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ABSTRACT

The focus of this paper is on the impact of internal organizational factors on the inappropriate job
performance and behaviour of employees. The Buffalo City Metropolitan Municipality (BCMM) in
South Africa has been experiencing inappropriate job behaviour and performance of some of its
workers. They include misappropriation of resources, maladministration, mismanagement, lack of
service delivery, fraud, and corruption. Since many BCMM workers have various levels of formal
education, such practices are not expected, because the structural-functionalist assumption is that
formal education is a solution to societal challenges. Since inappropriate job behaviour and
performance continue to be reported in spite of the formal education of BCMM workers, this study
seeks to investigate how the two phenomena co-exist. It thus seeks to put into perspective the
paradoxical co-existence of formal education with inappropriate job behaviour and performance,
by focusing on the BCMM as a case-study.

For data collection, this study used the mixed method approach; that is, a combination of
qualitative and quantitative methods. The findings revealed structural, systemic, and human
impediments to labour productivity in the BCMM. By and large, the unquestioning acceptance of
the assumption that the skills shortage is responsible for inappropriate workers’ job performance
and behaviour is discredited by the evidence of skilled personnel who exercise their
responsibilities in a manner that undermines their occupational requirements. Therefore, this
exploratory study affirms that the narrow conception of skills, that privileges job-specific
capabilities, is not enough for cultivating a workforce with appropriate job behaviour and
performance practices.

Keywords: Structural Functionalism; Skills Shortage; Inappropriate Job Performance and Behaviour; Job
Satisfaction

INTRODUCTION

he focus of this paper is on the impact of internal organizational factors on the inappropriate job
performance and behaviour of employees. It is based on a case study of the BCMM because the

BCMM’s ability to cope with its responsibilities has been called into question by reports of poor
administration; weak management of finances, human resources, and assets; inappropriate job performance and
behaviour by some municipal workers and other challenges (Nombembe, 2013; Coetzer, 2009; Times Live, 2011).
Such claims appear regularly in the media and further evidence is available from various sources like audit reports,
parliamentary discussions, reports to parliament, and municipal and departmental reports (Nini, 2012; Nombembe,
2013).
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Paradoxically, inappropriate job behaviour and performance practices have been taking place, although
many BCMM workers have formal educational qualifications. Structural-functionalists perceive formal education as
one of the factors that curb inappropriate job behaviour and performance in the attempt to achieve stability and
consensus in society (Bryant, 2012; Guerrero, 2005; Haralambos & Heald, 1985; Moore & Moore, 1982; Almquist,
Chafetz, Chance, & CorderBolz, 1978). In light of the structural-functionalist assumption that formal education is a
solution to societal challenges, inappropriate job behaviour, and performance at the BCMM is unexpected. The
expectation is rather that formal education should help obviate such problems (Labaree, 2008). Since inappropriate
job behaviour and performance continue to be reported in spite of the formal education of BCMM workers, this
study seeks to investigate how the two phenomena co-exist. It thus seeks to put into perspective the paradoxical co-
existence of formal education with inappropriate job behaviour and performance, by focusing on the BCMM as a
case-study.

PARADOXICAL CO-EXISTENCE OF FORMAL EDUCATION WITH INAPPROPRIATE JOB
BEHAVIOUR AND PERFORMANCE AT THE BCMM

The functional analysis of society is called functionalism or structural functionalism (Gerber, 2010; CIiff,
2012) and these terms are used interchangeably in this paper. The functionalist argument is that the purpose of
education is to solve societal problems (Bryant, 2012; Guerrero, 2005; Haralambos & Heald, 1985; Moore &
Moore, 1982). In light of the functionalist argument, the problem this study investigates is how is it possible for the
BCMM to experience perpetual inappropriate job behaviour and performance when many BCMM workers have
academic credentials. This paradox is central in this study because it questions the assumption that workers with
formal education make a significant contribution in addressing the country’s societal challenges, yet the BCMM
experiences significant challenges from workers with formal education. While the assumption is not negated, this
study draws attention to the evidence of workers with formal education who cause significant societal challenges.
This study assumes that this is due to the over-emphasis of one component of skill, namely, job-specific skills, at the
expense of others such as appropriate attitudes, values and ethics. This has created a favourable environment for the
proliferation of BCMM workers’ inappropriate job behaviour and performance challenges. The study then assumes
that the application of broad skills could counter this challenge effectively and lead to more appropriate job
behaviour and performance at the BCMM.

The co-existence of formal education with inappropriate job behaviour and performance raises questions
about the effectiveness of the BCMM’s performance management systems (Badat, 2009; Badenhorst, 2012; Local
Government Handbook, 2012). Structural-functionalists assume that formal education is one of the factors that curb
inappropriate job behaviour and performance in an effort to achieve stability and consensus in society (Bryant, 2012;
Guerrero, 2005; Haralambos & Heald, 1985; Moore & Moore, 1982; Almquist et al., 1978). Durkheim (1977)
believes that the major function of education is the transmission of society’s norms and values, a system through
which pupils would come to learn that it is wrong to act against the interests of the social group as a whole. If
education serves this function, amongst others, then a question arises: How is it possible for some BCMM workers’
job behaviour and performance to undermine the interests of the BCMM community when most of the workers have
formal education? Inappropriate job behaviour and performance in the BCMM evokes what Plato, Aristotle, and
Locke (Naugle, 2001; Cahn, 1970) tried to resolve as they probed how it was possible for people who have been
taught what is right to act contrary to the principles they have learned. This shows that this has been a concern for
centuries; it has now been manifested in the BCMM through the workers’ inappropriate job behaviour and
performance. It is for this reason that this study investigates the co-existence of formal education with inappropriate
job behaviour and performance at the BCMM to attempt to establish what makes this possible.

Various inappropriate job behaviour and performance practices permeate society and are manifested in the
public and private sectors (Goss, 1994; Public Protector South Africa, 2012; van Heerden, 2010; Agrawal & Cooper,
2007). These practices range from simple to complex, erroneous to purposeful, and the role players include
government employees, private citizens, and organizsations. Furthermore, the ripple effect is severe, because these
practices exacerbate poverty and under-development. With regard to corruption, for instance, money that could have
been used for service delivery, poverty relief, community development, education, health, crime prevention, and
other socially useful purposes gets spent by a few individuals mostly on non-essential expenses (Greenburg, 2002;
Mawonga, 2012; Benya, 2011). On the basis of the seriousness of this challenge, this study attempts to understand
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the inappropriate job behaviour and performance phenomenon so as to be able to propose possible solutions. It
hypothesises that this phenomenon at the BCMM is attributable to the paucity of the various dimensions of
knowledge (‘know that’, ‘know why’, ‘know how’) as well as attitudes, ethics and values (Hanushek & Woessmann,
2008). Testing this hypothesis requires a proper examination of broad skills in order to determine which of the
components of broad skills is not being applied by the workers and it also requires identification of gaps in the
BCMM management system which make it possible for this phenomenon to exist (Badat, 2009; Local Government
Handbook, 2012).

It is important to emphasise that though this study hypothesises that inappropriate job behaviour and
performance in the BCMM is due to the paucity of broad skills, it does not downplay the importance of formal
education. The importance of formal education in the BCMM is unquestionable as it is crucial for enhancing
economic growth, social development, and other municipal objectives. However, the hypothesis suggests that the
uncritical acceptance of formal education as a panacea for socio-economic challenges translates to a failure to
critically analyse the skills required to undertake a particular task. Skills acquired through formal education are
narrow in nature as they predominantly enhance job-specific capabilities and only to a lesser extent enhance crucial
elements that contribute to quality work performance, such as ethics, values, and attitudes. Similarly, skills acquired
through socialisation or background are also narrow in nature as they predominantly enhance interpersonal skills,
communication, responsibility, integrity, empathy, teamwork, sociability and the like (Gerber, 2009). However, the
recognition of the various forms of narrow skill acquired through schooling, socialisation, culture, background, and
otherwise, translates to the notion of broad skills. The notion of broad skills involves the idea that labour (ability to
do a job) is a product of many varied elements and is determined by the total human being (Bourdieu, 1997; Badat,
2009). For this reason, Gichure (2000) notes that because it is an activity, work requires some effort for its
accomplishment seeing that “work, as a human activity requires intentionality and voluntariness” (p. 3).

METHODOLOGY

This study used the mixed method approach, that is, a combination of qualitative and quantitative methods
(Creswell & Plano-Clark, 2007). The investigation merited a mixed methods approach because of the complexity of
the notion of broad skills, some of whose components are immeasurable, unobservable, and unquantifiable. Mixing
the qualitative and quantitative data helped to provide a better understanding of the municipal workers’ job
behaviour and performance at the BCMM since limited data would have been collected if either method had been
used. Qualitative methods included an analysis of relevant literature, semi-structured interviews with sampled
workers from various departments and in different ranks. The quantitative method was in the form of a questionnaire
with 79 closed-ended questions, which included 10 biographical questions. The questionnaire had 6 qualitative
questions; thus the total number of questions was 85. BCMM workers were requested to complete and return the
questionnaire that was sent to them by email and fax, and later hand delivered.

As of 30 June 2012, the BCMM had 8 directorates, 39 departments, and a total staff complement of 5,427
(Buffalo City Metropolitan Municipality, 2012). Ten respondents per department were meant to be sampled for
responding to the questionnaire, so as to have 390 respondents in total. For the structured interviews, 1 person was
meant to be sampled per directorate, so as to have 8 interviewees in total. However, due to fieldwork logistics that
included a high rate of refusal to participate in some departments, the share of respondents per department could not
be balanced. Consequently, some departments were over-represented and others were under-represented. In lieu of
getting 398 respondents (7% of the total staff complement), only 342 (6% of the total staff complement) could
participate. However, physically administering the questionnaire around the BCMM offices meant that the
respondents were much more than 342. This is because the researcher had to explain to the workers what the
questionnaire was about and, in return, they spoke about their experiences and observations at the BCMM, including
those who refused to complete the questionnaire. The refusal to complete the questionnaire was on account of lack
of time by some workers, fear of victimisation because the environment was highly political, and research fatigue by
those who felt that they had participated in too many research projects, yet nothing seemed to change.

The questions in the questionnaire and interview questions were formulated in such a way that they adhere
to the study’s conceptual framework, the amalgamation of human capital, social capital, cultural capital, and
reputation capital. Purposeful sampling was made since special attention had to be paid to staff with formal
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education in order to investigate the co-existence of formal education with inappropriate job behaviour and
performance. However, many workers (49%) had no matric and most of them were in elementary occupations
(Buffalo City Metropolitan Municipality, 2011a), so the formal education prerequisite of the participants had to take
this into consideration. The level of formal education was not made a prerequisite because most workers’ education
level was commensurate with their occupations. Taking these technicalities into consideration, the research
questions then sought to probe how inappropriate job behaviour and performance persisted in the respective
occupations despite the commensurate education credentials.

The research process and instruments were designed to enable meaningful analysis of the data, because on
its own, data is meaningless unless systematically and logically interpreted. This interpretation was done through
analysis of the responses against relevant laws and policies such as the Municipal Structures Act (1998), The Local
Government Municipal Systems Act (2000), BCMM supply chain management (SCM) policy and recruitment
policy. For the quantitative data analysis, empirical statistical data were generated and processed by a qualified
statistician from the Nelson Mandela Metropolitan University’s (NMMU’s) Statistics Department. Non-parametric
statistical tests were conducted using SPSS version 12.0 programmes to analyse the relationships between variables.
The Spearman rank correlation coefficient was used to determine the relationship between categorical variables.
Non-parametric statistical methods are also called parameter-free or distribution-free methods because they rely on
classification, ranking or order rather than numbers because the researcher is not in a position to give a numerical
description of the population (Business Dictionary, 2013; Investopedia, 2013).

The statistical significance of the variables’ correlation was calculated using the chi-square test and cross-
tabulations of the data. For each cross-tabulation, the chi-square test is reported that indicates statistical significance,
Cramer’s V is also reported that indicates the practical significance (small, medium, or large), and lastly Spearman
rank correlation is also reported since the variables are ordinal. Since the instruments sought to determine the
opinions of the respondents, ordinal scales were used since they are “measures of non-numeric concepts like
satisfaction, happiness and discomfort” (My Market Research Methods, 2012, p. 1). For measuring the internal
consistency (reliability) of the instrument, Cronbach's alpha was used. The levels of reliability appeared to be high
with an average of 0.75 for employees’ job behaviour and an average of 0.82 for employees’ job performance.

Participation in this study was voluntary and all participants were made aware of this through the covering
letter. Their confidentiality was also promised with the covering letter undertaking that participants’ personal details
would not be disclosed under any circumstances. There would therefore be no risk of harm, embarrassment, or
offence to any participant or to the municipality. In fact, the biographical information section enabled them to
remain anonymous since the required information was about their directorates and departments, type of
employment, tenure, and educational qualifications. The covering letter also noted that there were no risks or
discomforts associated with participation. It also clearly stated that there were no pecuniary benefits of participation
to the participants, although the study would be very helpful in supporting policy changes that would help in
addressing the broad skills shortage challenge. Participants’ attention was also drawn to the fact that this research
was approved by the university’s Research Ethics Committee, with ethics approval number H12-EDU-ERE-028.
They were assured that this committee is competent, being composed of experts whose responsibility includes
ensuring that the rights and welfare of participants in this study are protected and that the study is conducted in an
ethical way.

DISCUSSION OF FINDINGS

The responses indicate that some managers struggle to exercise control in their respective departments due
to internal factors. Many people in BCMM management are in acting positions. They hope for permanent
appointment, which they believe depends on pleasing the relevant stakeholders. One respondent refers to the BCMM
as “Hollywood because everyone is acting in a position they are still studying to be in or on sick leave. BCMM is an
extended wing of St Mark’s Hospital.” The acting capacity of many workers renders them indecisive when tough
and unpopular decisions have to be taken. For instance, some respondents suggest that a line manager may follow all
procedures for dealing with poorly performing and/or inappropriately behaving workers, but when managers exhaust
the applicable corrective measures without achieving the desired outcomes, then punitive ones should be used. This
may include sacking the workers in question. However, the municipal manager as the accounting officer of the
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municipality has the authority to hire and fire workers after all proper procedures have been followed. Since all
municipal managers were in acting positions from November 2008 to March 2012 when the current municipal
manager was appointed permanently, they did not want to jeopardise their chances of permanent employment in this
position. Consequently, they usually refused to fire poorly performing and inappropriately behaving workers.
Instead, they asked the manager concerned, who has no authority to fire anyone, to deal with the matter, thereby
expecting him or her to use corrective measures indefinitely. This compromises management authority and under
such circumstances, some workers may take advantage of the environment because they know that no negative
consequences will follow their inappropriate job behaviour and performance.

Despite the challenges with acting municipal managers, it is important to note that the enforcement of
disciplinary measures is not solely this official’s responsibility. According to the BCMM Key Performance
Indicators (KPA) Achievement Report (2011a), the Labour Relations Division of the Human Resources Department
“is responsible for employment relations and maintenance of discipline at the workplace” (p. 36). The report further
notes that the responsibility of the Labour Relations Division also includes ensuring that line managers are
capacitated in all aspects of labour relations so as to be able to exercise control and diligently discharge their duties.
The Labour Relations Division also ensures the implementation and enforcement of the collective agreement
disciplinary code. Consequently, “during the 2010/11 financial year a total of one hundred and forty six (146)
disciplinary hearings was conducted and thirty one (31) suspension cases and disciplinary enquiries were handled
and finalised” (Buffalo City Metropolitan Municipality, 2011a, p. 36). Of the 86 submitted grievances, 33 were
resolved (Ibid.). To prevent further occurrences of job mishehaviour, the Labour Relations Division conducted road
shows to educate workers about expected job behaviour and made them aware of the common misdemeanours that
lead to punitive measures against offenders.

It is important to note that 146 disciplinary hearings were conducted in the 2010/11 financial year, that is,
when the municipality still had an acting manager. This challenges the suggestion that there was indecisiveness
which translated to inaction against offending workers. The collective decision-making process in the disciplinary
hearings may have assisted in this regard, mitigating the effects of punitive decision making by managers who are in
acting positions. Furthermore, the Local Government Municipal Systems Act (2000) requires municipalities to “take
measures to prevent corruption” (p. 22). It is commendable that the BCMM is acting against job misdemeanours
such as fraud and corruption as evidenced by the suspensions, dismissals, and issuing of written warnings to
misbehaving workers. However, BCMM measures to prevent corruption seem to be under threat. Expanding on the
question, “Does the BCMM have an effective policy to get rid of unproductive workers?”” one respondent argued
that the BCMM does not have such a policy:

The only policy this place has is to try and get rid of good people and cover up corruption. Take the City Manager,
he points out the wrong doings of all ..., suddenly he is in the firing line, wonder why, maybe because tenders are
not going the way they used to and the CM [City Manager] knows how to say no. BCMM IS CORRUPT TO THE
CORE [sic].

It also transpired that some BCMM councillors were accused of corruption, even though the Local
Government Municipal Systems Act (2000) states that a councillor must “perform the functions of the office in good
faith, honestly, and in a transparent manner; and at all times act in the best interest of the municipality and in such a
way that the credibility and integrity of the municipality are not compromised” (p. 106). To curb corruption, the
requirements of the Act need to be applied. The same Act (2000) requires the municipality, in accordance with the
Employment Equity Act (1998) to develop and adopt appropriate systems and procedures to ensure fair, efficient,
effective, and transparent personnel administration, including (a) the recruitment, selection, and appointment of
persons as staff members; (b) the supervision and management of staff; and (c) the monitoring, measuring, and
evaluating of performance of staff.

The Local Government Municipal Systems Act (2000,) requires that there be “a culture of public service
and accountability amongst staff” (p. 22). It is, however, difficult to know whether this has been achieved at the
BCMM because most of the respondents (53%) are neutral on the question about whether workers are mindful of the
impact of their actions on others. However, 38% believe that the workers were mindful while only 9% felt that they
were not. With regard to whether workers cared if others suffered as a result of them doing their jobs badly, 34% of
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the respondents agreed, 36% dissented, and 30% were neutral. In terms of the same Local Government Municipal
Systems Act (2000), the code of conduct for municipal staff members requires them to “foster a culture of
commitment to serving the public” (p. 114). However, while 31% of respondents observed that the quality of service
discourages customers from dealing with the BCMM again, 37% thought it does not. This shows that more still
needs to be done at the BCMM in line with Section 95 of the Local Government Municipal Systems Act (2000)
which seeks to “establish a sound customer management system that aims to create a positive and reciprocal
relationship between persons liable for payments, and the municipality” (SALGA, 2011, p. 9).

Responding to the question as to why some workers engage in inappropriate job behaviour and
performance practices, although they have formal educational qualifications, one respondent stressed that:

It is because there is no or little communication with the management of all relevant policies and procedures when
employees are newly employed in BCMM. Management is inconsistent in the application of such policies. It depends
whether the manager likes or dislikes you and that will determine the outcome of the specific issue. Staff who
outshine, and go the extra mile in their work are not recognised as there is no performance management system in
place, so employees just come and do "that much” and go home, whether it’s in line with policy or not, who cares.
Lack of genuine care, respect, trust and positivity for each other has greatly diminished and the spirit of Ubuntu is
almost dead. Management too don’t comply with the policies, they are just there in black and white, but few if any
comply with or review such policies. | think for unskilled or semi-skilled employees, it could be that they are less
educated and need someone to educate them in their mother tongue about the repercussions of non-compliance.

According to 88% of respondents, some workers know what is right, but still do what is wrong indicates
shortage not of narrow, but of broad skills. In fact, evidence suggests that human nature and the work environment
could be fuelling inappropriate job behaviour and performance. Hence, Singh’s (2011) caution that “the human
factor is not secondary” to the labour process (p. 498). As 52% of respondents have no opinion in this regard, while
34% think that they are consistent and 8% think they are not, it is difficult to ascertain if the policies and practices in
the BCMM are consistent in addressing unethical conduct. Moreover, it is difficult to ascertain if the BCMM
provides enough protection for people who disclose corruption because 59% of respondents have no opinion in this
regard, 38% think the BCMM does not provide enough protection and only 2% think it provides enough protection.
The 38% of respondents who think that BCMM does not provide enough protection could be indicative of BCMM’s
progress towards the achievement of its good governance strategic objectives for 2011/12. The strategic objectives
include the “development of fraud awareness and culture capable of mitigating fraud in a responsible manner”
(Buffalo City Metropolitan Municipality, 2011b, p. 3). If most people feel vulnerable as a result of exposing fraud
and corruption, then very few will have the courage to risk their lives. This is especially so in light of the death
threats the municipal manager and his family received as a result of his fight against corruption and these threats
attest to the determination by some individuals to continue with corruption by removing people who prevent it
(Weekend Post, 2011; Hollands, 2011). This is not unique to the BCMM as whistle-blowers were victimised in other
municipalities such as the Sol Plaatjie Municipality (Gxoyiya, 2011; Sol Plaatjie Municipality, 2012).

Evidently, BCMM measures for preventing fraud and corruption are insufficient because the use of BCMM
resources for personal purposes continues. Table 1 shows the extent to which specific resources were used for
personal purposes. This happened despite the stipulation in the Local Government Municipal Systems Act (2000)
that “a staff member of a municipality may not use, take, acquire, or benefit from any property or asset owned,
controlled or managed by the municipality to which that staff member has no right” (p. 118). That being said, 36%
of respondents believe that workers use what does not belong to them without permission from the owners, while
13% think this does not happen and 51% are neutral.
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Table 1: Extent to Which Specific Resources are Used for Personal Purposes
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Use of BCMM’s vehicles for personal purposes 315 | 362 | 1.23 | 0.81 | 0.84 57%
Use of BCMM’s phones for personal purposes 312 | 3.26 | 0.88 | 0.32 | 0.88 36%
Use of BCMM’s money for personal purposes 302 | 298 | 098 | 0.38 | 0.87 31%
Use of BCMM’s time for personal purposes 311 | 3.70 | 1.13 | 0.68 | 0.85 60%
Use of BCMM’s equipment for personal purposes 308 | 364 | 1.16 | 0.73 | 0.85 56%
l{;igrg;ps)osmonal authority in the BCMM to pursue personal 310 | 291 | 092 | 030 | 088 15%
Deceitful use of leave benefits 309 | 342 | 090 | 0.57 | 0.86 55%
Eglvi\f;:is for favours received which are against the BCMM 308 | 397 | 104 | 079 | 0.84 81%
Bribery of BCMM workers 308 | 3.73 | 1.13 | 0.67 | 0.85 58%
Delaying decisions in order to pursue personal interests 309 | 3.35 | 0.86 | 0.61 | 0.86 37%

To get the percentages in Table 1, the last two options (to a high extent and to a very high extent) were
combined, but the mean, standard deviation, Cronbach alpha, and average inter-item correlation are for all five
options in the Likert scale. The mean in Table 1 suggests that many respondents chose the high end of the scale, as
the lowest average is 2.91 and the highest is 3.97. Table 1 also shows that according to 81% of the respondents,
BCMM workers accept rewards for favours received which were against BCMM policies. These include getting
inside information regarding tenders, and inducements, rewards, gifts, and favours to municipal officials for the
purpose of getting a contract. This buttresses the conviction of the BCMM municipal manager that BCMM “is
corrupt to its core at an administration and supply chain management level” (Times Live, 2011, p. 1). According to
60% of respondents, BCMM’s time is used for personal purposes, with 55% of respondents observing that some
workers use their leave benefits deceitfully. Deceitful use of leave benefits includes acquisition of fraudulent
certificates, and not reporting for duty on account of being sick while in reality they are not. For this reason, Tanzi
(1998) emphasises that “not all acts of corruption result in the payment of bribes” (p. 565). For example, a public
employee who claims to be sick but goes on vacation is abusing his public position for personal use. Thus, he is
engaging in an act of corruption even though no bribe is paid. The rate of absenteeism of BCMM workers is rather
high. Although the internationally accepted rate of absenteeism is 3%, for sick leave only, the BCMM recorded
2.8%, 3.9%, and 4.4% in April, May, and June 2011 respectively (Buffalo City Metropolitan Municipality, 2011a).
The council then established the Absenteeism Management Committee, whose responsibility is to monitor the rate
of absenteeism, investigate its motivation and propose measures to reduce it. It also researched worker absenteeism
(at the time of writing this research report, the results of this study had not yet been made public).

Vehicles, according to 57% of the respondents, and equipment, according to 56%, are also used for
personal purposes, yet the Local Government Municipal Systems Act (2000) forbids this practice. This suggests that
one has to dig deeper in order to understand the 69% of respondents who note that there is a shortage of material to
use for doing their jobs. Logically, there is bound to be a shortage of such material if workers use it for personal
purposes. The cross-tabulation shows that, of the respondents who think there is enough material for all the workers
to use in doing their jobs, 86.36% think that BCMM workers use BCMM s vehicles for personal purposes. This was
established through a combination of respondents who agree and strongly agree on the question on whether there is
enough material for all the workers to use in doing their jobs and those who chose the high and the very high extent
on whether BCMM workers use BCMM’s vehicles for personal purposes. The relationship between the two
variables was found to be statistically significant (Chi*= 380.28, df = 16, p = 0.0000) with Cramér's V = 0.56 which
indicates that this finding is of large practical significance. The Spearman correlation coefficient (0.63) indicates that
there is a moderate correlation between thinking that there is enough material for all the workers to use in doing
their jobs and the use of BCMM’s vehicles for personal purposes.
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Moreover, 31% of respondents observe that workers use BCMM’s money for personal purposes. The cross-
tabulation shows that, of respondents who think that all BCMM workers can be depended upon to undertake
honestly the work assigned to them, 70.58% believe that BCMM workers used BCMM’s money for personal
purposes. This was established through a combination of respondents who agree and strongly agree on the question
about whether BCMM workers can be depended upon to undertake honestly the work assigned to them and those
who chose high extent and very high extent on the question about whether the workers use BCMM’s money for
personal purposes. The relationship between the two variables was found to be statistically significant (Chi? =
476.22, df = 16, p = 0.0000) with Cramér's V = 0.63 which indicates that this finding is of large practical
significance. The Spearman correlation coefficient (0.57) indicates that there is a moderate correlation between
thinking that all BCMM workers can be depended upon to undertake honestly the work assigned to them and the use
of BCMM'’s money for personal purposes.

The 37% of respondents who observed delaying of decisions in order to pursue personal interests could
also be referring to the R3.1 million spent on “emergency requisitions” (Nini, 2012, p. 1). The BCMM’s supply
chain management (SCM) policy suggests that “in the normal course of business, procurement of goods and services
are allowed either by way of price quotation or through a competitive bidding process” (Public Safety, 2010, p. 13).
However, National Treasury (2011) states that in emergency cases, that is, “cases where immediate action is
necessary in order to avoid a dangerous or risky situation or misery” these processes may be dispensed with and
procurement done in any manner that is in the best interests of the department or municipality concerned (p. 32).
Some respondents suggest that some workers take advantage of this and create emergency cases by delaying
procurement decisions in order to procure from their accomplices. Such cases make it impracticable to ensure
procurement that is fair, equitable, transparent, competitive and cost-effective as stipulated in article 217(1) of the
Constitution because standard procurement processes are bypassed (Buffalo City Metro Municipality, 2010;
National Treasury Republic of South Africa, 2004). Emergency cases then make it possible for the selected supplier
to charge uncompetitive prices and thereafter share the profits with the official who created the emergency.

The fact that 41% of respondents hold that all BCMM workers can be depended upon to undertake honestly
the work assigned to them needs to be viewed with caution in light of such high level use of BCMM resources for
personal purposes. This caution is underscored by the fact that 54% of respondents think that insincerity is a form of
inappropriate job behaviour that occurs in their respective departments. In fact, the cross-tabulation shows that, of
the respondents who think all BCMM workers can be depended upon to undertake the work assigned to them
honestly, 69.35% strongly believe that workers use BCMM’s vehicles for personal purposes. This was established
through a combination of respondents who agreed and strongly agreed on the question about whether BCMM
workers can be depended upon to undertake honestly the work assigned to them and those who chose high extent
and very high extent on the question about whether the workers used BCMM’s vehicles for personal purposes. The
relationship between the two variables was found to be statistically significant (Chi? = 517.98, df = 16, p = 0.0000)
with Cramér's V = 0.65 which indicates that this finding is of large practical significance. However, the Spearman
correlation coefficient (0.12) indicates that there is no correlation between the idea that BCMM workers can be
depended upon to undertake honestly the work assigned to them and the idea that BCMM workers use BCMM’s
vehicles for personal purposes.

According to 38% of respondents, the BCMM views mismanagement of assets like money, vehicles, and
telephones as a serious offence; 31% believe that it does not view it as a serious offence and another 31% had no
opinion one way or the other. Some respondents, however, suggest that if the municipality were serious about its
assets, there would not be many employees in acting positions because they strongly believe that this makes the
municipality vulnerable by weakening decision-making on inappropriate job behaviour. Apparently, acting staff do
not want to jeopardize their chances of permanent employment, and are thus reluctant to take tough decisions. The
reverse argument is that people in acting positions could take advantage of the situation and take tough decisions in
an effort to prove that they are capable of doing the job to which they should therefore be appointed permanently.

A factor that contributed to thinking that the BCMM does not view mismanagement of its assets as a
serious offence is the alleged inefficient treatment of suspension cases. Suspension on full pay and appointment of
someone to act in that position means an increase in the municipality’s salary expenses because the suspended
worker is paid and the one acting has to be paid an acting allowance. These expenses continue until the suspended
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worker is proven guilty or not guilty by a disciplinary committee or court of law. The longer the disciplinary and/or
court processes take, the longer the municipality suffers increased salary expenses. It is then not surprising that
many respondents (38%) believe that the BCMM has no effective policy to get rid of unproductive workers, while
28% are of the view that it does and 33% prefer to remain neutral. The high percentage of noncommittal responses,
though respondents were promised anonymity, could indicate lack of trust due to the political camps that exist at the
BCMM.

JOB SATISFACTION

In addition to the cultivation of appropriate ethics, values, and attitudes to enhance job behaviour and
performance, it is clear that more still needs to be done at the BCMM about the work environment. If 37% of
respondents observed that workers like their jobs, 30% thought they do not and 32% had no opinion, it means that
although many respondents thought workers like their jobs, there is still a significant number who are unhappy.
Reasons for the unhappiness must then be investigated and addressed. Some could be related to conflict at work,
communication, and job characteristics. If 36% of respondents felt that their managers manage conflict well, 34%
felt that they do not, and 30% had no opinion, it means that although many respondents thought managers manage
conflict well, a significant number does not think so. Conflict management involves understanding the cause and
nature of conflict; therefore, it would be prudent to get to the bottom of this challenge and address it thoroughly.
Similarly, 36% of respondents felt that their jobs had more attractive than unattractive characteristics, 31% felt that
unattractive characteristics dominate, and 33% had no opinion. Although many respondents (36%) thought their jobs
had more attractive than unattractive characteristics, the 31% who thought otherwise is significant.

Table 2 through to Table 5 use type of employment (permanent or contract), age, gender, and race to depict
three aspects of job satisfaction namely:

1. Workers who feel discouraged from exposing job misbehaviour such as fraud and corruption, because no
strong action ever gets taken against the culprits;

2. Workers who are bored at work;

3. Workers who think their jobs have more attractive than unattractive characteristics.

Table 2: Job Satisfaction by Type of Employment (Permanent or Contract)

Workers who feel discouraged from Workers who think their
exposing job misbehaviour such as fraud and | Workers who are | jobs have more attractive
corruption because no strong action is ever bored at work than unattractive
taken against such behaviour characteristics
Permanent 48.76% 40.32% 48.21%
Contract 92.86% 0% 1.27%
Chi-square 67.96 174.78 196.14
0.73 (large .
Cramér's V 0.46 (large practical significance) prac(tica% 0.80 .('afg.e practical
e significance)
significance)
Degrees of freedom 4 4 4
P value .00000 .00000 .00000

Table 2 reveals that 92.86% of the respondents who are temporary and contract workers feel discouraged
from exposing job misbehaviour such as fraud and corruption, because no strong action is ever taken against such
behaviour. There are fewer (48.76%) permanent workers who feel the same. The high rate (92.86%) of
discouragement among temporary and contract workers could be because many of them hope for permanent
employment. Therefore, the notion that there is no strong action taken against fraud and corruption could be seen as
compromising their chances of permanent employment. This notion could also be held on account of their
observation that finding employment is on the basis of who you know. The hope for permanent employment is
corroborated by the fact that no temporary and contract workers admitted to being bored at work. On the contrary,
only a very small percentage (1.27%) of them thought their jobs had more attractive than unattractive characteristics
and most (96.20%) chose the ‘neither agree nor disagree’ option. A significant share (48.21%) of permanent
workers, however, thought that their jobs had more attractive than unattractive characteristics.
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Of the 344 respondents, 259 (75.29%) were employed on a permanent basis, 6 (1.74%) temporary and 79
(22.96%) on contract. The tenure distribution was <1 year = 5 (1.45%), 1-5 years = 96 (27.90%), 6-10 years = 143
(41.57%), 11-15 years = 63 (18.31%), 16-20 years = 13 (3.78%), 21-25 years = 8 (2.32%), 26-30 years = 7 (2.03%),
>31 years = 6 (1.74%), and unspecified = 3 (0.87%). Moreover, the data shows that people in clerical and
administrative positions comprise a big share of BCMM workers. These positions include Enquiry Clerks, Natis

Clerks, Chief Clerks, Administrative Clerks, Records Clerks, and Senior Clerks.

Table 3: Job Satisfaction By Age

Workers who feel discouraged from exposing Workers who think their
job misbehaviour such as fraud and Workers who are jobs have more attractive
corruption because no strong action is ever bored at work than unattractive
taken against such behaviour characteristics
20-39 years 86.39% 5.79% 46.74%
40-49 years 13.86% 73.53% 8.52%
50+ years 50% 34.29% 60%
Chi-square 240.39 229.27 222.87
Cramér's V 0.61 (large practical significance) 0.59 _(Iarg_e practical 0.61_(Iarg_e practical
significance) significance)
Degrees of 8 8 8
freedom
P value .00000 .00000 .00000

The age distribution profile of the respondents was 20-29 years = 17 (4.94%), 30-39 years = 183 (53.19%),
40-49 years = 105 (30.52%), 50-59 years = 31 (9.01%), 60 years and above = 7 (2.03%), and unspecified = 1
(0.29%). Table 3 reveals that 86.39% of respondents in the 20-39 years cohort felt discouraged from exposing job
misbehaviour because no strong action is ever taken against such behaviour. However, 13.86% in the 40-49 years
cohort and 50% in the 50+ years cohort felt the same. The high rate of discouragement in the 20-39 years cohort
could be because many of them are new in the labour market and, for the first time, are experiencing the differences
between what they learnt at school or university and how the labour market operates. For instance, while school or
university may have inculcated meritocratic values (e.g., the harder you work, the higher you progress career wise
and the more you earn), the reality may be that factors such as who you know, political affiliation, and laws such as
the Employment Equity Act (1998) which gives preference to candidates from designated groups, may play a role.
This is supported by the fact that only 5.79% of respondents in the 20-39 years cohort admitted to being bored at
work as opposed to 73.53% who are bored in the 40-49 years and 34.29% in the 50+ years cohorts. However, most
of those who thought that their jobs had more attractive than unattractive characteristics are in the 50+ years cohort,
followed by 46.74% in the 20-39 years and 8.52% in the 40-49 years cohorts.

Table 4: Job Satisfaction by Gender

Workers who feel discouraged from exposing Workers who think their
job misbehaviour such as fraud and corruption Workers who are jobs have more attractive
because no strong action is ever taken against bored at work than unattractive
such behaviour characteristics
Male 50% 43.14% 9.84%
Female 77.04% 8.14% 81.82%
Chi-square 31.68 155.90 183.41
Cramer's 0.31 (medium practical significance) 0-69.(""?9? practical 0-78.('5‘!9_6‘ practical
\Y significance) significance)
Degrees of 4 4 4
freedom
P value .00000 .00001 .00000

The gender distribution profile of the respondents was 209 (60.75%) males, 134 (38.95%) females, and 1
(0.29%) unspecified. From Table 4, we learn that 77.04% of female respondents felt discouraged from exposing job
misbehaviour such as fraud and corruption, because no strong action is ever taken against it. At 50%, fewer male
respondents felt the same. The high rate of discouragement among female respondents could be in support of
Rivas’s (2008) research finding that “women are indeed less corrupt than men.” (p. 1). However, males (43.14%)
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seem more bored at work than their female (8.14%) counterparts. While some studies suggest that “gender is not
matter for boredom at work” (Sohail, Ahmad, Tanveer, & Tarig, 2012, p. 923), others argue “that males are more
boredom prone than females” (Vodanovich, Kass, Andrasik, Gerber, Niederberger, & Breaux, 2011, p. 2).
Additionally, most (81.82%) female respondents thought that their jobs have more attractive than unattractive
characteristics as opposed to the few (9.84%) males who thought the same.

Table 5: Job Satisfaction by Race

Workers who feel discouraged from exposing Workers who think their
job misbehaviour such as fraud and Workers who are jobs have more attractive
corruption because no strong action is ever bored at work than unattractive
taken against such behaviour characteristics
Black 48.44% 41.51% 12.56%
White 90% 4.44% 89.66%
Chi-square 54.60 207.65 182.90
- . . . 0.81 (large practical 0.79 (large practical
Cramér's V 0.42 (medium practical significance) significance) significance)
Degrees of 4 4 4
freedom
P value .00000 .00000 .00000

The race distribution profile of the respondents was 237 (68.89%) Blacks, 90 (26.16%) Whites, 4 (1.16%)
Asians, 11 (3.19%) Coloureds, and 2 (0.58%) Other. From Table 5, we learn that 90% of White respondents felt
discouraged from exposing job misbhehaviour because no strong action is ever taken against such behaviour. At
48.44%, fewer Black respondents felt the same. The researcher could not find studies on the attitude of Blacks in
relation to Whites concerning fraud and corruption. However, Hyslop (2005) observed that “attitudes toward
corruption in the post-1994 political leadership were certainly affected by the ANC’s 180-degree shift in ethos from
advocacy of an austere socialism in the mid-1980s to the celebration of the self-enrichment of a new black elite by
the mid-1990s” (p. 786) Few (4.44%) White respondents admitted to being bored at work, as compared to 41.51%
of Black respondents with a similar admission. Similarly, most (81.82%) White respondents thought that their jobs
have more attractive than unattractive characteristics, while few (12.56%) Black respondents thought the same.
There are obvious reasons for jobs to be attractive or unattractive. These need to be investigated and addressed
properly. The qualitative responses reveal that the unattractive parts of working at the BCMM include tensions as a
result of the two centres of power, unequal treatment of employees, remuneration, corruption, delays in organogram
review, job insecurity, and municipal instability.

Furthermore, many workers are not pleased with communication at the BCMM as 39% of respondents
believe that there is no regular communication between workers and management about work-related issues, though
32% felt that there is and 29% were neutral. Apparently, workers whose responsibilities do not involve using a
computer and having access to the internet get fewer communiqués from the management than those with computer
access. For them, the message has to be relayed by the line manager and sometimes this means that they get the
communiqués late or not at all. This is because some, like electricians and plumbers, work outside municipal
premises and only report at the depot in the morning and afternoon when they come back from the field.

Regarding capacity, although most respondents (67%) noted that there is a staff shortage in relation to the
responsibilities of their respective departments, 30% admitted to being bored at work. The cross-tabulation shows
that, of the respondents who felt bored at work, 79.56% thought there are too many workers in relation to the
responsibilities of their departments. This was established through a combination of respondents who agreed and
strongly agreed on whether they felt bored at work and those who chose high extent and very high extent on whether
there are too many workers in relation to the responsibilities of their departments. The relationship between the two
variables was found to be statistically significant (Chi® = 436.27, df = 16, p = 0.0000) with Cramér's VV = 0.60 which
indicates that this finding is of large practical significance. However, the Spearman correlation coefficient (0.37)
indicates that there is a moderate correlation between feeling bored at work and the number of workers in relation to
the responsibilities in the respective departments. It is rather difficult to reconcile the staff shortage claim with
boredom. The bored workers could be uninterested in their jobs or idling with nothing much to do, which would
echo the view that the public service labour force is bloated (Bowling, 2007; Sol Plaatje Municipality, 2012;
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National Treasury, 2011; Child, 2011). However, 43% admitted that they are not bored and 27% had no opinion on
this issue.

Despite the claim of boredom, 36% of respondents believe that the BCMM s the best employer to work
for, while 34% disagreed and 30% had no opinion. The cross-tabulation shows that, of the respondents who felt
bored at work, 78.12% thought the BCMM is the best employer to work for. This was established through a
combination of respondents who agreed and strongly agreed on the question about feeling bored at work and those
who agreed and strongly agreed about whether the BCMM is the best employer to work for. The relationship
between the two variables was found to be statistically significant (Chi? = 608.83, df = 16, p = 0.0000) with Cramér's
V = 0.69 which indicates that this finding is of large practical significance. However, the Spearman correlation
coefficient (0.24) indicates that there is no correlation between feeling bored at work and thinking that the BCMM is
the best employer to work for.

CONCLUSION

The continuing inappropriate job behaviour and performance in organizations such as the BCMM
challenges the assertion that formal education alone translates to fewer social problems. The evidence of
inappropriate job behaviour and performance of those with formal education makes the achievement of the
functionalists’ goals for education doubtful, specifically the economic development and common good goals. The
evidence from this study also reveals the weakness of the functionalist theory which focuses on the positive
contributions that education makes to society and overlooks its negative contributions and limitations. The BCMM
workers’ inappropriate job behaviour and performance are a serious setback for functionalist claims about education
as even some of those appointed on academic merit do not reflect appropriate ethics, attitudes, and values. A
thorough diagnosis of job performance problems is very important because these challenges involve compromised
service quality and this does not augur well for the sustainability of the BCMM’s metropolitan status. Some of the
workers’ responsibilities require not so much formal education qualifications, but rather, any applicable skill in
addition to an ethical and moral approach to undertaking job responsibilities. By and large, the unquestioning
acceptance of the assumption that the skills shortage is responsible for inappropriate workers’ job performance and
behaviour is discredited by the evidence of skilled personnel who exercise their responsibilities in a manner that
undermines their occupational requirements. Therefore, it is imperative to realise that the narrow conception of skills
that privileges job-specific capabilities is not enough for cultivating a workforce with appropriate job behaviour and
performance practices. The seriousness of the municipal responsibility necessitates efficacious application of
management principles, because the growth and development of every economy hinge on how resources are
judiciously managed and increased. Therefore, the application of broad skills and effective management practices is
crucial to close the gaps that enable the perpetuation of inappropriate job behaviour and performance in BCMM
systems. Importantly, the broad skills concept does not place importance on one of its components at the expense of
the others, as does the positivist model which raises the importance of schooling above the other factors contributing
towards enabling workers to discharge their responsibilities appropriately. The many determinants of job behaviour
and performance render labour (ability to work) nebulous. This poses challenges in ascertaining the skills status quo,
especially in light of the notion of broad skills. Further research is required on this subject to establish the need for
broad skills in developing the competencies of employees in any organisation.
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