat 0/ the author and are not necessarily to be attributed 10 the 
National Research Foundation. 



INTRODUCTION 

Flemming, Barton and Stanne (1998) state that many educators enter the field eager to 

teach, experiment, and create, only to experience what so many other professional 

educators have encountered, namely the fire to teach dwindling to a mere spark. The 

teaching profession is generally regarded as one of the most stressful and draining 

occupations in the world (McDonald & Van der Linde, 1993). Myburgh and Poggenpoel 

(2002) are of the opinion that the transfoffi1ation of the education sector without any 

support structures in place has placed even more strain on teachers. The post-apartheid 

government of South Africa has been aiming to rectify the legacy of the previous 

government, with one focus area being the redress of the educational system (Cross, 

Mungadi & Rouharri, 2002). 

Apart from the broad changes, such as affirmative action, some of the changes that the 

teaching profession has experienced include the move from nineteen departments of 

education to one national department and nine provincial departments. Another aspect 

evident of this change is the shift from mono-cultural schools, which have bccome 

multicultural schools (Myburgh & Poggenpoel, 2002). Other changes which have placed 

a lot of pressure on teachers include the introduction of the new curriculum, new 

education legislation, rationalisation process, threats of retrenchment and redeployment 

(Jacobs, 2002; Montgomery, 2004; Mvula, 2001). Furthermore, Jacobs (2002) adds that, 

as a result of the policy changes and transformation of the education sector, various other 

stressors exist in the teaching domain, such as a lack of discipline in schools, an 

increasing work-load, low salaries, inclusive education policy framework and various 

other conditions. 

With an the above-mentioned changes in the South African educational system, one is of 

the opin.ion that the employment- and the psychological contracts that educators have 

with the Department of Education have also been affected. This can be illustrated by the 

level of job satisfaction, organisational commitment and the intention to quit as displayed 
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by the educators working for the Department of Education. The latter constructs are 

concephlalised in the subsequent discussion. 

THE EMPLOYMENT- AND PSYCHOLOGICAL CONTRACT 

According to Swanepoel, Erasmus, Van Wyk and Schenk (1998), an employment 

relationship is essentially one of exchange and comes into being when a person is 

employed by someone else to do labour in exchange for some form of remW1eration. 

Without tlus employment relationship then, there can be, by definition, no labour-, 

employee- or industrial relations. It lS an inherently complex relationship exhibiting a 

simultaneous need for cooperation between non-management and management 

employees (due to muhlal interests) and a natural state of conflicting interests, 

perceptions and needs. 

An employment relationship comes into being by virtue of a valid contract of 

employment. Whereas the contract of employment consists only of the special 

anangements relating to work that are agreed upon bet\veen employer and employee, the 

employment relationslllp encompasses the entire legal relationslllp between contractiI1g 

parties (Bendix, 200 I). The rights and obligations concerned may be laid down in the 

individual contract or by collective agreement or law. This difference between 

employment relationsh.ip and the contract of emplo)"1nent is particularly evident in the 

situation where the contract of employment is invalid and the employee has already 

entered into employment. In these circumstances, there still exists a valid employment 

relationship with retrospective effect, including all rights and obligations betv.... een 

employer and employee (Bezuidenhout, Garbers & Potgieter, 1998; Grogan, 2003). 

Rousseau (1995) states that the psychological contracl can be defined as an individual's 

subjective belief in the reciprocal nature of the exchange relationslllp between him­

/herself and another party, based on the promises made or implied in their interactions. 

The psychological contract is a very subjective concept, wlllch influences an employee's 

bel1efs and behaviour in the workplace. From the recruitment stage of an employee's 
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work life to retirement or resignation, it can have a profound effect on the attitudes and 

well-being of an individual. 

The psychological contract really is an unwritten set of expectations between everyone in 

an organisation and, urtlike the written contract, is continually fluctuating (Niehoff & 

Paul, 2001). By nature, it is a higWy flexible and undefined set of terms, which are 

extremely interpretive by the individual. Although it is unwritten, it can be a significant 

detem1inant of behaviour in organisations and perceptions of violation can have lasting 

effects (Robinson & Rousseau, 1994; Rousseau, 1995~ Rousseau, 1997). 

The psychological contract has also been defined as the perceptions of both parties 

(employee and employer) regarding what their mutual obligations are towards each other 

(Robinson, Kraatz & Rousseau, 1994). These obligations will often be informal and 

imprecise: they may be inferred from actions or from what has happened in the past, as 

well as from statements made by the employer, for example, during the recruitment 

process or in perfonnance appraisals some obligations may be seen as 'promises' and 

others as 'expectations'. The important thing is that they are believed by the employee to 

be part of the relationship with the employer (Coyle-Shapiro & Kessler, 1998; Guest & 

Conway, 2002: Blau, 1964). Niehoff and Paul (2001) state that the employment 

relationship is governed by the psychological contract, '"vhich in their opinion can be 

described as each party's beliefs about what it is entitled to receive and obligated to give, 

in exchange for the other party's contribution. 

The psychological contract can be distinguished from the legal contract of employment. 

The latter will in many cases offer only a limited and uncertain representation of the 

reality of the employment relationship. The employee may have contributed little to its 

terms beyond accepting them. The nJ.t'..i;e and content of the legal contract may onJy 

emerge clearly if and when it comes to be tested in an employment tribunal (Guest & 

Conway, 2002). 
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The psychological contract, on the other hand, looks at the reality of the situation as 

perceived by the parties, and may be more influential than the formal contract in affecting 

how employees behave from day to day. It is the psychological contract that effectively 

tells employees what they are required to do in order to meet their side of the bargain, and 

what they can except from their job. In general, it may not indeed be strictly enforceable, 

though courts may be influenced by a view of the underlying relationship between 

employer and employee, for example, in interpreting the common law duty to show 

mutual trust and confidence (Guest & Conway, 2002; Swanepoel et al., 1998). 

Monison and Robinson (997) state that psychological contract is (often extremely) 

different from the details included in a formal job description. An employee's 

expectations can include security, financial rewards, informal recognition from the 

manager or employer, promotion opportunities, or a flexible approach to a "work/life" 

balance. Obligations can include: working to a ceJiain level of perfonnance, being seen to 

agree with the company "ethos", loyalty to the business and colleagues or real 

commitment to achieving business aim. When employees perceive that the employers 

have fulfilled their obligations towards the employees, job satisfaction results, and 

employees become more committed to the employer. 

JOB SATISFACTION 

In accordance with Locke (1976), job satisJaction can be defined as a pleasurable or 

positive emotional state resulting from the appraisal of one's job or job experience. 

Cranny, Smith and Stone (1992) adds that job satisfaction can be understood as a 

cognitive reaction to work, resulting from the incumbent's comparison of the actual work 

outcomes with the expected outcomes because of the work done. Job satisfaction is best 

understood as a discrepancy between how much a person wants or expects from the job 

and how much the person actua!ly receives (Steers, 1988). Steers (1988) defines job 

satisfaction as a positive emotional response to a job situation resulting from attaining 

what the employee wants and values from the specific job. Steers (1988) further adds 

that, when individuals perceive that the outcomes of the job are met or exceeded, they are 
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satisfied. When their expectations are not met, they feel betrayed and develop a sense of 

mistrust. 

Price (1997) defines job satisfaction as the degree to which employees have a positive 

affective orientation towards employment by the organisation. Berry (1997), as well as 

Ivancevich and Matteson (1996) and Robbins (2003) are of the opinion that job 

satisfaction is an individual's reaction to the job experience. These authors further 

maintain that various dimensions, namely salary increases, company benefits, challenges, 

supervision, co-workers, and worlOng conditions, safety, productivity, and the work 

ltself, influence the way a person feels about his or her job. 

Sempane, Rieger and Roodt (2002) further add that job satisfaction has to do ""'ith the 

individuals' perceptions and evaluations of their jobs. These perceptions are influenced 

by unique circumstances such as needs, values and expectations of and within the 

employment situation. People will evaluate their jobs on the basis of the factors only 

important to them (Thinane, 2005). Coetsee (1996) is of the opinion that the individual, 

who perceives his or her job as significant, feels higher levels of job satisfaction than 

those who think that their work adds little value to their lives. 

Hirschfeld (2000) distinguishes between intrinsic and extrinsic job satisfaction. 

According to him and Spector (1997), intrinsic job satisfaction is how people feel about 

the nature of the job tasks themselves, while extrinsic job satisfaction is how people feel 

about the aspects of the work situation that are external to the job tasks or work itself (for 

an example, the work environment). 

Ho (2005) states tha[ the psychological contract influences employee's work outcomes, in 

that the fulfilment of the psychological contract consequently leads to greater job 

satisfaction, an intention by the employee to stay with the organisation and the 

employee's trust in the organisation. Tn support of the latter, it is the opinion of the 

researcher that healthy and favourable employment relationships, as well as a positive 

psychological contract have a bearing on greater job satisfaction. This consequently leads 
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to a highly conunitted workforce with little intention to quit. Satisfied employees are 

likely to be more committed to the organisation and are also likely to stay longer in the 

organisation. Agho, Price and Mueller (1992) support this statement and confirm that 

employees who are satisfied with their jobs are likely to be better ambassadors for the 

organisation and show more organisational commitment. 

ORGANISATIONAL COMMITMENT 

Ivancevich and Matteson (1996) explain that corrunitment to an organisation involves 

three attitudes: (I) a sense of identification \V'ith the organisation's goals, (2) a feeling of 

involvement in organisational duties, and (3) a feeling of loyalty towards the 

organisation. Lutbans (1998), VakoJa and Nikolaou (2005), and Sui (2002) characterise 

organisational commitment by three factors, namely a strong belief in and acceptance of 

the organisation's goals and values, a willingness to exert a considerable effort on behalf 

of the organisation, and a strong desire to maintain membership in the organisation. 

Indi viduals come to organisations with certain needs, skills and expectations and they 

hope to find a work envir01illlent where they can use their abilities and satisfy their needs. 

When an organisation can provide these opportunities, the likelihood of commitment is 

increased (Vakola & Nikolaou, 2005). 

Allen and Meyer (1996) define organisational commitment as the psychological link 

between the employee and the organisation, which makes it less likely for the employee 

to willingly want to leave. According to Suhman and lIes (2000), organisational 

commitment has been perceived to improve an employee's performance, namely 

committed employees are assumed to work harder and put in more effort than the less 

committed employees. They are also expected to foster a better superior-subordinate 

relationship, to enhance organisational development, gro\vth and survival, to reduce 

withdrawal behaviours such as turnover, tardiness and absenteeism, and to have a 

positive impact on employees' readiness to innovate and create. 
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From the literature on orgarrisational commitment, it is evident that three dimensions of 

organisational commitment can be distinguished: 

•	 Continuance commitment - this refers to an employee's general awareness of the 

costs associated with leaving the organisation, especially when the employee 

perceives a lack of suitable alternatives and/or when the personal costs of leaving are 

too high; 

•	 Affective commitment - this refers to an employee's emotional attachment to 

identification with and involvement in his workplace; and 

•	 Normative commitment - this reflects the obligation to continue employment with 

the organisation. This obligation is influenced by society's norms about the extent to 

which employees ought to be committed to the organisation (Allen, Meyer & Smith, 

1993; Knights & Kennedy, 2005). 

Numerous studies have been directed at deterrn.ining casual antecedents of organisational 

commitment (Clugston, 2000; DeCottis & Summers, 1987). In accordance with other 

studies completed. aspects such as age (Allen & Meyer, 1990), gender (Angle & Perry, 

1981), tenure (Pheffer & Lawler, 1980) and qualification (Angle & Perry, 1981) have 

been found to have an impact on the levels of organisational commitment experienced. In 

general, age has been found to be positively related to organisational commitment (Allen 

& Meyer, 1996) with older employees becoming more attitudinally committed to an 

organisation for a variety of reasons, including !:,'Teater satisfaction with their jobs, and 

having received better positions (Th.inane, 2005). 

Mazibuko (1994) found that qualifications are inversely related to commitment, in other 

words, organisational commitment decreases as qualifications increase. Tenure (the 

length of service .in an organisation) also has an influence on organisational commitment. 

Mathieu and Zajac (1990) are of the opinion that, as individuals accumulate more years 

with an organisation, they are likely to acquire a greater investment and therefore be 

more committed to their jobs. In addition, the researcher is of the opinion that highly 

committed employees, who are highly satisfied with their jobs, are less likely to have an 

intention to quit their current jobs than their dissatisfied and less committed counterparts. 
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The next construct to be conceptualised is an employee's intention to quit. In this 

research, the construct wilJ, in many instances, be referred to as tumover intention as 

much research refers to "tumover" rather than an "intention to quit". 

THE EMPLOYEE'S INTENTION TO QUIT AND TURNOVER 

Turnover is defined by Carrell, Kuzmits and Elbert (1992) as the movement of employees 

out of the organisation. Price (1997) adds that turnover is the degree of individ'Jal 

movement across the membership boundary of an organisation. As turnover involves 

accessions and separations, most research on tumover examines separations. Price (1997) 

distinguishes between voluntary and involuntary tumover. Voluntary turnover is regarded 

as the one initiated by the employee, for example, quitting an organisation. Involuntary 

tumover is the movement not initiated by the employee, for example, dismissals, layoffs 

and terminations. This represents an employer's decision to end the employment 

relationship (Grant & VlTagar, 2004). 

Grant and Wagar (2004) add that turnover is thought to be affected by the attractiveness 

of staying in a current job and the relative availability of employment a!tematives. Most 

researchers have found a significant association between quitting/the intention to quit, 

and attitudinal measures ofjob satisfaction and organisational commitment (Hulin, 1991). 

Empirical evidence supports a positive relationship between perceived contract fulfilment 

and an employees' commitment to the organisation (Coyle-Shapiro & Kessler, 2000), 

organisational trust (Robinson, 1996), organisational citizensh.ip behaviour (Robinson & 

Morrison, 1995; Tekleab & Taylor, 2001), a negative association with neglect of in-role 

job duties (Tumley & Feldman, 2000) and tumover intentions (Tumley & Feldman, 

1997). In the study conducted by Beehr (1995), reasons why employees quit their jobs 

can be divided into two categories, namely repulsion and attraction: employees can be 

attracted to better altematives (attraction), and employees can be driven out of the 

organisation by something unpleasant in the organisation itself (repulsion). 
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Ford (2005) and Armstrong (2006) state that [Tom the exit interviews, which are 

interviews conducted to ascertain why people are leaving a company, employees leave 

for what is described as controllable reasons. Controllable reasons are defined as 

situations that are directly within the company's control to take action and change it. This 

includes areas such as the work environment, pay and benefits, relationships with 

supervisors and co-workers, scheduling, opportunities for advancement, opportunities for 

training and professional development, etmcal issues, job suitability, and job duties 

(Dibble, 1999). Ford (2005) adds that uncontrollable reasons include areas such as 

relocation of a family member, health problems of the employee or a family member, 

returning to school to study further, and general personal reasons. In all cases, more than 

half of the employees leave due to controllable reasons. Burud and Tumolo (2004) 

support the latter statement by stating that employees experiencing conflict between their 

work and family responsibilities are tlllee times more likely to consider quitting their jobs 

than those who are noL 

In the subsequent discussion, the researcher focuses on different studies on the 

employee's intention to quit, as well as the actual turnover of South African public school 

educators. 

The turnover intention and I"ate of public school educators: New research looking 

into the large numbers of South African teachers leaving the education sector shows 

that a majority of teachers was dissatisfied with their job. This is especially common 

among educators in tbe fields of teclmology, natural science and economics. Further, 

as the survey found, the AIDS pandemic is taking a growing toll on South Africa's 

educators, deepening the sector's crisis (Afrol News, 2005). 

The Human Sciences Research Council (HSRC) of South Africa has revealed the 

results of a study into the demand and supply of educators in the country's public 

schools. A "comprehensive survey" looked into worrying anecdotal reports, 

indicating that educators seem to be leaving the education profession in large 

numbers. Some of the reasons that were suspected for this occurrence incl ude low 
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morale, job dissatisfaction, AIDS and premature mortality (Education Labour 

Relations Council, ELRC, 2005). 

Researchers from several South African institutions produced seven reports based on 

several surveys. According to the HSRC, the reports largely confinn these anecdotal 

reports, demonstrating a growing crisis in South Africa's public education sector 

(Afrol News, 2005). For the purpose of this discussion, the following reports will be 

discussed. 

•	 Educators considering leaving the profession: A national survey of 21,358 

educators conducted by the HSRC reveals that 55% of educators have considered 

leaving the education profession "due to inadequate remuneration, an increased 

workJoad, a Jack of career development, professional recognition, dissatisfaction with 

work policies, and job insecurity" (ELRC, 2005). 

The study further reveals that two-thirds of educators who were considering leaving 

the education profession were in the rare fields such as teclmology, natural sciences, 

economics and business management. Reasons quoted include a low job satisfaction, 

job stress and violence in schools (Afrol News, 2005). 

According to ELRC (2005), the factors that prevent educators from considering 

leaVing the profession are participatory decision-making, unity among colleagues in 

their dedication to teaching, and discipline among learners. 

•	 Attrition and mortality: Studying the factual educator attrition rates (rates at which 

educators leave the profession) and trends in South Africa, researchers from the 

University of KwaZulu-Natal found that there is not a clear year-to-year growth in 

att.rition. The national rate was 9.3% in 1997/98, declining to 5.5% in 2000/01, before 

rising again to 5.9% in 2002103. The three largest causes of attrition were contract 

termination, resignation and mortality (Afrol News, 2005). 
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However, excluding contract termination, the proportion of attrition due to mortality 

(all causes) increased from 7.0% in 1997/98 to 17.7% in 2003/04. The propOliion of 

attrition due to medical reasons grew from 4.6% to 8.7% over the same period. This 

increase is mainly attributed to the growing AIDS pandemic in South Africa (Afrol 

News, 2005). 

According to ELRC (2005), the proportion of educators who resigned accounted for 

53% of all terminations - excluding contracts - by 2003/2004. This emphasises the 

great need for skilled educators, particularly those trained in English, Mathematics, 

Science and Accountancy. By 2002/2003, around 21 000 educators were leaving the 

system annually, although up to a third of these may re-enter the system after six 

months or more. 

Table 1 below indicates the reasons why the staff employed by the Gauteng Department 

of Education leaves the department. Various reasons are cited, as shown in Table 1 for 

the purpose of this study. Resi;!:plations of permanent staff members are considered and 

explain 26.6% of total resignations, with only a 3% of total employment. Accordingly, 

resignations as a total percentage of employment explain 11.2% difference. Please note 

that this data is only representative of the Gauteng Province and does not include other 

provinces. The data, as shovm in Table l, further alludes to a critical shortage of staffjng 

in the department and, according to the researcher, these impacts negatively in service 

delivery in the Gauteng Department of Educ1~;on. 
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Table 1
 

Reasons why sial/are leaving the Department ofEducation 

Percentage of Percentage 0 f Total 

Termination type Number total total Total employment 

resignations employment
 

Death, permanent 360 51 0.6 7037 62599
 

Resignation, permanent 1871 26.6 3 7037 62599
 

Resignation, temporary 2 7037 62599
 

permanent
 

temporary
 

health, permanent
 

permanent
 

Expiry of contract, 3939 56 6.3 7037 62599
 

Expiry of contract, 4 0.1 0 7037 62599
 

Discharged due to ilJ 40 0.6 0.1 7037 62599
 

Dismissal - misconduct, 41 0.6 0.1 7037 62599
 

Retirement, permanent 743 10.6 1.2 7037 62599
 

Other, permanent 37 0.5 0.1 7037 62599
 

TOTAL 7037 100 11.2 7037 62599
 

Gauteng Department of Education: 2006 (Annual Report, 2006/07). 

•	 HIV/AIDS among educators: A representative sample of 17 088 educators who 

gave an oral fluid or blood specimen for HIV-testing, show that 12.7% of these 

educators are HIV positive. The HSRC found that this is not significantly different 

from that of the general population. The analysis of tills data confirmed patterns of 

educator attrition and mortality consistent with the high levels of HIV-prevalence in 

South Africa (Afrol News, 2005). 

More than a fifth (22%) of the HIV-positive educator population would need
 

immediate antiretroviral therapy to secure their health and working ability, the studies
 

concluded. Tbis amounted to an estimated 10 000 of South Africa's 356 749
 

educators (ELRC, 2005).
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•	 Teaching and Learning environment: Factors affecting teaching and learning 

reveal significant disparities in conditions, both within and between provinces. Large 

class sizes of about 46 learners are reported in public schools in Limpopo (64%), 

Mpumalanga (60%) and Eastern Cape (59%) in contrast to Northern Cape (22%) and 

Western Cape (22%). Urban/rural disparities in class size were also obseD/ed: 60% of 

rural educators, compared with 24% of urban educators, reported teaching classes 

with mOre than 46 learners (ELRC, 2005; Ocampo, 2004). 

School fees also affect the teaching and learning environment. The wealthier 

provinces such as Western Cape, Gautel1g and Northern Cape have higher annual 

school fees averaging approximately R800, in stark contrast to poorer provinces such 

as the Eastern Cape, KwaZulu-Natal and Mpumalanga, which averaged R150 (ELRC, 

2005). 

An analysis of matnc results over a three-year period indicates that the wealthier 

provinces (Western Cape and Northern Cape) obtained a high matric pass rate (above 

86%) while the poorer provinces such as Mpumalanga and Eastern Cape display a lower 

rate (60%) (ELRC, 2005; Malde, 2005). 

A study by the University of KwaZulu-Natal established that the total number of South 

African educators working in public schools has shrunk. By 2002/03, around 21,000 

educators were leaving the system annually. The average number of educators in the 

system bas declined over the last seven years, from 386,735 to 368,548 in 2003/04, 

largely due to a reduction in the number of temporary educators in the system (A fro I 

News, 2005). 

A popUlation of 298 educators working at various primary and secondary schools in the 

Sedibeng West District was targeted in this research. The population includes educators 

from various post levels, ranging from principals to a level one educator. The lowest level 

employees are of a literacy level adequate enough to allow for the valid completion of the 

questionnaires. 
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Based on the above-mentioned research problem, the following questions are proposed: 

•	 Do healthy employment relations enhance a positive psychological contract between 

employees and employers? 

•	 Do healthy employment relationships and a positive psychological contract lead to 

greater job satisfaction and organisational commitment? 

•	 Are employees who experience a positive psychological contract and a favourable 

employment relationship less likely to have an intention to quit from their current 

employer? and 

•	 Do different demographic factors make employee groups expelience job satisfaction, 

organisational commitment and an intention to quit differently? 

AIM OF THE STUDY 

The general objecti ve of this research is to investigate the emrl0yrnent and psychological 

contract of educators in the Sedibeng West District of the Gauteng Department of 

Education. 

Specific objectives 

•	 To conceptualise the relationship between employment relations, employment 

contract and psychological contract; 

•	 To detennine if healthy employment relations and a positive psychological contract 

lead to greater job satisfaction and organisational commitment; 

•	 To detennine the relationship between a psychological contract, the employment 

relationship and the employee's intention to quit; 

•	 To determine if demographic factors playa role with regard to an employee's 

intention to quit; and 

•	 To make recommendations for the Department of Education and future research. 
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METHOD
 

Research design 

A survey design (questionnaire) was used to achieve the research objectives. The specific 

design is the cross-sectional design, by means of which a sample is randomly drawn from 

the educators' population at a particular point in time (Shaugnessy & Zechrneister, 1997). 

The purpose of the research design is to plan and structure a research project in such a 

way that it enhances the ultimate validity of the research findings (Mouton & Marais, 

1992). Random selection is important if accurate conclusions about the entire group are 

to be drawn. 

Participants 

A total population of 298 educators was targeted for this research and a positive response 

rate of 75% was obtained with only 224 educators. The studied population include 

educators, heads of departments, deputy principals and principals. All these participants 

work in the Sedibeng West District of the Gauteng Department of Education. 

The biographical characteristics of the study population are detailed in Table 2. 
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Table 2 

Corrtpilation ofStudy Population (n=224) 

Item Category Frequency Percentage 
Gender Male (I) J39 62.\ 

Female (2) 76 :n.9 

Ivlissing responses 9 4.0 

Total 224 100.0 

Age	 24 years and younger (I) 2 0.9 

25 - 35 years (1) 47 20.9 

36 - 45 years (3) 77 34.3 

46 - 55 years (4) 7J 31.7 

56 and older (6) I7 7.5 

Missing responses 10 4.5 

Total 224 1000 

Qualification	 Grade I0 - 12 (l) 5 2.2 

DIploma (2) 92 4Ll 

Degree (3) 51 22.8 

Post-graduate Degree (4) 54 24.1 

Missing response 22 9.8 

Total 224 100.0 

Tenure	 Lc"s than I year (I) 4 1.7 

2 - 5 years (1) 33 14.7 

6 - 10 years (3) 36 16.1 

II - 20 years lc'J 67 29.9 

Longer than 21 years (5) 77 34.0 

Missing Responses 7 3.1 

Total	 224 100.0 

Table 1 indicates that the majority of the participants (62.1 %) are male and only 33.9% 

are female. The predominant age in this population falls in the age group of 36--45 years, 

totalling 34.3% of the pm1icipants. in terms of qualifications, the majority of the 

participants (41.1%) have teaching diplomas, while 24.1% have or are pursuing post­

graduate degrees. A further 22.8% has Bachelor of Education (REd) degrees. 

Furthermore, Table I indicates that the majority of the pa11icipants (34.0%) have worked 

for the Department of Education for a period longer than 21 years. 

MeaSUring instruments 

The following questionnaires wi] I be used in the empirical study: 
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•	 The Job Satisfaction Questionnaire (JSQ) by Brayfield and Rothe (1951) as cited in 

Price (1997) will be used to measure the perceived job satisfaction of the participants. 

The original questionnaire consisted of 18 items of which only four will be used for the 

purpose of this study. The items are rated on a widely used Likert-type scale, varying 

fonn 1 (strongly disagree) to 5 (strongly agree). The following statements are found on 

this questionnaire: "I am not happy with my job"; "J am often bored with my job"; 

"Most days J am enthusiastic about my job"; and "J find enjoyment in my job". In the 

study conducted by Brayfield and Rothe, items on job satisfaction are reported to have 

had a Cronbach alpha coefficient of 0.87 (Price, 1997). In this study, a Cronbach alpha 

coefficient of 0.76 was obtained, which reflects the internal consistency of this 

measuring imtrument. 

•	 The Organisational Commitment Questionnaire (OCQ) as developed by Cook and 

WaJl (1980) will be used to assess the extent to which educators feel comJTJitted to their 

employer. Tbe original questionnaire consisted of nine items. For the purpose of this 

study, only five items were used. The items are also rated on a 5-point Likert-type scale 

with 1 being "strongly disagree"; and 5 being "strongly 3h,'Tee". The types of statements 

renected on this questionnaire are "I am quite proud to tell people who it is J work for", 

U[ would be reluctant to change to another employer", "J feel myself to be part of the 

organisation", "[ ~l:11 making some effort, not just for myself but for the organisation as 

well" and "To know that my own work contributes to the good of the orgamsation 

would please me". On organisational corrunitment, the study conducted by Cook and 

Wall, obtained a Cronbach alpha coefficient of 0.87 (Cook & Wall, 1980). In another 

study conduckd by Cartwright and Cooper on the same questionnaire, Cronbach alpha 

coefficients ranging fTOm a = 0.60 to 0.91 were found (Cartwright & Cooper, 2002). In 

this study, a Cronbach alpha coefftcient of 0.79 was obtained, indicating the internal 

consistency of the measuring instrument. 

•	 The Intention to Quit Questionnaire (IQQ) (Price, 1997) is a moclified version of 

Isaksson's (2002) intention to quit questiOlmaire. it was measured by using four items, 

namely "I would be reluctant to leave this job" and its reverse code (Price, 1997). The 
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Cronbach alpha coefficient in previous studies (lsaksson, Bernhard, Claes, de Wit1e, 

Guest, Krausz, Mohr, Peiro, & Schalk 2003; de Cuyper & de Witte, 2005) range from 

0. = 079 to 0.82, The lQQ measures the employee's desire to leave the current employer 

rather than his/her actual intention to quit. 

Statistical analysis 

In essence, statistical anal ysis entails the anal yst breaking dovm da ta into constituent 

parts to obtain answers from the various research questions, thus testing research 

hypotheses (Kerlinger, 1986). For the purpose of this study, the statistical analysis will be 

carried out with the SPSS programme (SPSS, 2006), Descriptive statistics (e,g. means, 

standard deviations, skevmess and kurtosis) will be used to analyse the data. Kerr, Hall 

and Kozub (2002) state that descriptive statistics describe or summarise the characteristic 

of the data set. 

Alpha coefficients and inter-item correlations will be used to determine the validity and 

reliability of the questiormaires. Also, the multiple regression analysis will be done to 

determine the predictive value of variables. 

MANOVA and ANOVA will be used to determine the significance of the difference 

between biographic groups. Multivariate Analysis of Variance (MANOVA) will be used 

to determine the signi ficance of differences between biographic groups, while Analysis of 

Variance (ANOVA) is a procedme used for comparing samples to determine whether 

there is sufficient evidence to infer that the means of the corresponding population 

distributions also differ (George & Mallery, 2003). For the purpose of this research, 

Univariate Analysis of Variance win be used. According to De Vos (1998) univariate 

anaLysis means that one variable is analysed, mainly with a view of describing that 

variable. Kerr ej al., (2002) adds that one-way ANOVA's are employed to address 

research questions that focus on differences in terms of one dependent variable and one 

independent variable. The independent variable has two or more levels of variance, e,g. 

gender (male and female). 
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The General Linear Model, in which two-way analysis of variance is conducted, will be 

utilised in this research (George & Mallery, 2003). In accordance with this research, two­

way analysis of variance indicates a between-subject factors participation of 148 males 

and 76 females. This indicates a 62.1% response from males and a 33.9% response from 

females out of a combined total of 224 respondents. 

Multivariate Tests and the Levine's Test of EqualiTy of Error Variances are also used. 

Levine's Test of Equality of Error Variances examines the assumption that the variance 

of each dependent variable is the same as the variance of all other dependent variables 

(George & Mallery, 2003). In accordance with this research, the error of variance of the 

dependent variables is equal across groups. 

Estimated Marginal Means are also used in this research. For each of the dependent 

variables, marginal means and standard errors are given a level of independent variables. 

Standard error is the standard deviation divided by the square root of N (George & 

Mallery, 2003). 

Post HOC Tests are used for each dependent variable and, for the purpose of this 

research, Tukey's HSD tests are utilised. Kerr et aI. (2002), as well as George and 

Mallery (2003) state that SSPS displays the difference betlveen the following means: the 

standard error of this difference, as well as its possible significance, and the 95% 

confidence interval of lhe difference. In this article, based on the observed means, the 

mean difference is significant at the 0.05 level. 

RESULTS 

Descriptive statistics and Cronbach alpha coefficients for educators (N = 224) working in 

the Sedibeng West District of Gauteng Department of Education are reported in Table 3. 
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Table 3 

Descriptive Statistics and Cronbach Alpha Coefficients oj/he JSQ, OCQ, and IQQ 

Mean SD Skewness Kurtosis a 
Job Satisfaction J 09 0.49 0.46 -U.11 076 
OrganisatIOnal lommitment 3.97 0.62 -0.22 -066 0.79 
Intention 10 Quit 2.85 0.79 '-'-'9 ·0.78 0.82 

It is evident from the information reflected in Table 3 that the scores of the measuring 

instrument have a normal distribution with a skewness and kurtosis smaller than one. The 

Cronbach alpha coefficients of all measuring instruments are considered to be acceptable 

compared to the guideline of a > O. 70 (Nunnally & Bernstein, 1994). It therefore 

appears that all the measuring instruments have acceptable levels of internal consistency. 

Next, the product-moment correlation coefficients for educators working for the Gauteng 

Department of Education at Sedibeng West district are analysed. The results are reported 

in Table 4. 

Table 4 

Product-Moment Correlation Coefficients ben·veen JSQ, OCQ and IQQ 

2 3 

4. Job s,,~i,f:~clion 1 

5. Orgap'i, "!ional corrunitmenl -0.073 I 

6. Intention to quit 0.344(**) -0.486(**) 

** Correlation IS significant at the 0.01 level (2-ta.iled). 
+ Correlalion IS prllctically stgJl1ficanl r'>OJO (medium effect) 
++ Correlation is practically significant 1>0.50 (large effect) 

Table 4 indicates that a practically significant correlation coefficient of medium effect 

was obtained between job satisfaction and the employee's intention to quit. No 

statistica11y or practically significant relationship could be found between job satisfacLon 

and organisational commitment. Finally, Table 3 shows a practically significant negative 

correlation coefficient of a medium effect between organisational commitment and the 

employee's intention to quit. 
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A simple principal component analysis was conducted on 4 items of the JSQ. Analysis of 

the eigenvalues (larger than 1) and the scree plot indicated that one factor could be 

extracted, which explains 59.91 % of the total variance. The results of the factor analysis 

for the JSQ are presented in Table 4 below. 

Table 5 

Principal Component ana~}'sis ofJSO 
liem Cnmponcnt 

1 J am r.m l1:lpPY with my Jab 0.79 

2. ! am o!1en hored with my job 0,75 

3. Most days I am enthusiastic "be'll my job 072 

4. I find l~Il.ioymcnt 1Il Illy job 0.82 

Extraction Method. Pnncip;l CJmpOnenl An~IY5IS. 
a I component eX(I':1~I.;;d. 

As illustrated in Table 5, the principal component analysis resulted in one factor.
 

Furthermore, Table 4 indicates that aU four items loaded significantly throughout.
 

A principal component analysis completed on OCQ reflects five items wh.ich explai.ns
 

57.08% of the valiance. Two factors with eigenvalues larger than one were obtained.
 

However, the scree plot shovvs a sharp break after the second factor and it was decided to
 

extract two factors. Resalts of factor analysis are shown in Table 6.
 

Table 6
 

Principal Component Anal.vsis ofoca 
liem CompoH~nl 

2 

I My work cc:n~n11ution IS tl'1 lood of the orgill,isation ·22 076 

2. I ft:'<:l mJl>'elfto be part of the organIsation -0.72 0.06 

3. I would be reluctant to oh3nge 10 another employer 0.5J ·040 

4. I like to feellhal I am m;~j(Jn~ some elTon for Ihe org3nJsation 0.45 0.59 

5 I am qui(~ prout! to tell people who it IS I am worlung for 0.79 ·0.21 

EXlraction Method' Principal Componenl Analysis 
2 cumponems extracted. 

As shown in Table 6, items loaded significantly with the exception of item 2. From this 

table, it is apparent that two factors were extracted. 
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A simple component analysis that was carried out on four items of the IQQ shows one 

factor accounting for or explaiillng 66.27% of the total variance. A decision to extract one 

factor was based on the fact that a scree plot reflected a sharp break after the first factor 

and that factor showed eigenvalues larger than one. The results of the factor analysis of 

the IQQ are presented in Table 7 below. 

Table 7 

Principal Component ofIQQ 
hem Component 

I. The:;~ illiys. I often feel like 411:n.lng .83 

2. I want L(, qUI! my Job as soon ~s possible .85 

3. I would like (0 :<tay wilh this organb"tion ", h'!:~. h :,-,,",il!e .77 

4. If I could, J wouid qWllodny .78 

ExlraeLmn Method: Pnndpal Component AnoJysis. 
a I com!'O!lenl e·"tR!('led 

Inspection of Table 7 indicates that the principal component analysis resulted in one 

factor. Furtbermore, all items loaded significantly throughout. 

To determine whether job satisfaction and organisational commitment can predict the 

intention to quit of employees in the Sedibeng West District of the Gauteng Department 

of Education, a multiple regression analysis was carried out as illustrated in Table 8 

below. 
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Table 8 

Regression Ana.lysis between the empfovee's intention to quit, job satisfaction and 

organisational commitment 

Model Unslandardised Slandardlsed t P F R R2 L';R2 

Coefficients Coefflcients 
B SE. Beta 

I (Constan I) 1.13 iU2 3.55 0.00 2973 0.34 0.11 0.1 I 

Job sJ1:i~fac- 0.55 0.10 0.34 545 0.JI' 
lion 

2 (Constant) 366 
.lob satisfac­ 0.52 

041 
0.89 0.31 

8.92 
5.61 

000 
U.\.:,..... '~I 

54.71 5.75 0.33 0.32 

tien. 
OrganisatIOnal -0.59 0.07 -046 -8.39 0.00 
comrrutment. 

a Dependent Variable: Intention to gUlt 

According to Table 8, the employee's intention to quit was used as a dependent variable 

with job satisfaction and organisational commitment as independent variables. The 

results, as shown in Table 8, indicate that job sa6sfaction (which was entered in the first 

step) predicted 11% of the total variance (F = 29.73. p < O.OJ). Therefore it is not 

regarded as a signiJicant predictor of the employee's intention to quit. With the inclusion 

of organisational commitment (in step 2), the results increased to 33% of the total 

variance explained (F = 54.71. P < 0.0 I). In this case, the regression coefficients of job 

satisfaction and organisational commitment were statistically signjficant. 80th constructs, 

in accordance with Table 8, are not significant predictors of the employee's intention to 

quit. 

Next, MANGYA and ANOYA analyses followed to detennine the relationship between 

the employee's intention to quit and various demographic characteristics, such as gender, 

class, hours, and family. Demographic characteristics were first analysed for statistical 

significance using Wilks' Lambda statistics. The results of the comparison are reported in 

Table 9. 
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Table 9 

MANOVA - Difference in Intention to quit levels ofdemographic groups 

Valiable Value F Dr p Partial i~ta 

Squared 

Gender 0.94 4.20 3 0.00* 0.05 

Class 0.81 0.98 45 049 006 

Hours (\ 65 1.20 69 0.13 0.13 

Famtly 0.97 079 6 0.57 001 

.. Statistically significant difference: p < 0.05 

In an analysis of Wilks' Lambda values (p < 0.01), a statistically significant difference 

was obtained for gender and not for class, hours and family. Table 9 also shows that there 

was a significant effect of gender on the dependent variable Intention to Quit (F = 4.20. 

p< 0.05; Wilks' Lambda = 0.94; partial eta squared = 0.05). However, this effect was 

small (Cohen, 1988) and 5.6% of the variance is explained. 

No other differences could be found with regard to the demograpruc groups and the 

intention to quit by the educators in the Sedibeng West District of the Gauteng 

Department of Education. 

DISClJSSION 

The primary objective of this research is to determine the relationship between job 

satisfaction, organisational commitment and the intention to quit among educators in the 

Sedibeng West Education District. In accordance with literature, job satisfaction has 

been defined as the positive emotional response to ajob resulting from atiaining what the 

employee wants and values from the specific job (Steers, 1998). Price (1997), on the 

other hand, defines job satisfaction as the degree to which employees have a positive 

affective orientation towards employment by the organisation. Organisational 

commitment has been conceptualised as a strong belief in and as an acceptance of the 

organisation's goals and values, a willingness to exert a considerable effon on behalf of 

the organisation and a strong desire to maintain membersh.ip in tIle organisation. 
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Turnover has been defined by Carrel, et ai., (1992) as the movement of employees out of 

the organisation. 

The relationships between job satisfaction and the employee's intention to quit, job 

satisfaction and organjsational commitment and organisational commitment are 

highlighted in this study. The results obtained with the product-moment correlation 

indicate that a practically significant correlation coefficient of a medium effect was 

obtained between job satisfaction and an employee's intention to quit. The results 

confirm the findings by Armstrong (2006). Dibble (1999), Coyle-Shapiro and Conway 

(2005), Turnley and Feldman (1997) say that employees who are dissatisfied with their 

jobs display a tendency of an intention to quit or are responsible for a high turnover in the 

organisation if alternative employment is offered. No statistically practically significant 

relationship could be found between job satisfaction and organisational commjtment. 

This finding supports that of Thinane (2005), and notably, is contrary to that of Van Zyl 

(2003) who found that there is a correlation between job satisfaction and organisational 

commitment. 

Furthermore, results show a practically significant negative correlation coefficient of a 

medium effect between organisational commitment and an employee's intention to quit. 

Retiability analysis of the measuring instruments indicates sufficient internal 

consistencies. The JSQ (Brayfield & Rothe, 1951) as used in the research conducted by 

Price (1997) reported a Cronbach alpha coefficient of 0.87. In this study, a Cronbach 

alpha coefficient of 0 76 was obtained. Thus, the instrument is considered internally 

consistent. 

The OCQ (Cook & Wall, 1980) was used to assess commitment of employees to their 

employer. In a study conducted by Cartwright and Cooper (2002) usi.ng the same 

questionnaire, Cronbach alpha coefficients in excess of 0.7 were obtained. 
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The IQQ comprised of [our items, which explains 66.27% of the total variance with one 

factor extracted. All factors loaded significantly. In this study, a Cronbach alpha 

coefficient of 0.82 was obtained. In the study conducted by Price (1997) on turnover 

intention, a Cronbach alpha coefficient of 0.79 was obtained. The instrument is regarded 

as having an internal consistency. 

Regression anal yses were used to determine whether job satisfaction and organisational 

conunitment can predict an intention to quit among educators in the Sedibeng West 

District. An intention to quit \vas made a dependent variable with job satisfaction and 

org::misational commitment as independent variables. The results show that job 

satisfaction predicted 11 % of the total variance, indicating that it holds a predictive value 

for intention to quit. With the inclusion of organisational commitment, the results 

increased to 33% of the fotal variance explained. Organisational commitment also hoI 

a predictive value with regard to an employee's intention to quit. 

MANOVA and ANOVA analyses were incorporated to determine the relationship 

between an employee's intention to quit and demographic characteristics such as gender, 

class, hours and family. In this case only gender appeared to have a small significant 

effect on the dependent variable of intention to quit (Cohen, 1988), where 5.6% of the 

variance is explained. No other differences could be found with regard to quitting by 

educators in the Sedibeng West Education District. 

This study provides a better understanding of job satisfaction and organisational 

commitment and their relationship to an intention to quit. HO\~'!ever, some limitations 

could be identified. Firstly, uncertainty among educators regarding the purpose of the 

research resulted in inaccurate responses given in spite of confidentiality and etbical 

considerations explained. Secondly, the frequency scale - ranging from 1 ("strongly 

disagree") to 5 ("strongly agree") appeared to have confused a certain percentage of 

respondents. Lastly, in terms of job satisfaction and organisational conunitment, 

confusion arose around the Department of Education or current institutions educators are 

employed at. 
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RECOMMENDATIONS 

In this study, it was emphasised that the employment relationship and psychological 

contract educators have with the Department of Education play an important role in 

detennining their job satisfaction, organisational commitment as well as the employee's 

intention to quit. It is therefore apparent that the Department of Education must expa,1d 

all resources in its disposal to ensure that its employees attain a high level of job 

satisfaction and are committed to the department to lessen the rate at which they leave the 

department. 

The rate of quitting as compared to employment is high and this, if 110t appropriately 

contained, win lead to serious skills drainage, as is apparent in mathematics, science and 

technology. The costs involved in replacing educators who are leaving are immensely 

high. The researcher recorrunends that incemives packages need to be revised and 

adjusted to those of private sector counterparts, as educators are now required to undergo 

intensive training for four years to qualify and get employment. Perceptions of differing 

incentives packages may lead to decreased job satisfaction and reduced organisational 

commitment, with resultant high turnover. 

The Department of Education can accelerate its career pathing programmes as some 

adequately and suitably qualified educators with a I01J~ tenure still find themselves in 

post level one (entTy level). This reduces their satisfaction and commitment level and 

increases tardiness, absenteeism and negativity. 

To increase job satisfaction and organisational commitment and to reduce an intention to 

quit among educators, the Department of Education should develop the skills of its 

personnel as the changes currently taking place require educators to keep abreast. 

Various programmes that have relevance to capacity building of educators and managers 

should be utilised to improve the commitment and morale of educators. 
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Concerning future research, relevance of intervention prograounes (i.e. curricul urn 

support, managerial support) should be addressed. Intensive research needs to be done 

on ways of fostering job satisfaction and organisational commitment, thereby reducing an 

intention to quit among educators. 
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CHAPTER 4 

CONCLUSIONS, LIMITATIONS AND RECOMMENDATIONS 

In this chapter, the conclusions that were reached based on the findings of the empirical 

study are set out. The limitations of the current study will be pointed out and, finaHy, 

recommendations for the Department of Education and future research will be outlined. 

4.1 CONCLUSIONS 

4.1.1 Conclusions regarding the specific theoretical objectives 

The general objective of this study was to detennine the relationship between job 

satisfaction, organisational commitment and an intention to quit among educators in the 

Sedibeng West Education District. 

In acconL:;lce with specific objectives established in this dissertation, employment 

relationship, employment contract, psychological contTact, employee obligations, 

employer obligations, job satisfaction, organisational commitment and an employee's 

intention Lo quit were conceptualised. 

The literature revealed that employment relationship comes into being by virtue of a valid 

contract of employment (Grogan; 2003). Whereas the contract of employment consists 

only of the special arrangements relating to work that are agreed upon between the 

employer and employee, the employment relationship encompasses the entire legal 

relationship between contracting parties. The rights and obligations may be laid down in 

the individual contract, by collective agreement or law (Bezuidenhout, Garbers & 

Potgjeter 1998). The reciprocal nature of the employment relationship was also 

emphasised and it was indicated that when parties concl ude an employment contract, they 

each incur certain rights and obligations (Bendix, 200 1). 
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The multidimensional nature of the employment relationship was also highlighted. 

Swanepoel, Erasmus, Van Wyk & Schenk (1998) allude to the economic dimension of 

the employment relationship. According to these authors, employees give their energy, 

knowledge, skill, abilities and productive time in return for some sort of reward - a 

reward that includes an economic or financial aspect. Money, as the medium of 

exchange, is central to the employment relationship. The legal dimension implies a 

legally binding agreement between employer and employee, while a collective dimension 

includes a relationship between tabour as a group (including trade unions) and employer 

organisations. 

The literature studied also revealed that the employer obligations imply all reasonable 

actions (promises and commitments) that the employer must engage in to ensure that 

employees are satisfied. These include, but are not limited to, competitive wage rates, 

job security, duty to pay agreed amounts of wages, provision of work, disclosure of 

infonnation, the opportunity for the employee to address hislher complaints, promotion 

opportunities and flexible approach to a work/life balance (MacNeil, 1985; Shore & 

Tetrick, 1994; Rousseau, 1990; Morrison & Robinson, 1997). 

On the other hand, employee's obligations have been conceptualised as beliefs in what 

the employee owes the organisation (Rousseau, 1990). The employee's obligations may 

be perceived as dutie~ owed by an employee to their employer (Coyle-Shapiro & 

Conway, 2005). These could include, but are not limited to hard work, loyalty, sacrifices, 

commitment to acrueving the business aim, and compliance with company ethos 

(Rousseau, ) 990; Coyle-Shapiro & Kessler, 2002; Rousseau, 1995). 

Niehoff and Paul (2001) state that the employment relationship is governed by the 

psychological contract, which in their opinion can be described as each party's beliefs 

about what it is entitled to receive and obliged to give in exchange for the other party's 

contribution. Rousseau (1990) is of the opinion that a psychological contract is the 

individual's beliefs in reciprocal obligations between employees and employers. Two 

types of psychological contracts have been distinguished, i.e. transactional and relational 
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contracts. Transactional contracts involve specific exchanges between the employer and 

the employee over a definite period of time. Transactional terms are usually short-term 

and perfonnance related. Relational contracts involve open-ended, less specific 

agreements that maintain a relationship, such as developmental opportunities and 10ng­

tenn career paths (MacNeil, 1985). 

Job satisfaction has been defined by Locke (1976) as a pleasurable or positi ve emotional 

state resulting from the appraisal of one's job or job experience. Steers (1988) adds that 

when individuals perceive that the outcomes of ~be job are met or exceeded, they are 

satisfied. Price (1997) on the other hand, defines job satisfaction as the degree to which 

employees have a positive affective orientation towards employment by the organisation. 

Berry (1997) and lvancevich and Matteson (1996) maintain that various dimensions 

namely pay, promotion, benefits, challenges, supervision, co-workers, working 

conditions, safety, and the work itself, influence the way a person feels about his or her 

job. 

Organisational commitment is described by Vakola and Nikolaou (2005) and Sui (2002) 

as a strong belief in and acceptance of the organisation's goals and values, a willingness 

to exert a considerable effort on behalf of the organisation and a strong desire to maintain 

membership in the organisation. Allen and Meyer (1996) conceptualised organisational 

commitment as the psychological link between the employee and organisation that makes 

it less likely for the employee to willingly want to leave. According to the findings of 

Suliman and lles (2000), organisational commitment has been found to improve an 

employees' perfonnance, namely committed employees are assumed to work harder and 

put in more effort than the less committed employees, to reduce withdrawal behaviour 

such as turnover, tardiness and absenteeism and to have a positive impact on employees' 

readiness to innovate and create. 

The three dimensions of organisational commitment have been distinguished as 

continuance commitment - referring to an individual's awareness of the costs associated 

with leaving the organisation; affective commitment - referring to the employee's 
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emotional attachment to, identification with, and involvement in his workplace and, 

lastly, normative commitment explaining an individual's obligation to continue 

employment with the organisation (Allen, Meyer & Smith, 1993; Knights & Kennedy, 

2005). 

Turnover has been defined by Carrel, Kuzmits and Elbert (1992) as the movement of 

employees out of the organisation. Price (1997) distinguishes between voluntary and 

involuntary turnover Voluntary turnover is regarded as the turnover initiated by the 

employee, while involuntary turnover is the movement 110t initiated by the employee, for 

example in the cases of dismissals, layoffs and tenninations 

In a study conducted by Beehr (1995), reasons why employees quit their jobs can be 

divided into two categories, namely repulsion and attraction. Employees can be attracted 

to better altematives (attraction), and employees can be driven out of the organisation by 

something unpleasant in the organisation itself (repulsion). 

Review of literature (Burud & Tumolo; 2004) indicates that employees expenenclI1g 

conflict between their work and family responsibilities are Onee times more IikeJy to 

consider quitting their job as those who are not. Literature also reveals that reason::; why 

educators leave the Department of Education include low morale, job dissatisfaction, 

AIDS and premature mortality, an inadequate remuneration, increased \ovorkload, a lack 

of career development, professional recognition, dissatisfaction with work policies and 

job insecuriry among others (Education Labour Relations Council; EiRC, 2005). 

4.1.2 Conclusions regarding the specific empirical objectives 

In the subsequent discussion, the construct validity and reliability of the measunng 

instruments of employer obligations, employee obligations, intention to quit, job 

satisfaction and organisational commitment will be detern1ined. 

84
 



The results of product-moment correlation coefficients betv,reen employer obligations, 

employee obligations and an intention to quit reveals that a practically significant 

correlation coefficient of a medium effect was obtained between employer and 

employee's obligations. Furthermore, a practically sib'Tlificant negative correlation of 

medium effect was also obtained between employer's obligations and the employee's 

intention to quit. Lastly, no statistically or practically significant relationship could be 

found between employee's obligations and an employee's intention to quit. 

A simple principal component analysis conducted on Employer's Obligations 

Questionnaire showed that two factors could be extracted, which explained 59.61 % of the 

total variance. All 15 items loaded significantly throughout. 

Analysis of the eigenvalues (larger than 1) and the scree plot indicate that two factors 

could be extracted in the Employee's Obligations Questionnaire, explaining 55.01 % of 

the total variance. A principal component analysis with an oblimin rotation was 

performed on 16 items, wlUch loaded significantly throughout component 1. 

On the Intention to Quit Questionnaire, a simple component analysis resulted in one 

factor being extracted, which explained 66.27% of the total variance explained. All items 

loaded significantly. 

To determine whether employer or employee obligations can predict an employee's 

intention to quit, regression analyses were perfomled. The employee's intention to quit 

was used as dependent variable with employer obligations and employee obligations as 

independent variables. The results indicate that the employer obligation and employee 

obligations predicted 21 % of the total variance, thus they were statistically significant. 

Ftrrthennore, the results show that the constructs held a predictive value with regard to 

the employee's intention to quit. 

MANOVA and ANOVA analyses were conducted to determine the relationship between 

intention to quit and various demographic characteristics of the participants, such as 
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class, gender, job classification, family and qualifications. The results show that a 

statistically significant difference was obtained for gender with a small effect explaining 

4.4% of the variance. 

The product-moment correlation coefficients between Job Saris/action, Organisational 

Commitment and the Intention to Quit Questionnaires show that a practically significant 

correlation coefficient of a medium effect was obtained between job satisfaction and the 

employee's intention to quit. No statistically or practically significant relationship could 

be found between job satisfaction and organisational commitment. Finally, a practically 

significant negative correlation coefficient of medium effect between organisational 

commitment and the employee's intention to quit was obtained. 

A simple component analysis perfom1ed on the Job Sati.~ractiol1 Questionnaire reveals 

hat one factor was extracted, wruch explains 59.91 % of the total variance. All four items 

loaded significantly. 

An analysis of eigenvalues (larger than I) and the scree plot resulted in two factors for 

the Organisational Commitment Questionnaire, which explains 57.08% of the variance. 

The items loaded significantly throughout. 

To detennine whether job satisfaction and organisational commitment can predict an 

employee's intention to quit, regression analyses were carried out. Job Satisfaction 

predicted II % of the total variance. With the inclusion of organisational commitments, 

the results increased to 33% of the total variance explained. 

4.2 LIMITATIONS OF THIS RESEARCH 

The following limitations should be taken into account in this research: 

•	 The sample was not representative of all schools in Sedibeng West District, thus 

limiting the generalisability of the findings; 
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•	 Gender balance is also another factor limiting the generalisability of the findings. 

•	 Office-based educators were not included in this research, thus inferences from data 

gathered are likely to be inappropriate; 

•	 Other work-related aspects, for example, job performance, stress and job insecurity 

are not part of tllis study, which could have given a more balanced interpretation of 

various constructs; 

•	 Fear of personal identification by the participants resulted in partially or totally 

inaccurate responses; 

•	 The research only focused on one district of the Gauteng Department of Education, 

further limiting the generalisability of the findings for the whole province; 

•	 The cross-sectional nature of this research limits the causal interpretation of the 

findings; 

•	 Another limiting factor was the length of the questionnaire. Some participants did 

not totally complete the questionnaire; and 

•	 OrganisationaL Commitment was misconstrued to mean commitment to a particular 

institution (school), thus leading to biased responses. 

4.3 RECOMMENDATIONS 

Recommendations pertaining to the Department of Education as we]] as 

recommendations for future research are outlined in the subsequent discussion. 

4.3.1. Recommendations for the Department of Education 

It is recommended in this study that Ole department guarantee the fulfilment of its 

obligations towards its employees. If educators feel or perceive that the department does 

not fulfil its obligations, job dissatisfaction, absenteeism, tardiness, low organisational 

commitment and consequently a high intention to quit or turnover rate are likely to 

manifest. 
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Ongoing and continuous support (re-skilling; performance development and career 

development) should be given to educators as to enhance their morale and upgrade their 

s.k.i Us and competencies to keep abreast of developments and current changes taking place 

in the educational landscape. 

Participative management should be propagated as employees who feel that they are 

making a contribution to the organisation in 'vvhich they are working, report a high level 

of job satisfaction and commitment and are less likely to consider leaving their current 

employer. 

In order for the Department of Education to attract and retain its employees, salary 

packages need to be revised. WorkJoads need to be taken into consideration and policy 

changes need to be timeously communicated to educators. Support services (i.e. 

employee assistance programmes) need to be fully operational as stress is taking its toll 

on educators. Stress is further aggravated by current changes in curriculum and demands 

of teaching as profession. 

4.3.2. Recommendations for future research 

In South Africa, like many other African countries, there is a critical shortage of research 

on the psychological contract of educators. The researcher is of the opinion that more 

research on this topic needs to be undertaken. Tertiary institutions' education 

departments should take a serious note and provide financial assistance for students to do 

research on this topic. In some tertiary institutions, this topic is dealt with in me 

Behavioural Sciences Department and not in the Educational Department. This 

exacerbates backlogs in the research on this topic. 

If the PSYCONES questionnaire is going to be used, specific constructs should be 

focused at one point. The questionnaire is longer than the time stipulated to complete it 

and most respondents didn't fully complete it. Background infonnation required by this 
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questionnaire induce respondents to fear to give accurate infonnation, thus other aspects 

on background infonnation need to be deleted from the questionnaire. 
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