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ABSTRACT

This research study focuses on the development of a framework that can lead to the
enhancement of the levels of job satisfaction that are experienced by the fixed-term

academic staff members employed at South African Higher Education Institutions.

This part of the academic workforce has become a vital part of the academic
community as a whole, globally as well as in South Africa. It is thus very important
that the needs of these staff members are tended to, and that the levels of job

satisfaction that they have, are monitored.

Six main clusters that may influence the levels of job satisfaction of these staff
members were identified, namely the emotional well-being of these staff members,
the availability of resources that is needed to complete the tasks, the levels of
autonomy that they experience, the challenges and accomplishments that they are
confronted with, their levels of job- and financial security as well as the overall

manner in which their daily environment is managed. .

To obtain more information about the factors that may influence the job satisfaction
of these staff members, an adapted version of standardised Minnesota Satisfaction
Questionnaire (MSQ) was sent to fixed-term academic staff members at five different
Higher Education Institutions in South Africa. This was done with the help of the
Human Resource Management departments of these HEIl's, as all employee

information is confidential.

The quantitative as well as qualitative data obtained from this questionnaire indicated
that there are a number of aspects which has an influence on the levels of job
satisfaction that are experienced by these staff members. The findings from literature

as well as empirical research were analysed and discussed accordingly.

Recommendations regarding strategies that may be followed to improve the levels of
job satisfaction of this group of staff members were made. These recommendations
were based on the findings from literature as well as the research conducted for this

study.

XVi



The levels of job satisfaction that are experienced by fixed-term academic staff
members are essential for the continued motivation and productivity of these staff
members. It is thus advisable that the HEIs focus on the needs that these staff
members have to ensure not only their continued productivity and prosperity but also
that of the HEI as a whole.
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ABSTRAK

Hierdie studie fokus op die ontwikkeling van ‘n raamwerk wat kan lei tot die
verbetering van die vlakke van werksbevrediging wat deur vastetermyn aangestelde
akademiese werknemers in diens van Hoér Onderwys Instansies in Suid Afrika

ervaar word.

Hierdie deel van die akademiese gemeenskap maak ‘n noemenswaardige deel uit
van die totale akademiese gemeenskap as ‘globaal, asook in Suid-Afrika. Dit is dus
om hierdie rede, baie belangrik dat daar na die behoeftes van hierdie werknemers
omgesien word, en dat die vlakke van werksbevrediging wat hulle ervaar, in ag

geneem word.

Ses hoofafdelings wat ‘n invloed kan hé op die vlakke van werksbevrediging wat
deur hierdie werknemers ervaar word,is geidentifiseer.naamlik die emosionele
welstand van die werknemers, die beskikbaarheid van hulpbronne om hul take te
verrig, die vlakke van onafhanklikheid wat hulle het, die uitdagings waarmee hulle
gekonfronteer word, hul prestasies, hul vlakke van werks- en finansiéle sekuriteit

asook die algemene wyse waarop die omgewing rondom hulle bestuur word.

Om meer inligting in te win oor die faktore wat die vlakke van werkssatisfakie van
hierdie werknemers beinvioed, is ‘n aangepaste weergawe van die
gestandaardiseerde Minnesota Satisfaction Questionnaire (MSQ) gebruik. Hierdie
vraelys is aan die vastetermyn akademiese werknemers van vyf hoér onderwys
instansies in Suid-Afrika gestuur. Omdat die personeelinligting vertroulik is, is die
vraelyste met die hulp van die Menslike Hulpbron afdelings van die instansies aan

die relevante werknemers versprei.

Die kwantitatiewe sowel as kwalitatiewe inligting wat verkry is vanaf hierdie vraelys
het getoon dat daar inderdaad sekere aspekte is wat die vlakke van
werksbevrediging van hierdie werknemers beinvloed. Die bevindinge vanaf relevante
literatuur asook empiriese navorsing wat voltooi is vir hierdie studie is geanaliseer en

gevolglik bespreek.
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Aanbevelings aangaande sekere strategieé wat gevolg kan word om die vlakke van
werksbevrediging wat deur hierdie werknemers ervaar word, is gemaak. Hierdie

aanbevelings is gemaak met die bevindinge vanaf literatuur en empiriese navorsing.

Die vlakke van werksbevrediging wat ervaar word deur hierdie groep werknemers is
noodsaalik vir die volgehoue motivering en produktiwiteit van hierdie werknemers.
Dit word dus aanbeveel dat die instansies op die behoeftes van hierdie individué
fokus, siende dit die volgehoue produktiwiteit van beide die werknemers asook die

instansie as ‘n geheel beinvloed.
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CHAPTER 1

ORIENTATION AND BACKGROUND TO THE
STUDY

1.1 BACKGROUND AND STATEMENT OF PROBLEM

Organisations around the globe are experiencing an increasing level of
economic strain due to changing circumstances. Higher Education
Institutions (HEIS) are no exception. These academic organisations also
employed diverse strategies that would assist in the growth practices of
the organisation with the minimum financial output. HEIs are faced with a
large number of demands on a national as well as a global level,
including aspects such as the availability of financial resources needed to
run such an organisation optimally as well as an increased demand for
quality tertiary education. Adequate funds are needed for numerous
aspects, including, but not limited to, the recruitment and maintenance of
skilled, qualified personnel, the upkeep of the campuses and so forth
(Makhubu, 1998:1).

HEIs needed to have highly skilled academic personnel with the requisite
of tertiary educational qualifications and backgrounds to ensure quality
lecturing. However, due to limited human and financial resources, HEIs
have opted to make use of an alternative method of staffing, namely
employing larger numbers of fixed-term lecturers (Magagula and
Mgwenga, 2004:1). As the costs of employing staff members on a
permanent basis leads to increased costs for the HEI, the appointment of
these fixed-term academic staff members incorporates limited benefits,
thereby limiting costs to the HEI. HEIs subsequently employ fixed-term
lecturers, in addition to the lecturers who are appointed in a permanent

capacity. Brown (1998:1) explains that the impetus towards the increased
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use of the above-mentioned arrangements centres on the institution’s
demand for short-term lecturing and service delivery goals, whilst reaping
the full benefit of a low cost fixed-term work force. Although this option
may be financially advantageous to the institution, literature has shown
that fixed-term employment contracts in general might have a negative
impact on the job satisfaction of these employees, due to, inter alia, a
lack of job security and long-term career vision (Lankard, 1993:1,;
Engelbrecht & Chamberlain, 2005:9, Harbour, 2005:1; and Schultz,
2009:102).

In South Africa there has been an increase in the number of fixed-term
lecturers employed at HEIs during the past years. This, in turn, has given
rise to a number of managerial challenges on different levels within the
organisation. The Human Resource department of the organisation, in
particular, has been affected by this staffing trend. Blackwell and Bryson
(2006) assert that tensions and paradoxes were evident in the
relationship between the organisations’ human resource approach and
fixed-term employment strategies. Fixed-term academic staff members
were often unhappy about their employment conditions and with the lack
of support from the Human Resources Management (HRM) department.
Subsequently, the already existing tension between the different types of
employment is aggravated. Allen (2001: 415) is of the opinion that fixed -
term staff often experiences a lack of support from the middle
management of an organisation. Furthermore, Allen (2001: 415) refers to
the lack of formal support, the prejudiced perceptions of full-time staff
members about the possible “lack of work commitment”, as well as the
negative effect of fixed-term appointments on the career paths of these
staff members as some of the major reasons for individuals shying away

from this type of appointment.

As far back as the early 1940’s, motivational researchers in the field of
employee satisfaction have explained the importance of fulfilling the
needs of employees in establishing a productive and satisfied workforce
(Maslow, 1943:383 and Herzberg & Mausner, 1959). Research
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conducted by Lincoln and Kalleberg (1990) state that the job satisfaction
of staff refers to the generalised perception of an employee towards
his/her employment and employer and that it constitutes an important
part of an employee’s job success. However, Allen (2001) and Blackwell
and Bryson (2006) have emphasised the hampering effect that fixed-term
employment conditions may have on the job satisfaction of staff.
Subsequently, this research study endeavours to provide possible
strategies that can lead to the improvement of the levels of job
satisfaction experienced by fixed-term academic staff members.

1.2 CONCEPTUALISATION OF TERMS AND THEORETICAL
FRAMEWORK

As this research study focusses on the job satisfaction of fixed-term
academic staff, it is important to conceptualise these terms as well as

provide the theoretical framework within which the study was conducted.

1.2.1 Job satisfaction

A study of the literature revealed that there are many definitions of job
satisfaction. Job satisfaction, as a complex, multidimensional construct,
has been extensively researched in industrial and corporate settings
since the nineteenth century and more fully during World War 11, in an
effort to improve organisational and individual effectiveness. Since then
and 2005 more than 10 000 studies have since been published (Wright,
2006: 262, 263). However, there have been conceptual problems
concerning defining and researching the under-researched sectors and to

identify strategies to improve the situation in those areas.

For the purpose of this study the description of the Harvard Professional

Group (1998), seems to be a workable definition whereby job satisfaction
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Is seen as the sense of achievement and success that is experienced by
an employee at the place of employment, which constitutes the main
component in the attainments of goals set by the employee. In this
context Erasmus, Schenk, Swanepoel and Van Wyk (2006:22-23) are of
the opinion that institutional management must regard job satisfaction as
a very important determinant of the productivity of the workforce - as well
as the subsequent success of the organisation as it largely depends on

the attitudes and feelings of the staff members.
1.2.2 Fixed-term staff

Gberevbie (2006:12) explain that fixed-term employment refers to the
appointment of staff who offers their services for a pre-determined period
of time, depending on the arrangement made between the individual and

the employer.
1.2.3 Research paradigms dominating the study

For the purpose of this study, a pragmatic-realist approach was followed.
Subsequently, the problem forms the core of the study and the methods
employed, had been selected to provide an optimal understanding of the
problem, as well as possible solutions to the problem. Pragmatic, in the
sense that different methods were employed and realist, by applying this
stance to observe the manifestations of the realities fixed term staff

members are facing.

In following the above approach, this study applied both a positivistic as
well as a phenomenological lense in conducting the empirical research
and in interpreting the data. The positivist lense was used for the
guantitative investigation (Fraenkel & Wallen, 2010: 423) into the levels of
job satisfaction of fixed-term lecturers at South African HElIs.
Complementary to this, Lester (1999:1 of 4), Cresswell (2003:38-51),
Trochim (2006:1), and Fraenkel and Wallen (2010:13) refer to the use of
a phenomenological approach which emphasises the subjective
experiences that people have and the meanings people give to the world

that surrounds them. Subsequently, for the purpose of this study, the
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phenomenological approach was appropriate for exploring the qualitative
data that revealed the deeper views, feelings and opinions of fixed-term
academic staff members at South African HEIs. The latter was

researched by means of the open-ended questions in the questionnaires.

1.3 PROBLEM STATEMENT

A number of studies regarding the job satisfaction of fixed-term
employees in various fields were consulted (Fatima, Sahibzada & Warsi,
2009; Cassar, 2010; Gwavuya 2010; De Cuyper, De Witte & Martinez,
2010 Chu & Hsu, 2011). However, studies pertaining to the level of job
satisfaction among fixed-term staff members were rather limited, even
more so among staff members at Higher Education institutions and no
research regarding the job satisfaction of fixed-term academic staff

members at South African HEIs could be traced.

Howell and Hoyt (2007:1) have identified underlying uncertainties and
frustrations among fixed-term staff members and the challenge of
keeping those staff members committed to their academic task.
Furthermore, the increasing number of fixed-term appointments in higher
education (Magagula, 2004), the negative consequences of this type of
employment on the job satisfaction of staff (Bryson & Barnes, 2000), as
well as the absence of research in this regard within the South African

context, revealing a problem in severe need of research.

During the course of this research study, the researcher identified specific
problem areas that had a negative impact on the job satisfaction of this
category of staff members which consequently affected their levels of
productivity and job success. Subsequently, the problems associated with

fixed-term appointments gave rise to the research question:
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How can the job satisfaction of fixed-term academic staff members
at higher education institutions in South Africa be addressed with

the aim of enhancing academic engagement and success?

The above question lead the researcher to ask the following subsidiary
research questions:
o What are the foundational theories pertaining to job satisfaction

and what is the consequent affect on fixed term academic staff

members?

o How does job satisfaction relate to Human Resource
Management?

o What are the levels of job satisfaction of academic staff members

with fixed-term employment contracts at HEIs in South Africa?

o What influences the level of job satisfaction of fixed term staff
members at HEIS?

o How can the job satisfaction of fixed-term academic staff members
at South African HEIs be addressed?

1.4 AIM AND OBJECTIVES OF THE RESEARCH

The aim of the research was to explore the influence of fixed-term
employment contracts on the job satisfaction of academic staff members
at HEIs in South Africa in view of constructing a framework for the
improvement of the job satisfaction of fixed-term academic staff

members.

The following objectives were pursued in this study:

o To conceptualise job satisfaction and explore the foundational
theories;
o To view job satisfaction within the Human Resource Management

context and the subsequent affect on academic staff members;
o To conduct an empirical investigation on the levels of job

satisfaction of academic staff members with fixed-term
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employment contracts at HEIs in South Africa and the influence of
this type of employment contract and its related aspects on their
job satisfaction; and

e To construct a management framework for the addressing the job
satisfaction of fixed-term academic staff members at South African
HEIs.

15 RESEARCH DESIGN

1.5.1 Literature study

A literature study of relevant sources was carried out by the researcher to
determine the scope of job satisfaction, theories of job satisfaction,
organisational- and human resource management practices and the
influence thereof on job satisfaction, as well as the circumstances

surrounding fixed-term appointments at HEIs.

1.5.2 Research methods and methodology

The researcher used a combination of quantitative as well as qualitative
research in this study. Brake (1999:225) stresses that the utilisation of
both quantitative as well as qualitative approaches to acquiring data
enhances the trustworthiness of the data and improves the final
outcomes of the study. Burgess (1993:94) also supports this triangulated
approach. In this regard Neumann (2000:325) states that the mixed-
method approach provides more weight to the research findings. It is then
in the above context that the researcher also included open-ended

guestions in the questionnaires.
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According to Mason (2002:1), the use of such a qualitative approach
allows the researcher to learn more from the participant’s perspectives
and personal experiences as it “enlightens” the quantitative findings and
can lead to the discovery of the often “hidden” part of the phenomenon
(Lester 1999: 1 of 4). For discovering the underlying meanings and
patterns of relationships and the determinants of the levels of satisfaction,
this qualitative data is deemed appropriate.

1.5.3 Data collection

A comprehensive literature study was undertaken in which both national
as well as international sources were consulted as to provide a solid

foundation for the research study.

An adapted version of the Minnesota Satisfaction Questionnaire (MSQ)
was used (see Attachment A). The researcher adapted the questionnaire
to contain 88 five-point Likert scale questions to determine the
respondents’ levels of job satisfaction in a positivist fashion. The
guestionnaire also included a number of open-ended question to get an
understanding of the conditions under which these staff members have to
work and how that influences their job satisfaction using the

phenomenological lens.
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1.5.4 Ildentification of the variables

Neuman (2000:521) and Airasian, Gay and Mills (2009: 9) explain that a
variable refers to a concept that can take on a number of measures. In
other words, a variable can be seen as a “placeholder” that can assume
any one of a wide range of values. In this particular investigation, the
variables were fixed-term employment and job satisfaction.

1.5.4.1 The independent variable

Bless, Higson-Smith and Kagee (2006: 183) state that an independent

variable is defined as the “...variable that is manipulated by its
relationship to an observed phenomenon, the dependent variable.” In
terms of McMillan and Schumacher's (2010: 487) view that the
independent variable precedes the dependent variable, the independent
variable in this study was staff members with fixed-term employment

contracts at Higher Education Institutions in South Africa.

1.5.4.2 The dependent variable

A dependent variable can be seen as the variable that can be observed
or measured to determine the effect that the independent variable has
had on it (Bless, Higson-Smith & Kagee, 2006:182). As the dependent
variable is the variable that needs to be measured by the research tool
and of which the outcome is the result of the independent variables
(McMillan and Schumacher, 2010: 286), the dependent variable in this
study was the levels of job satisfaction that are experienced by academic

staff members employed on fixed-term contracts at South African HEIs.
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1.5.5 Population and Sampling

Bless, Higson-Smith and Kagee (2006:184) explained that a population
refers to the “complete set of events, people or things to which the
research findings are to be applied.” Therefore, it refers to all possible
members of a group (Travers & Cooper, 1996, Airasian, Mills & Gay,
2009:11). The population of this study was the fixed-term appointed
lecturers at various HEIs in South Africa. Purposeful convenient sampling
was used as this type of sampling allows the researcher to select
participants that will best be able to answer the questions (Lewis,
Saunders & Thornhill, 2000: 174). For the purpose of the study, five
South-African HEIs were used as sample. Various HEIs were contacted
to obtain permission to involve them in the study. The researcher chose
to make use of the first five institutions that responded favourably.
Questionnaires were electronically distributed to all fixed-term academic
staff members at different ranks once permission was obtained from the
HEIs.

As the information of staff members is sensitive and confidential, the
guestionnaires were sent to the HR department of the HEIs, who, in turn,
distributed the questionnaires electronically to the fixed-term academic
staff members employed by the HEIs. The respondents returned the
guestionnaires in electronic format to the researcher. Thus, in some
instances, the names and contact details of the respondents were known
to the researcher, but all respondents were assured by the researcher

that all information was treated anonymously and confidentially.

1.5.6 Validity and reliability

Reliability and validity are important attributes of a research instrument
(Thomas, 1998:133). McLaughlin and Mertens (2004:107) stated that
validity, as well as reliability, are key to maintaining appropriate standards

in research. They continued by stating that research is a scientific method
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of inquiry and that data obtained should be carefully assessed by testing
for validity as well as reliability. This was supported by Leedy and Omrod
(2010: 28) who posit that

“the validity and reliability of your measuring instruments influence the
extent to which you can learn something about the phenomenon that you
are studying the probability that you will obtain statistical significance in
your data analysis, and the extent to which you can draw meaningful

conclusions from your data”.

The reliability and validity of the research instrument was discussed in
more detail in chapter 3 of this study.

1.6 DATA ANALYSIS AND REPORTING

The quantitative data obtained from the questionnaires were analysed by
means of SPSS and reported by means of descriptive and inferential
statistics. In order to render an in-depth understanding of the participants’
experiences, the qualitative data was transcribed and meaningful themes,
in terms of the factors influencing fixed term academic staff’'s job

satisfaction at South African HEIs, were identified and discussed.

1.7 DEMARCATION OF THE STUDY

The main purpose of the study was to identify the levels of job
satisfaction experienced by academic staff members with fixed-term
employment contracts. Five randomly selected South African Higher
Education institutions were involved in the study for exploring the

dynamics in this area in order to optimise staff performance.
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This study is situated in the sub-discipline of Higher Education. Both Tight
(2003:7; 2004:6) and Bitzer and Wilkinson (2009: 387) classify
institutional management within Higher Education as field of study. Tight
(2004:6) continues by explaining that institutional management in Higher
Education also includes “autonomous departments or divisions" that form
the platform and structures for institutional leadership and development.
In this context, this study also includes the role that the institutions'
human resource divisions and academic structures can play in enhancing

job satisfaction.
1.8 VALUE OF RESEARCH

Fixed-term appointments at HEIs in South Africa are rapidly increasing
due to the financial constraints experienced by these institutions. There
are a number of factors which contribute to the lack of job satisfaction
and this research is an attempt to explore these factors in view of
developing a framework of strategies for the improvement of job
satisfaction of fixed-term academic staff members in view of ensuring
guality performance in this sector. This study ultimately aimed at making
a valuable contribution to the field of Higher Education by developing a
programme that may add to the body of knowledge and management
practices regarding this staff category and the performance of those staff

members.

1.9 ETHICAL CONSIDERATIONS

In this study, the confidentiality of the HEIs participating in the research
as well as that of the respondents was respected. Any information that
could lead to the identification of either party was omitted from the

research.

This confidentiality also pertains to third party data, where the

employment data of the participants has to be secured. After permission
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was obtained from the HEIs for the execution of the study, the researcher
completed a confidentiality form to ensure the Human Resource divisions
of the various institutions that the employment data of the staff on fixed-
term contracts, from which the participants have been selected, will

remain confidential.

The rights of individuals to participate or to not participate were respected
and individuals participated voluntarily. All participants completed
informed consent forms. It was, however, acknowledged that the
researcher’'s own identity might inevitably influence the interpretation of
the data. Although the qualitative research method allows for some
‘subjectivity’, the researcher, nevertheless, conducted a number of
member checks by referring the data back to the participants in view of
ensuring that the data was presented and interpreted correctly in an

attempt to be as ‘objective as possible’.

1.10 LAYOUT OF CHAPTERS
Chapter 1: Oversight of research study to be conducted.

Chapter 2: Previous research as well as relevant literature in the Human
Resource context, fixed-term employment and job satisfaction, as well as

the implications thereof, forms the core of this chapter.

Chapter 3: The research design, data collection techniques, sampling of
the study as well as the procedures that were used to collect and analyse

is dealt with in this chapter.

Chapter 4: The collected data is analysed and reported on.
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Chapter 5: This chapter contains a summary of the literature as well as

the research findings and conclusions.

Chapter 6 deals with the consequent recommendations and the
proposed framework that can that can improve the levels of job
satisfaction experienced by fixed-term academic staff members at South

African Higher Education Institutions.
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CHAPTER 2

JOB SATISFACTION IN THE SOUTH AFRICAN
HIGHER EDUCATION CONTEXT

2.1 INTRODUCTION

Higher Education Institutions (HEIS) face an increasing number of
obstacles in the changing global environment. Some of these challenges
that must be considered by the management of these institutions include
the availability and subsequent management of human resources within
the organisation. In an attempt to ensure their survival, HEIs have
resorted to employ fixed-term academic staff members. The increasing
number of fixed-term academic staff members at HEIs around the globe
is not a new phenomenon, but although these staff members play an
important role in the overall functioning, success and survival of the HElIs,
their needs and levels of job satisfaction are often ignored. This form of
employment has an influence on the productivity of these staff members,

which subsequently influence the well-being of the HEI as a whole.

Although research regarding job satisfaction has been conducted around
the world in various fields by a number of researchers, including Ololube
(2010), Howell and Hoyt (2007) Barkhuizen and Rothman (2006), very
little has been conducted fixed-term employment contracts within
academic institutions. In the South African context limited research was
conducted by Venter (1998), Mosoetsa (2002) and Schulze (2006)
regarding the job satisfaction of academic staff members at South African
HElIs, but no relevant research could be found which dealt with the levels
of job satisfaction experienced by the vital fixed-term academic staff

members at our HEIs.

This chapter will firstly look at the concept “job satisfaction”. The term will
be conceptionalised and the main theories of job satisfaction will be
discussed and compared. The employment of staff members at an

organisation is related to both the Human Resource Management
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department as well as the organisational management function.
Subsequently, the roles and impact that these management functions
have on the job satisfaction will be discussed. Specific attention will be
given to the rationale for making use of fixed-term employment contracts
within HEIs, as well as the advantages and disadvantages for both the

organisation as well as the staff member.

Job Satisfaction
Theories and
Practices

Job Satisfaction in
Higher Education
Institutions

S

Employment
Options at
Higher
Education
Institutions

Human Resource
Management

\ ORGANISATIONAL MANAGEMENT /

FIGURE 2.1 The determinants influencing the effective management

of job satisfaction in Higher Education Institutions.
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The aim of the research conducted in this study is to determine the
influence that fixed-term employment contracts have on the job
satisfaction experienced by academic staff members at Higher Education
Institutions in South Africa. As can be seen in figure 2.1, in this chapter,
the researcher deals with literature relevant to Job Satisfaction in Higher
Education Institutions. This includes theories of job satisfaction, Human
Resource Management as well as different employment options that HEIs
have. These topics will be discussed with organisational management as
a whole in mind. Literature regarding the intricate interrelationship that
these aspects share, is dealt with, and the impact that they have on the

overall productivity of the organisation, is also been dealt with.

2.2 JOB SATISFACTION

This first part of the literature overview deals with the theoretical
background related to job satisfaction. Definitions, theories as well as
determinants influencing the levels of job satisfaction as well as the

importance thereof for academic staff members is discussed.
2.2.1 Job Satisfaction: conceptualisation

Ololube (2006: 1) states that, for the continuing growth and development
of educational institutions and systems around the world, the motivation
and level of job satisfaction of the academic staff members are of the
utmost importance. The author further alludes that these determinants
are of similar importance and rank as high as the educational resources,
skills, knowledge, strategies and other competencies that academics
need to ensure that the educational programme as a whole is a success.
This is supported by Filak and Sheldon (2003: 238) who explain that the
relevance of job satisfaction and level of motivation that is experienced by
the educational staff of an institution can be seen as crucial to the long-

term success and growth of any educational structure.
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Oshagbemi (1996: 389) posits that, in the light of the physical as well as
mental well-being of employee, job satisfaction can be seen in a very
serious light. From literature, which is discussed later in this chapter, it
has become clear that there are numerous determinants of job
satisfaction of employees, and that being fixed-term or full-time employed
can have an influence thereon. Morris and Venkatesh (2010: 83) explain
that employees who have a permanent employment contract tend to
experience a much higher level of job satisfaction than those employees
with a fixed-term contract. These authors continue by explaining that this
can have a negative influence on the motivation and productivity of the

employee.

In this section, the researcher explains what the concept of job
satisfaction entails, the prominent theories relating to the concept, as well
as some determinants which may have a positive or negative influence

thereon.

According to research that was conducted by the Harvard Professional
Group (1998), job satisfaction can be seen as the sense of achievement
and success that is experienced by an employee at the place of
employment, and continues by stating that job satisfaction is the main
ingredient that leads the employee towards the attainment of set goals
such as recognition, income, promotion to a better position, a higher or
better income structure, as well as the achievement of other objectives
that will ultimately lead to a higher level of motivation and fulfilment.
Erasmus, Schenk, Swanepoel and Van Wyk (2006: 22-23) explain that
job satisfaction must be seen as a very important factor, as the
productivity as well as the success of the organisation often depends on
the attitudes and feelings that the staff members experience. The
implications for staff are that they enjoy fulfilling the duties that were
ascribed to him or her, and that these duties will be done well, and that
the employee will be rewarded in a suitable manner for engaging in and
completing these duties. The amount of job satisfaction that is

experienced by the employee is generally linked to other aspects such as
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personal well-being as well as the productivity of the employee, and may
also have an influence of determinants such as stress experienced and

other health related issues.

Willson-Kirsten (2001: 100-101) explains that job satisfaction can be a
negative or positive attitude experienced by the employee, and continues
by stating that this attitude that is experienced is a factor which has a big
influence on the motivation that the employee experiences, and that it
can have an influence on the productivity of the employees. She
mentions aspects such as the following that may influence an employee

to perform at a higher level:

o Work that the employee experiences as mentally challenging,

o Rewards that are received by the employee that are a reflection of
the input that the employee has put into the completion of the task,

o Working conditions that are adequate, safe and offer a certain

level of comfort,

o Colleagues that are supportive of each other, and
o The personality of the employee should fit the task that he or she
was given.

Job satisfaction, therefore, primarily describes how content an individual
is with his or her job. If an individual experiences a high level of job
satisfaction, the employee will perform better, as the levels of motivation
that the employee experiences are higher. Employees that are not
satisfied with their jobs are likely to underperform. Employees that are
satisfied with their work, work conditions and environment normally have

a high rate of job satisfaction.
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Job Satisfaction Model

Fulfilment

" Employee
Commitment e oy
Engagement
Factors leading to diss atis faction: Factors leading to s atisfaction:
Poor pay Good leadership practices
FPoor compensation Good manager relationship
Poor work conditions Recognition
Lack of promotions Advancement
Poor benefits offering Personal growth
Lack of job security Feedback and support
Clear direction and objectives
When these conditions are optimal, When these factors are optimal, job
job diss atis faction will be eliminated. s atis faction will be increased.

However, these factors do not increase
Jjob satisfaction.

2008 Justin Field

FIGURE 2.2: Determinants of job satisfaction (Field, 2008)

When referring to figure 2.2 above, it is evident that there are numerous
factors that can lead to the satisfaction or dissatisfaction of staff
members. It is clear that, in order for a staff member to be fulfilled,
committed and balanced within his/her place of employment; certain
factors play a role, such as the benefits, remuneration, job security,
management practices, recognition, support and so forth. It is thus of
utmost importance that the HRM of an organisation, together with the
management structures of the organisation, take these factors in
consideration when planning the strategies, policies and procedures that

influence staff members.

2.2.2 Job Satisfaction: a theoretical perspective

Locke (1976: 282), a leading researcher in the field of job satisfaction,
states that job satisfaction can be seen as a pleasurable emotional state
which results from the appraisal of one’s work, while Cranny, Smith and
Stone (1992: 174) explain job satisfaction to be an affective reaction that
an employee has in regards to his work. Locke (1976) also developed the

Range of Affect Theory, which may be one of the most famous job
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satisfaction models available. The Affect theory has had a major
influence on the development of job satisfaction models, and is based on
the concept that people, or employees, react to a stimulus in a favourable
or negative manner. This theory explains that positive effects that one
have from an experience will motivate individuals to continue with the
specific action, as they receive positive results and reinforcements. The
opposite is also true — when an individual experiences negative feedback
or is caught up in a negative situation, they are motivated to escape and
move away from the situation. In the event of a negative attitude towards
one’s organisation of employment, the job satisfaction experiences can
lead to either motivated, or less motivated employees, which have an
influence on the productivity of the individual. Locke (1976), as adapted
by Weiss (2002: 285) explains that satisfaction is ultimately determined
by a discrepancy between what an employee wants in a job, and what an
employee has in a job. The value that is ascribed to the specific facet of
work moderates the amount of satisfaction or dissatisfaction that is

experienced when expectations that one has, is or is not met.

In the following sections, the most prominent theories and perspectives

regarding job satisfaction models are discussed.
2.2.3 Job Satisfaction theories
2.2.3.1 Maslow’s theory

Some researchers, however, are of the opinion that the Maslow hierarchy
of needs (Maslow 1943), laid the foundation for the concept of job
satisfaction as it is known to the workforce today. According to this
theory, five specific needs in life are desired in life, such as physiological
needs, safety and security needs, social needs, self-esteem needs and
lastly self-actualisation (Maslow, 1943: 370-396), which is shortly

discussed.

The physiological needs as explained by Maslow include the needs that
an individual has for basic survival, such as food, water, clothing, oxygen,

etc. When the basic physiological needs that were experienced by the
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individual were satisfied, the next level, according to Maslow (1943), of
needs, namely safety, can be addressed. These needs include various
types of safety that are needed by the individual, such as emotional
safety, physical safety, health, financial security, and so forth. In the
business and employment environment, the need for job security is of the

essence for the employee.

Social needs need to be fulfiled after the physiological, safety and
security needs have been fulfilled. Maslow’s hierarchy of needs involves
different types of social needs which an individual can experience on
various different levels, for example levels of friendship, levels of intimacy
that the individual shares with others, as well as the feeling of love,
belonging and acceptance experienced by these persons, friends as well
as family members. In the absence of these feelings of belonging feelings
of depression and loneliness can surface. People have a need to be
accepted socially by their peers, and if they experience negative levels of

job satisfaction, this level of satisfaction may not reach its full potential.
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FIGURE 2.3: Maslow’s hierarchy of needs (Adapted from Maslow,
1943)

According to Maslow the next level of the hierarchy can be seen as the
level of self esteem that the individual has. Maslow perceived this need
as the natural need that a person experiences to be accepted and
respected by others, and if a person does not have this feeling of respect,
the person can develop a low or negative self esteem, which, in the work
environment, can lead to a decrease in the motivation and ultimately the
productivity of this person. People must feel that they are accepted,
respected and valued, both in their personal as well as their employment
environments. These determinants also have an influence on the levels

of job satisfaction that is experienced by the individual.

The last and highest level of the hierarchy developed by Maslow in 1943
is the self-actualisation level. Maslow (1954: 92) explained that the level
of self-actualisation is the realisation of the potential that an individual
has. This researcher stated that this “desire is the desire to become more
of what one is; to become everything that one is capable of becoming.”

This so called “desire” will differ from individual to individual, depending
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on the goals of the person. This level of the hierarchy can only be
reached when the other needs of the hierarchy have been met.

It is important to remember that fixed-term academic staff members often
experience problems regarding job security, which will hamper the overall
feeling of safety and security that is experienced by the individual.
Cashwell (2009: 40 — 56) supports this by explaining that the
determinants such as the remuneration received by the staff member as
well as the job security that the individual experiences, influence the
overall feeling of security experienced by the person. This feeling of
insecurity can then have a negative influence on the remaining needs,
such as the need to be socially recognised and appreciated, as well as
the self esteem and self actualization needs. This can clearly be seen in
the literature discussed earlier, where it was stated that fixed-term

academic staff members often feel neglected.

Early researchers made use of this hierarchy as a basis from which job
satisfaction theories were developed Wright State University (2007:

online), and in the next section, more of these theories will be discussed.
2.2.3.2 The dispositional theory

According to Judge (2001), the dispositional theory towards job
satisfaction can be explained as a theory that suggests that people have
instinctive dispositions towards a certain situation which will lead to these
people having tendencies towards a certain level of satisfaction,
regardless of the position that this person has at his/her place of

employment.

Judge (2001) developed the Core-Self evaluations model. This model
explains that the position, attitude and feelings that an employee has
towards his/her employment are determined by four determinants,
namely the self esteem (overall sense of self-worth), general self-efficacy
(one’s beliefs about own capabilities), locus of control (perceived as a
persons’ perceived control over circumstances), as well as the

neuroticism of the employee (the tendency to experience negative
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emotional states) influences the job satisfaction that is experienced by
the employee. The higher the levels of self esteem, self efficacy as well
as locus of control, and the lower the neuroticism of the employee, the
higher the levels of job satisfaction experienced by the employee at the
place of employment. Fixed-term academic staff members can thus feel
as if they are appreciated and can experience higher levels of job
satisfaction if the levels of self-efficiency, locus of control and the level of
self-esteem that is experienced by these staff members can be improved.
This will lead to more dedicated and motivated fixed-term lecturers, which
will have a positive influence on the productivity and output of the HEI as

a whole.
2.2.3.3 The two-factor (or motivator-hygiene) theory

According to research conducted by Herzberg (1976), job satisfaction
and dissatisfaction are driven by different determinants. Motivation can
be seen as an inner force that drives individuals to attain personal as well
as organisational goals (Hoskinson, Porter & Wrench 2007: 133), while
hygiene determinants are those that aspects of the working environment
that may influences the individual in a negative manner, such as
compensation, working conditions and so forth. Gawel (1997: 1) explains
that job satisfiers is a term that is used to describe the relationship that an
employee has with the actual task which must be completed, while the
determinants that can be described as job dissatisfiers can be explained
as the relationship that the staff members have to the environment in

which the tasks are performed.

Herzberg was informed by the work of Maslow, who was a behavioural
scientist who developed a hierarchy of human needs (Maslow, 1943:
394). Herzberg (1968: 57) explains that the motivation factors intrinsically
motivate and satisfy the workers, and includes factors such as
achievement, recognition for achievement, the work itself, responsibility,
as well as growth and advancement. According to NetMBA (2010:
online), determinants which affect job attitudes in a negative manner can

include the policies of the organisation, the level and type of supervision
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that the employee has, the overall relationship with the staff members in
superior positions, the conditions of employment, the compensation that
the employee receives as well as the relationship that the employee has
with his peers. These determinants, according to Herzerg's theories, can
thus be seen as hygiene factors which may have a negative influence on
the productivity and attitudes of the staff member. There are also a
number of determinants which can influence the employee in a positive
sense, such as the level of responsibility that an employee has, the
growth that the employee can observe in the workplace, the level of
achievement and recognition that the employee receives for the work that
is completed, as well as the type of work itself. This theory has been

developed with making use of the Affect theory as foundation.

Mothman (2009: 3) explains that both aspects, namely job satisfaction as
well as job dissatisfaction, are crucial for the effective management of the
educational organisation, as both these determinants have an influence
on the level of motivation, productivity and thus the effectiveness of the
institutional performance. The author further continues by explaining that
the management of the institution must make the attitudes and feelings
the academic staff members have towards their institutions a priority, as
these feelings and attitudes will increase not only the effectiveness and
productivity of these staff members, but that of the organisation as a

whole.
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FIGURE 2.4 Herzberg’s motivation hygiene theory

The researcher also identified “hygiene factors” which leads to the
dissatisfaction of employees, which includes company policies and
administrative practices, the supervision that the employees receive,
interpersonal work relationships, working conditions, staffing influences,
salary, status, as well as the job security that is experienced by the
employee. The researcher stated that the management of an
organisation must focus on the determinants which have an influence on
the overall job environment of the staff member, such as the different
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policies as well as the procedures within the organisation, as well as the
general working conditions, as this will decrease the level of
dissatisfaction experienced by the employee, thus increasing the job
satisfaction, as well as possibly the overall production and attainment of
set goals and objectives of the organisation as a whole.

King (1970: 20-29) concurs by stating that, according to the two-factor
theory, aspects such as achievement, recognition received, the work that
the employee must do, the level of responsibility that the employee has,
as well as the opportunities that the employee has for advancement and
growth within the organisation are all determinants that have a positive
influence on the satisfaction of the employee. The author further explains
that there also are factors that lead to overall dissatisfaction, and thus a
possible less productive and de-motivated employee includes aspects
such as the policies of the organisation, the level of supervision that the
employee has, the relationship that the employee has with superior staff
members, the overall work conditions that the employee is subjected to,
the relationship with peers, as well as the level of job security

experienced.

Studies by Hackman and Oldman (1976: 276—279) explains that the two-
factor or motivator-hygiene theory was merely a methodological artefact,
which does not consider individual differences, which predicts that all
employees subjected to this test, will react in a similar fashion, thus
rendering the test not relevant. These researchers have therefore

developed another theory, called the job characteristics model.

2.2.34 The job characteristics model

Hackman and Oldman (1976: 250-279) are of the opinion that there are
five core job characteristics, namely skill variety, task identity, task
significance, autonomy as well as feedback, that has an influence on the
job outcomes, thus, the job satisfaction experienced by the individual.

These core job characteristics have an impact on three critical
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psychological states, which are experienced meaningfulness, the
experienced responsibility for the outcomes of the task, as well as the
knowledge of the actual outcome of the task, which in turn will influence
the employee behaviour. This behaviour can be measured as job
satisfaction by taking determinants such as employee absenteeism,

motivation and so forth into consideration.

Research conducted by Brookshire, DeVaro and Li (2007: 996-1001)
concludes that the productivity, as well as the quality of the final product
are associated in a positive manner with the variety of the task at hand
and the level of autonomy that the employee experiences. The
determinants mentioned lead to a higher level of employee satisfaction,
which as such supports the predictions made by the Job Characteristics
Model as devised by Hackman and Oldman. It can thus be seen that the
productivity and attitudes that the fixed-term lectures have towards the
HEI can be improved if the conditions of employment that are offered by

the HEI are improved.

Weiss (2002: 174) defines job satisfaction as the attitude that one has
towards his work. Although job satisfaction can be seen as an attitude
that an employee has, but that researchers and scholars should the
different objects of cognitive evaluation, which includes the emotions
(affect), beliefs as well as the emotions of the employees. Truell, Price
and Joyner (1998: 120) explain that when an environment conducive to
learning is established, as well as being maintained, will staff members
be highly satisfied. The authors continue by stating that these lecturers

will generally be motivated and innovated.

From the literature on the different job satisfaction theories it is clear that
there are different views and explanations regarding the concept, but that
there are often numerous aspects that of the theories that overlap. This is
demonstrated in figure 2.5, which is a diagrammatic synthesis of the main
aspects of each prominent theory, ranging from Maslow, Hackman and
Oldman, Herzberg, Locke as well as Judge. The summary in the diagram

gives a broad overview of the different principles within an organisation
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that can have an influence on the levels of job satisfaction that is
experienced by the staff members. These principles can in turn be linked
to some of the clusters that are indicated by the Minnesota Satisfaction
Questionnaire (MSQ) as indicators of job satisfaction, namely
Achievement, Comfort, Status, Safety and Autonomy. In chapter 4 of this
study, the MSQ will thus be used to explore the levels of job satisfaction
that is currently experienced by fixed-term academic staff members at
South African Higher Education Institutions.
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Maslow

Job security

be met
e Belonging
acceptance

Emotional safety
Financial security
Physical safety

Social needs must

e Respected by peers
e Realisation of goals
® Remuneration

Skill variety
Task identity,

Feedback

Hackman and Oldman

Herzberg

Inner forces
Compensation
Relationship with working
environment
Recognition for
achievement

The work itself

Policies and practices of
the organisation

Level and type of
supervision

Level of responsibility,
Levels of growth
experienced,
Recognition for
completed work,

Type of work done
Interpersonal
relationships,
Opportunities for growth
and advancement.

Locke

Reaction to
stimulus
Pleasurable
emotional state
Motivation
Reinforcements

Judge

Self-esteem
General self-
efficiency

Locus of control
Neuroticism
experienced

Task significance,
Autonomy and

!

FIGURE 2.5 Determinants and theories influencing job satisfaction:

a synthesis
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Abdullah, Ahsan, Shah Alam and Yong Gun Fie (2009: 121) explain that
people who experience a high level of stress related to their occupation,
caused by determinants such as uncertain job security, salary disputes,
problems with colleagues and so forth can experience high levels of job
dissatisfaction, which may lead to high levels of frustration and burn-out.
This can lead to feelings of unhappiness in the work place, which leads to
a lower level of production, influencing the organisation as a whole in a
negative sense. The authors continue by stating that it is of high
importance for both the employer as well as the employee to identify and
reduce the stressors that lead to negative effects. Division of Human
Resources (2000) states that persons who experience workload stress
have feelings of reluctance regarding attending work, and that feelings of
constant pressure are experienced by them. The author continues by
alluding that these feelings are accompanied by behavioural,

physiological as well as psychological stress symptoms.

Alexandros-Stamatios (2003: 598) is of the opinion that the management
of an organisation plays a significant role in the level of work related
stress that is experienced by an individual, as the practices and policies
that the management of an organisation implement directly influence the
employee. Aspects such as the workload, rates of pay and the variety of
tasks that an individual must complete, have significant influence on the
level of work related stress experienced. Abdullah et al (2009: 123) are of
the opinion that the job satisfaction or dissatisfaction that is experienced
by the staff members is the outcome of the level and types of work stress
that are experienced by the staff member. Abdullah continues by saying
that unsatisfied staff members have a greater inclination to end their
association with the organisation in question. Russo (2010: online)
explains that salary can be seen as a big driver of the level of job
satisfaction that is experienced by academic staff members at Higher

Education Institutions, and that the type of lifestyle that can be
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maintained by this income is of importance to these staff members, and
influences their overall job satisfaction.

It is thus clear from literature that the level of job satisfaction that is
experienced by the employee has an influence on the level of productivity
of the employee. The importance of job satisfaction and thus the levels of
productivity of the employee have led to various research studies by
various researchers, including the ones discussed earlier in this chapter,
to prove and better the relationship between these two determinants. In
the changing HEI environment the level of job satisfaction experienced by
the academic staff members is crucial to the output of qualified, equipped
graduates. It is thus very important that the management of the HEI
implement policies and procedures to ensure that the levels of job
satisfaction experienced by the staff members are high.

Within a broader context job satisfaction can be seen as numerous
aspects that affect the experiences that an individual has of work, or the
guality of the working life of the individual. These aspects that have an
influence on the attitude or level of contention that the individual has, can
include things such as the amount of stress at work, the conditions that
the individual has to face at work, the method of employment — whether
the employment contract is full-time or fixed-term, the compensation,
whether the employee has benefits, job security as well as physical
conditions as well as other demographics (Schulze, 2006: 318). Chen,
Shiau, Wang and Yang (2006: 484-490) supports the above statements
by explaining that job satisfaction is a result of various feelings and
attitudes that an employee experiences towards his occupation. The
authors continue by explaining that these attitudes and feelings may be
related to occupational factors which include, but are not limited to, the
benefits that the employee receives, the job environment, the overall job
security that is experienced, adequate handling of grievances, the level of
participation and the value of input of the employee in decisions that are
made within the work environment. The authors further explain that

personal dimensions such as the gender, age, status and level of
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recognition that an employee receives, can have a great influence on the

overall satisfaction experienced in the place of work.

It is important to understand whether employees are satisfied, as their
satisfaction can have an influence on the overall job performance of the
employees, which, in turn, can have an influence on the output and
productivity of the organisation as a whole. Turnover (Judge & Saari,
2004: 396-400) and absenteeism (Wegge, Schmidt, Parks and Van Dick,
2007: 79) are some of the work behaviours that can be dependent on the
level of job satisfaction that is experienced by the staff members. Judge,
Thoresen, Bono and Patton (2001: 400-407) found that the productivity of
the staff in the workplace can be directly linked to the level of job

satisfaction experienced by the staff members.

2.3 MANAGING JOB SATISFACTION

From the above discussion of the motivational theories, it became evident
that the organisation an employee is working for is confronted by the
challenge to enhance the job satisfaction of its staff. This implies that they
have to fulfil their staff's higher order psychological needs before job
satisfaction can be experienced. With a satisfied workforce, the rest
should fall into place (McEwan, 2003: 53, 54). Motivation and job
satisfaction, thus, begin with leadership that builds or affirms the people
and their value to the institution. This is also the case for HEIs — the

needs of the staff members must be taken into consideration.

The close link between job satisfaction and how the institutions deal with
the internal and external determinants is explicit. McEwan (2003: xx, xxi)
particularly also includes the non-financial motivators such as
expectations, encouragement, sense of humour, a pleasant working
environment, exposure to and being noticed by senior management,

praise when it is due, and support. Challenging tasks and the feeling of
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working on something worthwhile, the feeling of being trusted and
working for a good and reliable organisation, where sensitivity towards a
work/life balance prevails, furthermore contribute to motivation and job
satisfaction, whereas contextual factors that hamper employees should
be removed. The staff members' potential should also be developed
through personal and professional development that takes different
professional development needs into account (McEwan, 2003: XXX, XXxi).

Heystek (2008:10-16) warns that a system that does not take employee
needs and quality of life into account, are mainly beaurocratic and task-
orientated and do not take personal and interpersonal relationships in a
balanced life into account. In this regard Warren (2003: 23 — 25, 173)
claims that what seems to happen to people externally is not as important
as their internal emotions. The effect of those internal emotions and
thoughts is a most important motivator. People tend to be motivated by
different internalised, and often invisible, negative emotions such as guilt,
anger, resentment, expectancies, materialism and an overwhelming need
for acceptance, appreciation and recognition by others. McEwan (2003:
30) in addition, identified institutional restraints and a lack of

understanding as enormous barriers to innovation and job satisfaction.

Many leaders are unaware of the extent to which their leadership
influences the employees' attitudes, motivation and job satisfaction. This
implies that the determinants of motivation and job satisfaction should be
included and actively applied to the leadership tasks of planning,
organising, leading and control in order to make a difference. The
aforementioned is an indication of the importance of effective leadership
and management to facilitate, model and lead in democratic innovative
institutions (McEwan, 2003: xxi). It is thus imperative for the management
of an organisation, such as an HEI, to closely monitor the needs of its
staff members, as the levels of job satisfaction that are experienced,

influence the productivity of the staff members.
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The question thus arises as to what higher education institutions
can do to also motivate their fixed-term staff members to function at
a maximum level where they do more than what is expected of them

while experiencing job satisfaction?

The next part of this chapter will now place job satisfaction in the higher
education management context.

2.3.1 Organisational management in higher education context

The organisational structure of an organisation such as a HEI reflects
different management levels (see figure 2.6 below). As is evident from
this figure, an organisation is made up of three main levels of
management, namely top management, middle management and, lastly,
first-line managers. Organisations have certain underlying areas of
management that are interrelated, including but not limited to the Human
Resource - and Financial Management functions. These departments
function interrelated to each other to ensure the overall functioning of the
organisation. For the purpose of this study, the focus falls on the Human
Resource management function or department, which is discussed in

more detail later in the chapter.

| mm—
e

evels of management

L

Areas of management

FIGURE 2.6 Areas and levels of management (Brevis et al, 2011:13)
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An HEI, as an organisation, must function within a set organisational
structure, implying that there must be a specific understanding and
delegation of authority and subsequent responsibility within an
organisation from a high level (top) management to lower (middle and
first line) managers, as depicted in figure 2.6. This section of the chapter
focuses on the explanation of certain organisational concepts, as well as
the contextualising these concepts within the Higher Education and job

satisfaction frameworks.

According to Badenhorst, Hugo and Van Rooyen (2000: 4-5), Brink,
Jooste, Machado and Strydom (2006: 24-25) and supported by Brevis et
al (2007: 14-15), there are eight different functional areas of
management, or so-called functional areas within an organisation, such
as the general management function, which include the management
function as a whole, as well as the activities of persons within managerial
positions, who have to plan, organise lead and control the organisation,

firstly as a whole, and secondly as individual functions.

Campher, du Preez, Grobler, Loock and Shaba (2003: 32) explain that
the concept of authority within an organisation goes hand in hand with
responsibility, and that the persons higher in the hierarchy of
management will have more responsibility than persons lower in the
structure. General management is defined by Coulter and Robbins (2002:
667) and Bennet and Nieman (2005: 85) as the processes of coordinating
work activities to ensure that these activities are completed effectively
and efficiently through other people. In the case of HEIs the service of
conveying knowledge is made possible through both full-time as well as
fixed-term academic staff members. The ideal manager should
continuously develop his or her management skills in order to fulfill the
main functions, or tasks, of management within an organisation, which is
planning, organising, leading and controlling. These management actions

can only be successful when secondary management tasks, which
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include motivation, communication, employee engagement, and the

establishment of positive interpersonal relationships, are in place.

The functional area of human resource management (HRM) entails the
appointment, development and maintenance of the human resources (the
staff members) within the organisation, pertaining to the acquisition,
training and retainment of a sufficient number of competent employees.
Various problems may arise within a functional area which may
subsequently lead to challenges in the management thereof. In a Human
resource management point of view, these problems may include
employee related problems, such as staffing trends. Problems develop
whenever managers have perceived a difference between what has
actually happened and what the managers have planned to happen
(Brevis et al, 2011: 144). These problems may lead to certain restrictions
on the successful management of certain functional areas in HEIs. It is
thus of utmost importance that the management structures of an HEI are
aware of new trends that develop within their area of expertise, and adapt

accordingly to ensure the survival of the organisation.

In order to be successful, the top management of the organisation needs
certain resources, including human, financial, physical and information in
order to achieve their goals and objectives, products and services as is
illustrated by figure 2.7. The attainment of goals within an organisation
depends on the commitment and productivity of the workforce of the
organisation. In the case of an HEI, services are rendered by full-time as
well as fixed-term academic staff members. These determinants
influence the levels of job satisfaction that is experienced by staff
members, a variable that can be influenced by the execution of both the

primary as well as secondary management tasks of the organisation.
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Planning Organising

:

Leading Controlling

FIGURE 2.7 The four fundamental management principles
constituting the management process (adapted from Brevis et al,
2011: 7)

Planning refers to the precise and unified expression of the strategy of an
organisation, which can be produced as a result of the rational
consideration of the various issues, such as a change in the staffing
trends and the subsequent issues that accompany this, that may have an
influence on the future performance of the organisation. Certo (2003;
124) alludes that the systematic planning and development of action
plans within the department of the organisation are necessary to obtain
specific set goals. Planning further entails the determination of the future
position of the organisation, as well as the strategies that is needs by the
organisation to reach that position, such as the employment of additional
staff members as well as the development of policies and procedures that
will influence these staff members. Certo continues by alluding that the
activities of an organisation cannot be performed at random, but should
follow a specific, logical method or plan. In order to accomplish this, the
organisation should continuously review the availability of resources,
customer needs as well as competitive strengths, such as employing

additional fixed-term staff members.
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Organising can be seen as the second step in the management process.
Bateman and Snell (2007: 17) states that management has to allocate
human and physical resources to the different departments within the
organisation once the goals of the organisation have been refined, to
ensure that these goals are obtained. McNamara (2008: online) explains
organising as a management function that involves the process of
determining what tasks are to be completed (i.e. lecturing of modules
within a department), and who is to complete these tasks (i.e. fixed-term

or full-time academic staff members).

Leading and leadership refers to the direction of the human resources of
the organisation and motivating them in such a fashion that their actions
accord with previously formulated organisational goals. Coulter and
Robbins (2002: 148), supported by Bennet & Nieman, (2005: 99) and
Crous (2005: 3), is of the opinion that, in an organisation, such as an HEI,
leading means to use influence and power to motivate employees to
achieve the organisational goals. Cameron and Whetton (1998 14) state
that managers cannot be successful without being good leaders, and
good leaders cannot be successful without being good managers, as

these two concepts are inseperable.

Control consists of decisions and actions undertaken by managers to
ensure that there is a correlation between the actual outcome and the
desired results. Dessler (1997:2) states that control is inter alia the setting
of standards which regulates whether actual performance compares with
the set goals. Managers should decide in advance what level of
performance they expect, or else they will not have any criteria to judge
the outcome by (lvancevich & Matteson, 1999:58). The aim of control is
to ensure that performance and action conform to stated plans to attain
the predetermined goals. This function enables management to identify
and rectify any deviations from the plans and to take into consideration
any determinants which might require them to revise the goals and plans
(McNamara, 2008: online).
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Control has a direct link with the first managerial task, i.e. planning, which
allows for effective leadership within the set organisational structure.
Control as a management task further ensures the co-ordination and
effective functioning of all the organisational activities so that the
formulated organisational objectives are implemented and pursued
according to plan.

Schein (1999:12) identified three levels of organisational culture than
influences the success of an organisation, namely artifacts, shared
values, and lastly, shared basic assumptions. Schein continues to explain
that the third aspect, namely shared basic assumptions, are of the
importance for organisational survival, as the different members within
the organisation should feel the same about the progress and survival of
the organisation. It is important for top- or senior management within an
organisation, such as a HEI, to focus on the shared basic assumptions. If
the basic assumptions, or goals and objectives, as it are also known, of
the organisation stay the same, no progress will be made and the
organisation will stagnate. When the top management of the organisation
identifies developing trends, the organisation will grow and develop. Such
a trend in the field of Higher Education is the increased use of fixed-term
academic staff members that is employed. It is thus imperative for the
success and long-term survival of the organisation that the top
management of an organisation such as a HEI continuously reinvent
themselves as well as the organisation and be aware of emerging trends
within their field to assure that they know when and how to adapt to
changing environments. If these managers fail to be vigilant in this

regard, the organisation will not survive.

According to Brevis et al (1999: 13) the top management is the relatively
small group of managers who are in control of the organisation and with
whom the final authority for the execution of management processes rest.
These managers take responsibility for the overall direction of the
organisation, including the development of the mission and vision, long
term goals, policies and procedures, as well as all the strategies within

the organisation. Young (2000: 2) supports this statement by including
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strategy formation, authority and influence, motivation, management
control, conflict management as well as customer and client control as
functions of top management. Bennet and Nieman (1999: 87) is of the
opinion that these managers spend most of their time planning and
leading, with a long-term and future orientated focus, while spending
large amounts of their time with key persons inside as well as outside
their organisation. This enables senior managers to stay atop developing
trends, such as the increases number of fixed-term academic staff
members at HEIs, and allow them to suitably adapt their management
strategies.

Ivancevich and Matteson (1999: 51) state that the top level managers is
responsible for the performance of the organisation as a whole though
delegation of authority and the co-operation of middle managers. These
authors continue to say that top-level managers are dependent on the
work of all the subordinates within the lower levels of the organisation,
such as supervisors and workers, or lecturers in the case of HEIs, to

accomplish the vision and goals of the organisation.

The middle managers of an organisation is concerned with medium- and
short-term planning, the organising of functional areas, such as Human
Resource management, leading by means of departmental heads and
controlling the management activities of these managers’ own
departments (Brevis et al, 2011:13). Brevis further allude that these
managers have to continuously monitor environmental influences that
may affect their own departments, such as technological as well as
staffing trends. Ivancevich and Matteson (1999: 50) are of the opinion
that middle managers plan, organize, lead and control the activities of
staff as well as lower, or first level, managers. Middle managers,
however, are subject to the managerial efforts and inputs that are
delegated to them from the planning and organising that was done at the
top level of management within the institution. As example thereof is the
change in staffing trends within HEIs. The trend was noted by the top

management structures of the HEI, and policies and procedures should
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be created by these managers to allow the HEI to adapt their workforce
to accommodate the trend. These policies and procedures are then given
to the middle management, in this case the Human Resource
management department, who should implement and adapt to the
policies that was delegated from the top management of the HEI. The
middle managers delegate specific tasks to the first line managers, who
supervise the staff performing the tasks, such as lecturing, and, in turn,
report to the middle managers who then report to the top management of
the HEI. Bennet and Nieman (2005: 88) is of the opinion that the
rendering of services within and organisation such as an HEI is the
responsibility of the first level managers. As stated above, non-
managerial employees such as academic staff members, or lecturers,
report to these managers, and they are responsible for the basic process
of service provision. These managers are in daily contact with their
subordinates and are usually assigned to the job due to the fact that they

have good people skills (Brevis et al, 2011:13).

It is generally believed that managers of all levels within an organisation
should have certain skills to be an effective manager. Ivancevich and
Matteson (1999: 55), supported by Bennet and Nieman (2005: 85)
explain that these skills should include analytical skills, conceptual skills,
decision making skills, human relation skills, communication skills,

interpersonal skills as well as conceptual skills.

Analytical skills will allow managers to identify new trends, such as the
increased number of fixed-term academics, as well as the influence that
these trends may have on their organisation, while conceptual skills allow
the managers to think in an abstract fashion to obtain suitable
alternatives to solve a problem. This skill will also assist the management
of an organisation to make the necessary adjustments within the
organisation to allow them to compete to a changing environment. Brevis
et al (2001: 15 -17) explain that conceptual skills involve the manager’s
thinking and planning abilities, and also include the managers’ ability to

think holistically. Ilvancevich and Matteson (1999: 51) continues to explain
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that the conceptual skills of a manager consists of the ability to see the
‘big picture’, the complexities of the organisation as a whole, as well as
how the various parts of the organisation fit together. The influence of
management policies and procedures on the employment of larger
numbers of fixed-term staff members and the subsequent levels of job
satisfaction and productivity of these staff members, is an example of
planning, implementing and seeing the ‘big picture,” and allows the
manager to plan ahead to counter possible problems. Decision making
skills will assist the managers to make relevant decisions regarding the
trend, such as whether their HEI are going to employ more of these staff
members. The human relation skill is employed when dealing with staff

members around the spectrum.

Managers should also have good human skills. lvancevich and Matteson
(1999: 51) explain that human relation skills are crucial to managers, as
these people deal with staff members each day, and managers can only
attain their own — and organisational — goals through other people, such
as the lecturers at HEIs. Bischoff (1997: 99) is of the opinion that the very
essence of a good manager can be found in the human skills that the
manager has, as well as good interpersonal skills, exemplary leadership,
motivational- and communication skills. Human skills refer to a person’s
ability to work with people, in individual as well as team situations.
Communication skills, according to Baskin et al (2004: 5-6) are essential
to each manager within an organisation. These authors further state that
managers with adequate human- and communication skills will be able to
handle workplace diversity, change and conflict under employees as well
as motivate and evaluate the employees on all levels within the

organisation.

Balarin (2006:9) states that communication and management are two
concepts that have existed since humans began to organise their world
more efficiently. Although they have not often been studied side-by-side

or as two different aspects of the same process they are nevertheless
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inextricably intertwined because man’s struggle to organise his world has
occurred, undeniably, through the medium of language. Communication
Is the core supportive management task to all persons within an
organisation, because without clear communication, nobody will be
certain what is expected of them. Brevis et al, (2011:309) state that
communication is an integral part of all management functions, because
without communication, no planning, leading, organising and controlling
can take place, and that the motivation of subordinates will be impossible
without communication. It is very important for the organisation to ensure
that effective channels, such as e-mail facilities, are in place as to allow
all staff members to receive information. When applied adequately, these
skills, together with the motivation of employees, which is discussed next,
leads to optimum levels of interpersonal relationships between

employees at all levels within the organisation.

Motivation is defined by Roberts (2005:14) as a set of processes
concerned with the force that energises behaviour and directs it towards
attaining some goal. Motivation represents those psychological
processes that cause the arousal, direction and persistence of voluntary
actions that are goal directed. If it is the role of managers to successfully
guide employees toward accomplishing organisational objectives, it is
imperative that they understand these psychological processes.
Motivation can be explained as an influence that causes and sustains
goal-directed behavior. People differ, and it is necessary for a manager to
know and understand what motivates the employees to ensure that they
deliver work of a high standard (Brevis et al, 2011:383 - 384). Blandford
(1997:29-31) explains that motivation is the central aspect to the
management of staff. The author further states that it is of great
importance for middle management to have the knowledge,
understanding and experience of providing the staff with meaningful

work.

Employees can be all fired up about their work and be working very hard.

However, if the results of their work do not contribute to the goals of the

45| Page



organisation, then the organisation is not any better off than if the
employees were sitting on their hands - maybe even worse Ooff.
Therefore, it is critical that managers and supervisors know what they
want from their employees, and that these objectives are successfully
communicated to all staff members involved. These preferences should
be worded in terms of goals for the organisation. Identifying the goals for
the organisation is usually done during strategic planning (Heathfield,
2008: online). Whatever steps are taken to support the motivation of
employees, ensure that employees have strong input to identifying their
goals and that these goals are aligned with goals of the organisation.

2.3.2 Management practices: the implication for job satisfaction

Although the top level management of an organisation make the rules
and regulations that govern the activities within the organisation, it is the
middle managers that make these ideas a reality amongst the staff
members. It is very important that the different levels of management
within an organisation is aware of and share the same vision and
mission, as this will allow them to attain the same pre-set goals. In the
changing economic environment it is important that the organisational
management structures and levels take the different staffing options into
consideration, as these options as well as the execution and
implementation of the policies and practices that surround it have a
profound influence of the levels of job satisfaction that are experienced by
the staff members. This, in turn, influences the productivity of the

organisation, which influences the longevity of the HEI.

2.3.3 Human resource management in higher education institutions

Human Resource Management is a management function within and

organisation that deals with the people within an organisation. This is a
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very important management function, as an organisation is only as strong
as the individuals associated therewith. As is evident in figure 2.8 below,
Human Resource Management, or HRM, comprises of different tasks,
which includes planning staff related aspects, the recruitment of new staff
members, the selection of adequate staff members, and, ultimately, the
strategies that should be implemented by the organisation to ensure that
these staff members are retained within the organisation.

In the next section, HRM within an organisation will be contextualised
within the Higher Education Framework, and some of the tasks within this
department are discussed.

2.3.3.1 Contextualising Human Resource Management (HRM)

The Human Resource Management (HRM) division of an organisation is
directly involved in the implementation of the strategies that were decided
on by the top management structures of an organisation. It is thus
imperative that this department, which is the integral link between the
staff members and the management structure of the HEI, keep the best

interests of both the staff members as well as the organisation in mind.

In the next section, the structure and functions of the HRM department

within the context of Higher Education is discussed.
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FIGURE 2.8: Elements involved in human resource management
2.3.3.2 The idiosyncratic nature of the Higher Education sector

The existence and survival of an individual, and, for that matter, a
company or organisation, have always depended on the ability of this
individual or organisation to adapt and control the environment in which it
exists. This person or organisation should overcome certain threats and
obstacles that crosses its path by means of simple, pre-constructed
plans. The situation must thus be managed in order to ensure the
continuation of the person or organisation. The threat may not always be
the same; therefore, there should be continuous adaptation to complexity

and change (Brevis, Cronje, Smit and Vrba, 2011:3).

Clark (1998:5) concurs that Higher Education Institutions, must respond
to the changing demands of the environment, such as the continued
knowledge explosion and the staffing demands that it entails. This will
require what the author calls “a strengthened steering core”, which may

differ from one institution to the next, but will embrace both central
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management departments as well as academic ones. The main tasks
that are associated with the HRM department, is illustrated in figure 2.8

above.

The management function can be divided into three main levels in a
hierarchical format: top level management, middle level management and
lower level management (Bellingan-Timmer 2004:30). Ivancevich and
Matteson (1999:50) assert that top management is normally responsible
for the outcome of their decision making, and usually consists of a small
cadre of managers. Middle management, such as the Human Resource
managers, has a responsibility to the top management for the
implementation of policies and procedures within their respective
departments and lower management, or supervision/HOD’s, are
responsible to the middle management for the day to day running of a
specific department. The different levels of management as well as the
different management functions are discussed in more detail later in this

study.

In the light of the above it is important to realise that the top as well as
middle Human Resource management structure of HEIs play a vital role
in the levels of job satisfaction experienced by staff members, as these
structures develop the policies and practices that are ultimately

responsible for the well-being of the staff members.

Besanko, Dranove and Shanley (2000:553) alludes that individuals
grouped within common departments share similar backgrounds, norms
and behaviours, goals as well as performance standards, which promotes
performance within a department, but renders coordination between
persons and activities within a department problematic. These authors
continue by explaining that a result of the stated problem is that
institutions organised around functional lines generally centralise their
strategic decision making around specific persons within the different
departments. In the case of an HEI, each department will have
supervisors and Heads of Department (HOD’s), which will resort under

the middle management level of the organisation as a whole. These staff
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members resort under a central person, such as the deans of a faculty,
who in turn is responsible to report to the top level of management of the

HEI regarding matters arising within the faculty.

The human resource management department within any organisation,
such as Higher Education Institutions, should be a functional area of
management that is necessary for the survival of the organisation as a
whole. The human resource management function within an organisation
Is very important, as this department is in control of the staff related
issues within the organisation. It is important that the management
structures within the organisation do adequate planning in regard to the
staffing options of the organisation, as the human resources within an
organisation is largely responsible for the continuous and overall success
of the organisation. In the case of a HEI, the human resource department
must ensure that academic as well as non-academic staff members are
adequately placed and that the administrative aspects concerning these

individuals are always up to date.

Knowledge and skills play an important role in the growth and
development of the world. Higher Education Institutions (HEIs) face
challenges such as an increased demand for quality tertiary education.
HEIs face a large number of demands on a national as well as global
level, including aspects such as the availability of financial resources
needed to run such an organisation optimally. However, adequate funds
are needed for numerous aspects, including but not limited to, the
recruitment and maintenance of skilled, qualified personnel, the upkeep
of the campus and so forth (Makhubu, 1998:1).

As stated above, HEIs need to have highly skilled people with tertiary
educational backgrounds to ensure quality lecturing (Magagula, 2004:1).
Due to limited human and financial resources, HEIs had to turn to an
alternative method of staffing, namely employing part time as well as full
time lecturers. Brown (1998:1) explains that the impetus towards the
increased use of the above mentioned arrangements is mainly the desire

that the organisation has to realise the short-term production and service
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delivery goals, whilst reaping the low-cost benefits that employing a

contingent work force have.

According to research conducted by Schneider (2004:18), the number of
fixed-term lecturers in employment at various HEIs exceeds the number
of full-time lecturers. This author further explains that administrative
decisions must be made during the annual budgeting process with
regards to the number of full-time and fixed-term academics that must be
employed by the HEI, and that full-time lecturers often have a better
sense of job security, but that fixed-term lecturers are increased and
decreased according to the varying needs of the institution, which leads
to very little, if any, job security for these employees. Anthony and
Valadez (2001:97-108) are of the opinion that the increasing usage of
fixed-term lecturers at Higher Education Institutions is a trend that is very
noteworthy. The authors further state that, although these lecturers
account for a high percentage of the overall workforce of the HEI, very
little research has been conducted into whether these staff members are
satisfied with the roles that they have, their responsibilities or the rewards

that they receive.

The recruitment, placement and retention of adequate human resources
in an organisation such as an HEI, whether employed in a fixed-term or
full-time capacity, are management tasks, as discussed in the previous
paragraph. The current chapter will aim to link general management
tasks with the human resource function. The chapter starts with an

explanation of the nature of human resource management.
2.3.3.3 The task and scope of human resource management

Human resource management specialises in the management of people
within the organisation. Hoover, Kosnik and Wong-MingJi (2006:671)
explain that the human resources department of an organisation is
crucial, and that the functions that are fulfilled by this department must
receive serious attention from the management structure of the

organisation. The planning of the staffing needs of the organisation as
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well as the overall improvement of the effectiveness of the organisation is
dependent on the success thereof. In an HEI, it is important to remember
that there are both academic personnel, such as the lecturers, as well as
non-academic personnel, such as administrative personnel. For this
study, with the exception of personnel functioning in the human resources

department, the focus of this study is on fixed-term academic personnel.

French (2003:10-15) explains that the human resources function of an
organisation can be interpreted as all the philosophies, practices,
procedures as well as the management practices that are related to
lecturers within an organisation. Schultz (2009:100) explains that the
competitive advantage of higher education does not necessatrily lie in the
product or services that are offered by the institution, but in the
employees of the institution who are managed through the human
resources department. The author further states that this is an important
aspect of the management of the HEI, as the global and national higher

education environments are constantly changing.

Van Staden (2000:9) understands human resource management (HRM)
to be the performance of all managerial functions in planning for,
recruiting, selecting, developing, utilising, rewarding as well as
maximising the potential of the human resources in an organisation. This
is a specialised management task, which includes two main areas,
namely human resource provision (acquiring employees) and human

resource retention (keeping employees) (Bennet & Nieman, 2005:243).

Van Schalkwyk (2002:12) states that the working definition of HRM
should include three main aspects:

o HRM is a managerial action, which is intentional and includes
management functions.

o HRM comprises aspects or functions such as recruiting, provision,
selection, placement, induction, utilization, remuneration, training,
development as well as retention or maintenance, and thirdly,

o HRM is always directed at the objectives, goals as well as the

success of the organisation as a whole.

52| Page



According to Andrews (1997:47), the human resource function of an
organisation such as a HEI requires constant and proper planning,
because the number of personnel cannot be increased and decreased at
random. The author continues by saying that provision can be made for
changing circumstances by careful planning and consideration. Dessler
(2997:2), Ulrich (2001), as well as Bratton and Gold (2004:15) are of the
opinion that HRM refers to the practices and policies that are needed to
carry out the people and personnel aspects of management.

Engelbrecht and Chamberlain (2005:9) argue that the introduction of a
HRM system that enhances strong corporate culture can improve the job
satisfaction of the employees, as well as encourage the employees to
better the citizenship within the institution. Schultz (2009:102) explains
that a climate of mutual trust, from the employee to the management of
the organisation and vice versa, will add value to the view that the
employees have of the organisation as a whole, thus also improving the

job satisfaction of the employee.

Strategic HRM is the proactive management of people. It requires
thinking ahead, and planning ways for an institution to better meet the
needs of its employees, and for the employees to better meet the needs
of the institution (Upson, 2010:online). Dessler (1997:22) is of the
opinion that strategic HRM means the acceptance of the HR function as a
strategic partner in the formulation of the organisation’s strategies, as
well as the implementation of those strategies through the activities of the
HR department. These activities include the recruitment, selection,
training as well as the rewarding of the personnel. Gberevbie (2006:134)
posits that the human resources of any organisation is crucial to the
attainment of the goals and objectives that were set out to be attained by
the organisation, and that there is a direct linkage between labour
sourcing decisions and the organisational performance of the
organisation. The above author further argues that the labour sourcing

decisions on when, where and on which terms to employ quality staff,
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becomes crucial to the performance and ultimate survival of the

organisation.

Staffing is an important aspect of the human resource function.
McNamara (2010: online) states that the HRM function includes a variety
of activities, and key among them is deciding what the staffing needs are
and whether to use full-time or fixed-term academic staff to fill these
needs. Staffing and the different work options available to lecturers will
be discussed later in this chapter. Human resource provision will now be

discussed in the next paragraph.

2.4 HUMAN RESOURCE PROVISION IN HIGHER EDUCATION

The following sections address some of the human resource provision

aspects.
2.4.1 Human resource planning process

HR planning is a process of systematically reviewing human resource
needs to ensure that the required number of employees, with the required
competencies, is available when they are needed. HR planning is also
about ensuring that the composition of the staff within the organisation
gradually becomes more representative of society as a whole. This
process is preceded by strategic planning. During the strategic planning
process, top management and the executing authority of the organisation
determine the department’s strategic objectives and how they are to be
achieved. Human resources play a critical role in the strategy
implementation process because their commitment and competencies
will largely determine whether or not a department will be able to achieve

its objectives (Department of Public Service and Administration, 2002:3).

Haasbroek, Nel, Poisat, Schultz, Sono and Werner (2008:215) state that
this type of planning is at the operational level where it is concerned with

detailed forecasts of employee supply and demand. An organisation
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must be able to attract a sufficient number of job candidates who have

abilities, qualifications as well as aptitudes to be of value for that

organisation. According to Gerber et al (1998:79), and supported by

Haasbroek et al (2008:220-222), five steps of human resource planning

may be distinguished:

. An inventory of the present human resources in the organisation.

" The existing resources — a forecast of the supply of resources
already available in the organisation.

. The needed resources — a forecast of the resources in demand.

. The determination of the difference between the demand and
available supply.

" The correcting of the mismatch between the demand for and

availability of human resources.

Once human resource planning, as stated, has been completed, proper

recruitment of candidates can be embarked upon.

2.4.2 Recruitment

Gberevbie (2006:117) alludes that a HEI is an organisation that provides
high-level manpower needs to organisations, whether in the public or
private sector. The author further explains that a HEI, like any other
academic or non-academic organisation, has managerial goals to
achieve, and in order for the institution to attain these set goals, it needs

to recruit quality, competent staff in order to achieve the set goals.

Cascio (2003:201) argues that staff recruitment must be seen as a form
of business competition that is fiercely competitive, as organisations must
compete to identify, attract and employ the most qualified and suitable

persons, as this will allow the organisation to deliver the best service, just
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as organisations compete and to develop and manufacture the best
product. The Business Dictionary (no date) defines recruitment as the
process of identifying and recruiting the best-qualified candidate (from
within or outside of an organisation) for a job vacancy, in a most timely
and cost effective manner. Strategic planning will determine the number
of full-time and fixed-term lecturers to recruit, as well as the level of
gualifications and practical experience that is required from these

potential staff members.

The effectiveness of HEIs depends on the effectiveness of the
employees. Carrel, Elbert, Grobler, Hatfield and Warnich (2005:11) are
of the opinion that an organisation without high-power employees is
destined to perform with mediocrity. In the case of an HEI it is very
important to take the amount of practical experience that a lecturer needs
into consideration, as an experienced person can add a lot of expertise to

the mostly theoretical academic environment.

Van Staden (2000:54) states that advertisements in newspapers, radio
and television, referrals, as well as recruitment by example are methods
most often employed by organisations to recruit prospective employees.
According to Education Facilitators (1999:32), an advertisement aimed at
recruitment should contain information regarding the organisation, the job
description, the person required, the benefits, the location as well as the
action to be taken to be taken into consideration for the position.
Kleynhans (2006:26) states that the organisation’s recruitment policy
must reflect diversity issues and provide adequate guidelines for the
recruiter. Determinants such as whether the position is full-time or fixed-

term must also be stated clearly.
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2.4.3 Selection

Noel et al (2004:171) state that the sources from which organisations
decide to select personnel are central to the survival, adaptation and
growth of the organisation. It is thus imperative for HEIs to make the
correct choices in an ever-changing, educational environment when it
comes to the crucial aspect of selecting candidates suitable for the
staffing of the institution. Being proactive in the area of employing
competent academic staff will lead to the achievement of the goals that
were set by the university (Gberevbie, 2006:117).

According to De Nisi and Griffin (2005:219), the selection decision should
focus on the competency-related issues if the selection process is to
contribute to the success of the organisation. Robbins (2000:475)
emphasises the close relationship between human resource planning,
recruitment and selection by indicating that the objective of effective
selection is to match individual characteristics with the requirements of
the job.

According to Carrel et al (2005:174), selection is the process of choosing
from a group of applicants the individual best suited for the position. They
further state that the recruitment and selection processes are both
centered in the HR department, as this is cost effective. Corbridge and
Pilbean (1998:101) state that the prediction of job performance through a
selection process is a challenging task that should not be
underestimated, seeing that the methods used to evaluate a candidate,

such as testing and interviews, sometimes are not accurate.

University World News (2008:1) states that in a changing educational
environment, HEIs have also realized that the selection and retention of
fixed-term lecturers (with employment contracts varying in duration) is a
trend that is rapidly gaining ground, as is discussed later in this chapter.
The researcher identified that there is an inconsistent use of terminology

to describe the fixed-term academic staff in different countries and HEIs,
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ranging from “part-timers” to “hourlies”, “contingent instructors”, “adjunct

faculty,” “contract staff’ and so forth. For the purpose of this study, the
term “fixed-term lecturers” is used to avoid confusion. These fixed-term
lecturers are appointed with contracts that vary in duration, such as
stated above, but do not guarantee that the employee will be reappointed
at the expiration of the contract. These contracts offer the employee no,

or very limited, benefits.
2.4.4 Staff retention

Various aspects of human resource retention are discussed in this

section.

a) Staff appraisal

It is essential that organisations, such as HEIs, constantly take stock of
their personnel and te—appraise their performance. The appraisal
process, (also for fixed-term lecturers), is intended to promote
improvement in what, ensure fairness, and establish open lines of
communication between these employees and the organisation. The
ultimate goal in an appraisal process is the overall improvement of
individual performance and, thereby, the HEIs performance in meeting
the learning needs of its community. When the appraisal of performance
is made a standard routine task for all academic staff, it aids the
development of talent, warns the inefficient or uncaring staff member and
can be an effective form of motivation (Craven Community College,
2010:13).

Staff appraisal can also be the basis on which recommendations

regarding promotion and rewards are made.
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b) Training and Development

Lancaster et al (2006:16) state that training entails the transfer of specific
skills to an employee so that he or she can perform a specific task. It
therefore makes training task orientated in the sense that it is concerned
with skills acquisition and work performance. According to research
conducted by Simon, Carr, McCullogh, Morgan, Oleson and Ressel
(2003:194-200), it is important to convey important information to fixed-
term lecturers, as these lecturers often obtain incorrect information
regarding institutional policies through informal conversations with fellow
lecturers. Apgar, Bronson, Lee and Hudd (2009:165) explain that the
majority of fixed-term lecturers spend very little time on the campus of the
HEI, as they feel that they are not paid for the additional time spent on
campus. This often leads to miscommunication between the staff
members and the organisation, as well as an incomprehensive view of
their actual functioning in the institution. It is thus important that these
lecturers are incorporated into sessions that will enhance their skills and

capabilities.

Wallen (2005:145) states that many HEIs have realised new efficiencies
through increased use of fixed-term lecturers. Training and development
(T&D) is the process of teaching new employees the basic skills they
need to perform their jobs competently (Dessler, 1997:248), and is a
necessity in each organisational department, as this will develop the skills
and abilities of the staff members. Carrel et al (2005:314) state that
training and development is seen as a key factor in meeting the
employer’s strategic, business and operational goals. The main purposes
of T&D are the improvement of performance, the updating of employees’
skills, the solving of managerial problems, the orientation of new
employees, the preparation for promotion and managerial succession, as

well as the satisfaction of personal growth needs.
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2.4.5 Human Resource Management: Implications for job
satisfaction

From the literature that was discussed above, it can clearly be seen that
the middle management function of human resource management -
together with the various activities that surround it - is a direct contributor
to a large number of determinants influencing the levels of job satisfaction
experienced by staff members employed by HEIs. It was also shown that
the HR department functions in direct accordance with the policies and
practices promulgated by the management structure of the organisation,
who thus indirectly contributes to the levels of job satisfaction

experienced by the staff members.

2.5 STAFFING OPTIONS AT HIGHER EDUCATION INSTITUTIONS

As there have been persistent global calls for the improvement of
teaching at HEIs (Baume, Knight, Tait & Yorke, 2007:420), solutions
such as the use of institutional strategies, policies, and the
implementation of quality assurance systems driving developmental work
as well as other forms of educational development interventions have
been employed. Houston, Meyer and Paewai (2006:17) explain that
academic staff at HEIs does complex work in an environment with
demands that are ever increasing. These demands include increased
expectations for measurable outputs, overall performance accountability,
a balance between research output and teaching, changing societal and
student needs as well as increasing staff stress and the quest for a
healthy work-life balance. In the past, HEIs mainly made use of full-time
or permanent lecturers. However, a number of challenges - including
budgetary constraints, looming retirements of experienced management

staff, as well as academics within various faculties, demands for new
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curricula and delivering modalities as well as a student population that is
becoming increasingly complex and diverse - have forced HElIs
worldwide to realise the effectiveness and financial advantages of making
use of fixed-term lecturers (Harbour, 2005:63). This is also the case at
South African HEIs, as is discussed later in this chapter. There is a very
broad range of working options available, which will appeal to the
different situations faced by the different organisations (Example Essays,
2010:1). The size, structure, as well as the activities of the HEI would all
be determinants that will influence the decision whether to employ fixed-

term lecturers or not.

According to the Higher Education Academy (2010: online), fixed-term
lecturers add value to the student learning experience as they have
added practice-related experience, which is necessary in combining the
theoretical with the practical side of the curriculum, and that fixed-term
lecturers are ‘“indispensible in the successful running of a complex

educational and practice-relevant operation.”
2.5.1 Defining fixed-term lecturers

Gberevbie (2006:127) explains that fixed-term lecturers are those
employees who are ready to offer their services to an HEI for a pre-
determined period of time, depending on the arrangement. Carrell et al
(2000:156) state that the use of fixed-term employees is less expensive
than making use of full-time employees, especially in cases where the
fixed-term lecturers are as competent as their full-time counterparts.
Reasons include the fact that fixed-term employees save the organisation

from incurring additional expenses such as medical and pension benefits.

Walters et al (2008:4) state that the nature of making use of fixed-term
lecturers at HEIs in South Africa is an extension of the general
casualisation of labour occurring as a result of globalisation. According to
Maynard and Joseph (2008:139), options available to academic lecturers
at HElIs include:

. full time academic staff members,
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. part time academic staff members preferring a full-time position, or
involuntary part time academic lecturers, and
" fixed-term academic staff members preferring to work part- time,

or the so-called voluntary fixed-term lecturers.

A full-time position means that the employee is the only individual who
will work in that position, and that the employee will have a permanent
position which includes certain benefits. Maynard and Joseph (2008:139),
continue by explaining that employees employed on a full-time basis
often experience a sense of control, and that this sense of control often
allows the employee to experience a sense of pride and loyalty towards
the employing institution.

According to the Human Resources Department at the University of Cape
Town, a temporary appointment can be defined as an appointment that
“...is for the period indicated in the employment contract and does not
carry any commitment towards a permanent appointment” (UCT, online).
The employment contracts of staff employed on a temporary basis vary in
duration, normally from a period of 6 months to three years, and offer little
or mostly no benefits to the employee, and the Basic Conditions of
Employment Act (Act 75 of 1997) of South Africa states that a temporary
or part time worker is someone who works a total of forty hours or less,
as specified by the employer, per week, for a fixed period (Labour Law

and Employment Manual 2010, online).

2.5.2 Fixed-term employment trends in global and South African

Higher Education Institutions

Anthony and Valadez (2001:99) explain that the ongoing trend in higher
educational instititions is the increasing dependence on fixed-term
lecturers to lecture. The authors continue by explaining that fixed-term
lecturers often bring first-hand knowledge and experience, which is often

lacking with full-time academics, to the classroom. Schneider (2004:19)
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posits that fixed-term lecturers may be employed on a contractual basis
for a number of consecutive years, with their contract of employment
being renewed on the expiration thereof. These fixed-term lecturers
frequently have the same number of classes to teach as the full-time
academics, but without benefits such as medical aid, sick leave and
pension fund. Moreover, these fixed-term lecturers must have the same
levels of qualifications as the full-time academics. However, many of the
fixed-term lecturers bring with them a lot of significant business and/or
vocational experience which is often lacking with the full-time academics,
thus bringing in an additional dimension to the learning experience.

Although Riley (2009:1) agrees with the above, but adds that fixed-term
lecturers are often given a contract of employment with the same amount
of work to do as a full-time staff member, but without the benefits of
additional training, encouragement or the sense to develop him- or
herself. Subsequently, the fixed-term lecturer is also aware of the fact
that there are often no long-term employment options available to fixed-
term staff members, thus resulting in demotivated and often less
productive employees. Riley continues by saying that fixed-term lecturers

must feel that they matter, and not that they work ‘just to fill the gaps’.

Finkelstein and Schuster (2006:411) posit that large numbers of fixed-
term lecturers are employed to lecture at HEIs both nationally and
internationally. They continue by explaining that this number has steadily
increased over the last decade, and will continue to expand in coming.
Maynard and Joseph (2008:139) explain that the use of fixed-term
lecturers is an undeniable and undisputable fact of life in higher
education. Puplampu (2004:175) supports the above statements by
explaining that is it important to note that the employment of fixed-term
lecturers is not a novel occurrence and that the growing numbers, as well
as the relative permanence that these lecturers have at HEIs, show that
these institutions rely heavily on the provision of the services of by these

fixed-term lecturers.
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Research conducted by Clery (2001), Benjamin (2002), as well as Conley
and Leslie (2002), reveal that the proportion of lecturers who are
employed on a temporary, part time basis in the United States of America
(USA) hovers between 40% and 45% of the total number of academic

lecturers.

According to statistics obtained from the National Department of
Education (2010: online), there has been a steady increase in the number
of fixed-term lecturers appointed in South African HEIs. In 2000, the total
HEI academic workforce consisted of 27 638 lecturers, of which 17 860
were full-time appointments, and 9 823 were fixed-term lecturers. That
constitutes 35,5% of all academic lecturers.

In 2008, 37 465 academic lecturers were employed by South African
HEIls, of which 17 562 were employed on a fixed-term basis. This
constitutes 46,8% of all academic lecturers (Department of Higher
Education and Training 2010:0online). From the data discussed, is it clear
that the number of fixed-term lecturers in South Africa has increased by
11.1% over an eight year period, proving that it is a trend that is

becoming increasingly popular.

According to an international study conducted by Tuckman during 1976
and 1977, many different individuals from various backgrounds are
interested in this staffing option at HEIs. These include individuals
ranging from semi-retired academics to persons whose principal
occupation is homemaking to persons who lecture for the prestige and
personal satisfaction that lecturing adds to their professional as well as
personal lives (Tuckman, 1978:305-315). This view is supported by
Gappa (1984:1), who explains that fixed-term lecturers often put up with
the negative experiences that they have at the HEI in exchange for the
prestige that the lecturing position provides and which is lacking in the

full-time careers pursued by them.
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Percentage of Full- -Time Academic Staff Members
at HEls in South Africa from 2000 -2008
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FIGURE 2.9: The percentage of fixed-term and full-time academic
staff members employed by South African HEIs from 2000 to 2008
(Adapted from HEMIS, 2010)

Bryson (2006:208) states that fixed-term lecturers generally consist of
post-graduate students, contract researchers, persons who already have
other occupations outside the HEI, as well as former lecturers that may
have taken early retirement. The author further explains that there are
various levels and circumstances which may contribute to the employee’s
decision to be a fixed-term lecturer. These include being at the beginning
or the end of one’s working life, private and public commitments, the
degree of aspiration to become an academic, or, as Allen (2001:395)
explains, the nature of the discipline and the related labour market,
including but not restricted to the external career opportunities that are

available.
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2.5.3 Support for fixed-term lecturers at HEIs around the world

Allen (2001:415) is of the opinion that fixed-term lecturers often
experience a lack of support from the HEIs that employ them. As limited
research is available regarding the situation at South African HEIs, this
statement is based on international findings. A lack of formal support from
supervisors, as well as negative judgments made by full-time academics
about the possible lack of work commitment of the fixed-term lecturers,
are two main reasons why some individuals might shy away from a fixed-

term position.

Bryson and Barnes (2000: 187-242) assert that tensions and paradoxes
are evident in the relationship between human resource approaches and
flexible or fixed-term employment strategies in HEIs. Although fixed-term
academic staff members are often unhappy regarding their employment
conditions, the HR department of an organisation is often unable to assist
these staff members adequately. This results in tensions being
experienced between these two groups. It is, however, important that the
fixed-term academic staff members at the HEIs are treated with respect
as these staff members are imperative to the success of the academic

environment.

Researchers (Husbands & Davies, 2000; Allen, 2001; Bryson et al, 2000)
have been critical regarding the treatment of fixed-term lecturers.
According to these researchers, fixed-term lecturers have been neglected
when compared to their full-time and permanent counterparts in terms of
human resources policy and support. This results in feelings amongst
fixed-term lecturers of being “at the margin” (Bryson & Scurry, 2002:2-6).
Similar effects in relation to fixed-term lecturers were found in research
conducted by D’Andrea (2002) and Kimber (2003).

Popular portrayals of the typical employment conditions and teaching
resources of fixed-term lecturers often accurately reflect the actual

conditions of employment and teaching resources of the fixed-term
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lecturers. According to Dubson (2001), McKenna (2003) and Scarff
(2000), these portrayals include low salaries, job insecurity as well as
limited access to resources and benefits. Maynard and Joseph
(2008:140) explain that many fixed-term lecturers express very strong
dissatisfaction with their job environments. This, in turn, influences their
levels of job satisfaction and, ultimately, the productivity of these lecturers
and the HEI as a whole.

2.5.4 Implication of staffing options on job satisfaction

It is clear from the literature presented in the preceding section that the
use of fixed-term academic staff members for lecturing purposes at HEIs
is a growing trend. As evident above, this group of lecturers is expanding
around the country and already constitutes a significant percentage of the
academic work force at South African HEIs. Subsequently, the levels of
job satisfaction experienced by these staff members is of utmost
importance as they play a significant role in the productivity and success

of the HEI as a whole.

2.6 ARGUMENTS FOR EMPLOYING FIXED-TERM ACADEMIC
STAFF MEMBERS AT HIGHER EDUCATION INSTITUTIONS

As is evident from the literature, the use of fixed-term academic staff
members at HEIs is a trend that is vital to the survival of these
organisations worldwide. In the following section the advantages, as well
as the disadvantages, of fixed-term lecturers - both for the HEI as well as

for the fixed-term lecturers - are discussed.
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2.6.1 Institutional benefits of employing fixed-term lecturers for

Higher Education Institutions

Blackwell and Bryson (2006:216) explain that many HEIs the
appointment of fixed-term lecturers is a strategy employed by HEIs to
cope with the peaks and troughs of unpredictable student demand and
financial flexibility through the restriction of costs where the appointment
of a full-time academic is not possible. Albion (2004:276) explains that
the advantages of making use of flexible and/or fixed-term employees for
the institution can be seen in the difference that this option has on the
bottom line or final financial figures of the institution. The HEI benefits
financially by having a number of fixed-term employees in its employment
as fixed-term employees do not receive fringe benefits. This is despite
the fact that their workload is equivalent to those of some full-time

lecturers.

McGuire (1993:3) explains that the use of fixed-term lecturers allows the
HEI higher institutional flexibility, as the number of fixed-term lecturers
can be increased or decreased to match the varying student registrations.
Bryson and Blackwell (2001:online) assert that the rapid increase of
fixed-term lecturers at HEIs globally can often be attributed to the relative
absence of employment regulation and declining resources with the
concomitant rapid expansion of student numbers. Furthermore,
managers or programme heads are often able to appoint as many fixed-
term lecturers as their department requires, whereas the appointment of
full-time lecturers, who receive benefits, are controlled by central
functions. These determinants combine to encourage numerical flexibility
— rapid recruitment and the use of relatively cheap and disposable
employees. June (2009:1-4) explains that fixed-term lecturers at HEIls
receive a low salaries, very little, if any, job security and virtually no
prospect of ever being employed at in a full-time capacity. June continues
by stating that these employees also do not have fringe benefits (such as

a medical aid and retirement fund) or have access to the office space
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necessary to effectively perform their functions. Lankard (1993:1)
supports this view by explaining that the HEI benefits most by the
employment of fixed-term lecturers, as these appointments allow for staff
flexibility and cost savings as fixed-term lecturers are typically paid less

than full-time academics.

Research conducted by Chapman (1994) reveals that the utilisation of
fixed-term employees has a number of advantages for the HEI. These
include:

o The costs are lower in terms of direct monetary compensation, as
some fixed-term lecturers can be paid the minimum. Indeed, some fixed-
term lecturers are paid half of what full-time academics are paid. Cohen
and Drawer (2003:85-86) state that most HEIs have come to depend on
fixed-term lecturers as low cost labour to balance their budget. These
lecturers are frequently seen as easily-replaceable migrant workers, as
there are usually no binding contractual obligations from the HEI to the
fixed-term staff lecturer after the expiration of the contract. HEIs also
save a large amount of money due to the fact that they do not have to
pay large amounts for benefits. Wachsberger (2010: online) concurs by
stating that fixed-term lecturers often only receive a third or half of the
salary that the full-time lecturers receive, and without the same, if any,
benefits. Wachsberger continues by stating that, in order for these
lecturers to be productive and successful, they must have the same
resources, such as offices, as the full time staff.

o Carell et al (2000:156) argue that fixed-term lecturers are often
more enthusiastic in performing tasks that are found to be tedious by full-
time academics as fixed-term lecturers often only work for a limited time-
frame. Subsequently, they do not face the repetition of tasks as their full-
time counterparts do.

o Fixed-term lecturers are often appointed with the view to
appointing them in full-time job openings. Employers can thus often
make more informed choices when filling a permanent position as they

already know the potential and willingness of the fixed-term lecturer.
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o Willingness to learn. Fixed-term lecturers are often more willing to
learn new concepts as they believe that additional knowledge and skills
may give them an advantage when there is an opening for a permanent

position

Furthermore, many institutions have realised that the use of fixed-term
staff increases the effectiveness of the institution. Flexible work options
for employees are often a no- or low cost endeavour and human resource
departments have noted that the employment of fixed-term lecturers
results in reduced staff turnover, less absenteeism and an increase in
productivity (Lee, 1991: 23 — 28). Galinsky and Stein (1990: 368 - 383)
support this statement by also explaining that persons with flexible work
options tend to be absent from work less frequently and tend to complete
more work in their own time than persons who are permanently

employed.

Cline (1993:26) is of the opinion that the use of fixed-term lecturers is
very advantageous to the HEI as they enrich academic preparation for
the professions by introducing real world, vocational experience into the
theoretical, academic environment. This experience can broaden the

horizons of the students.

2.6.2 Benefits of fixed-term employment for the employee

Albion (2004:276) postulates that a fixed-term working option is
increasingly gaining positive ground with employees, as this option allows
employees to spend time with other interests that they might have.
Costello (2002:23), supported by Albion, (2004:286), explains that fixed-
term work options are usually favourable for older, possibly retired,
persons as well as for parents who would like to contribute to the
workforce, but still be able to attend to the responsibilities of having a

family. This, in turn, may have an influence on the job satisfaction that is
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experienced by the individual. However, the Human Rights and Equal
Opportunity Commission (HREOC) (1996: 5 - 6), in a view that is
supported by Clark (2001:359), states that the positive attitudes towards
and the benefits associated with fixed-term work options occur only when
the introduction of this particular option is driven by the employee.

In the past, fixed-term work options were favoured by female employees
who did not entirely want to give up their careers in favour of family time.
However, this option is becoming even more attractive to male
employees who often see fixed-term work at an HEI as a status symbol.
(Lee 1991:7) Brown (1998:1) explains that fixed-term staffing is
advantageous to the lecturer as it, inter alia, allows lecturers to
simultaneously engage in more than one professional endeavour and it
also allows the lecturers to have a better work-home balance as more
free time is available than with a full-time occupation. Mascarenhas
(2010: online) concurs with the above and continues by explaining that a
fixed-term employment option can improve the functionality of a
household where both persons have to work, and this form of
employment is often favoured by mothers, senior citizens and persons
who would like to supplement their incomes. As stated, this option is also
of interest to persons with a full-time occupation, but who like to have the
added experience and prestige of being associated with lecturing at an
HEI.

2.6.3 Disadvantages of employing fixed-term staff members for the
HEI

Research done by Akroyd and Caison, as commented on by Harbour
(2005:63), suggests that HEIs should not overlook the effect that a
dissatisfied fixed-term lecturer can have on the morale and job-
satisfaction of fellow fixed-term lecturers. This, in turn, can have a
negative influence on the stability of the HEI. Gappa (1984:2) is of the
opinion that, although fixed-term lecturers can be a major asset to the
HEI, this has gone unnoticed by many of these institutions. Subsequently,

fixed-term employees often feel like second-class citizens in the eyes of
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the administrators and full-time academics - a situation that often leads to
a decrease in the performance and overall job satisfaction experienced

by these employees.

Wallin (2005:o0nline) explains that full-time and fixed-term lecturers at
HEIs can benefit greatly by professional developmental activities, such as
orientation programmes, Marklein (2008: online) explains that fixed-term
lecturers are not always available to consult with students. However, this
problem can be solved by providing or by bettering the resources
available to these academics.

2.6.4 Challenges to fixed-term staff members at HEIs

According to the HREOC (1996:7), the impact of fixed-term employment
on employee well-being and job satisfaction has mostly been negative as
many lower-paid employees are frequently denied regularity and
predictability of employment. This, in turn, impacts negatively on
employees with family responsibilities. Gappa (1984:1) is of the opinion
that most members of the fixed-term faculty are underpaid, have marginal
job security, and often receive very little support from the HEI for the
efforts that they give when lecturing. Furthermore, Gappa explains, the
majority of these fixed-term academics are often frustrated by the
uncollegial and unprofessional treatment displayed towards them by
fellow colleagues. Umbach (2009: online) explains that the salaries
received by fixed-term lecturers are much less than those received by

their full-time counterparts, and that this leads to a loss of job satisfaction.

Holub (2003:1) states that fixed-term staff is often faced with limited,
time-specific contracts that do not provide the benefit of a long term
commitment from their HEI. Lee (1991:2) asserts that most employees
employed in a fixed-term position would prefer a full-time position, but, as
full-time positions are limited and they are faced with financial obligations,

these employees are forced to take fixed-term.

Research conducted by Baldwin and Chronister (2001) found that HEIs

expect a lower research and teaching output from their fixed-term
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lecturers. Furthermore, fixed-term academics, regardless of their
gualifications and experience, often occupy positions that require a lot of
administrative work. Allen (2001:415) explains that determinants such as,
inter alia, the lack of informal support from supervisors, a negative
judgment regarding their possible lack of work commitment and the
possible impact of contract work on their career path, often motivates
employees to not accept a fixed-term position. Dubson (2001), supported
by McKenna (2003:9) and Scarff (2000:10) are all of the opinion that
fixed-term teaching jobs can be portrayed as work characterized by a low
income, job insecurity and limited resources. The determinants
mentioned above can have a wvery negative influence on the job
satisfaction of the employees, which in turn, can lead to a decreased
sense of loyalty to the institution (Maynard & Joseph, 2006:2). Brown
(1998:2) explains that the economic implications of a reduced salary with
no benefits as well as the limited opportunities for professional growth
offered by a fixed-term contract often leads to a higher level of emotional
stress due to an often uncertain future as a fixed-term lecturer. This could
have a negative impact on the job satisfaction, performance, productivity
and morale of the staff member. Wenzel (2009: online) explains that
fixed-term staff do not have any job security, which leads to an increase

in the individual’s stress levels.

Anderson (2007:111) explains that, and as discussed earlier, the
employment of fixed-term lecturers is a numerically significant part of the
labour market in Higher Education. Furthermore, their input is noteworthy.
Subsequently, these lecturers should be included within relevant and
appropriate academic professional development processes. Banachowski
(1997:2) argues that fixed-term lecturers are often vulnerable to
exploitation, as they, inter alia, often have no guarantees of continued
employment, have no or very little benefits, are afforded less
developmental opportunities than full-time staff and, lastly, possess no
voice in the decision-making process that involves them. Ultimately,
these determinants often lead to frustration and poor job satisfaction. This

will be discussed in more detail in the next section.
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2.7 JOB SATISFACTION IN SOUTH AFRICAN HIGHER EDUCATION

Research, as discussed earlier, has shown that the employment of fixed-
term lecturers is a growing trend, and that the percentage of fixed-term
lecturers is increasing every year in South Africa. Despite an extensive
search, there is a severe lack of research regarding the job satisfaction of

fixed-term lecturers at South African Higher Education Institutions.

As the trend of employing fixed-term academic faculty is growing, it is of
utmost importance for the HEIs to adapt to the changing environment.
The management of the HEI should therefore ensure that these faculty
members are sufficiently satisfied with their working conditions so as to
ensure that these vital human resources are satisfied sufficiently enough
to stay within the employment of the HEI (Howell & Hoyt, 2007:1).
Umbach (2007:93) explains that, as the subsidies received by HEIs
around the globe are declining, so the employment of fixed-term lecturers
and the subsequent a decrease of full-time academic lecturers has
occurred. The general population growth has resulted in an increase in
the numbers of students enrolling at HEIs, thus making it necessary for

the institution to employ more academic staff members.

Schulze (2006:333) explains that there are numerous determinants that
can have a negative influence on the job satisfaction of academic staff
members. These include poor communication between colleagues, the
level of interaction at meetings, salaries within the academic environment
in comparison with salaries outside the HEI system, and so forth. The
author continues by stating that, if the above-mentioned aspects are
improved, the level of job satisfaction experienced by the academic staff
members would increase, leading to higher levels of productivity, lower
stress levels and improved levels of mental as well as physical health.
Abdullah, Ahsan, Shah Alam and Yong Gun Fie (2009:121) are of the
opinion that the role of the management of the organisation, the
relationship that the member of staff has with others within the institution,
performance pressure as well as the pressure generated by the workload

of the staff member can lead to significant levels of job related stress.
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The authors continue by explaining that there is a significant negative
relationship between the level of stress generated by the institution at
which the staff member is employed and the level of job satisfaction

experienced by the member of staff.

Research conducted by Howell and Hoyt (2007:6-8) concludes that the
level of job satisfaction that is experienced by fixed-term lecturers is
greatly influenced by various determinants. These include the lack of
autonomy of fixed-term staff, the lower salary and lack of benefits
received, the low level of faculty support experienced, and the reduced
job security that is experienced by these staff members. This research is
supported by a survey completed by the Society for Human Resource
Management (SHRM) in June 2007, which states that autonomy,
recognition, relationships with supervisor and co-workers, compensation,
benefits, job security, as well as the professional development of
employees can be seen as the major determinants influencing the job
satisfaction of these employees. These sub-constructs can be divided
into four major constructs, which are career development, relationship
with management, compensation and benefits, and lastly, the overall
work environment (SHRM, 2007:10).

Harbour (2005:1) explains that the full-time and fixed-term lecturers at
HEIs are often similar with regards to age, gender, and academic
gualifications. However, these two populations show important
differences in how job security, advancement opportunities and benefits
are perceived with fixed-term lecturers being significantly less satisfied
with these aspects of their employment. This can result in lower levels of
motivation, which can influence both the productivity of the employee as
well as the level of job satisfaction experienced. Umbach (2009:online)
states that fixed-term lecturers often feel that they are criticised for
aspects such as not spending enough time after classes with students.
However, these lecturers often do not have offices and facilities needed

to conduct such meetings. Umbach (2009:online) concludes by
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explaining that the fixed-term lecturers may be more productive and
equitable if their levels of job satisfaction are increased.

Valadez and Anthony (2000:105) state that fixed-term lecturers at HEIs
are concerned with the level of autonomy that they have, as well as the
lack of freedom to make decisions regarding the content of the courses,
their salaries, lack of benefits, as well as how they are perceived by the
students and their peers. Research conducted by Oshagbemi (1997:358)
found that there are numerous determinants that have a negative
influence on the overall job satisfaction of full-time and fixed-term
lecturers. These include poor communication with university authorities,
failure of the HEI to provide the lecturers with job descriptions,
authoritarian management structures, lack of proper communication
channels, poor benefits and an overall indifferent and inefficient

management structure.
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Table 2.1: Management and leadership requirements for enhancing

job satisfaction

MANAGEMENT AND LEADERSHIP
REQUIREMENTS IDENTIFIED IN

PRINCIPLES OF ENHANCING
JOB SATISFACTION

LITERATURE

COMPENSATION | o Job security = Implement strategies
RECEIVED BY o Financial security promoting job- and financial
FIXED-TERM . Prestige and security.

STAFF MEMBERS personal = Benefits should be made

satisfaction
J Sense of
achievement
o Success
o Attainment of

personal goals

o Recognition
received

o Remuneration

o Income

o Rewards and
incentives

o Pension

o Medical aid

o Sick leave

o Accepted socially
by peers

o Feeling of
belonging

o Respected by

others

available in accordance with
certain conditions.

= This may lead to feelings of
recognition and social
acceptance.

=  This will enhance their
levels of job satisfaction,
and thus the levels of

productivity.
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Status at work
Status among
peers

Sense of
achievement
Type of lifestyle
that can be

maintained

MANAGEMENT
ASPECTS OF
DEALING WITH
FIXED-TERM
STAFF
MEMBERS

Orientation of
new employees
Motivation
Supportive
colleagues
Levels and types
of supervision
received

Good leadership
practices

Good relationship
with management
Clear and
adequate
communication
channels
Employee
engagement
Policies and
administrative
procedures of the
organisation
regarding fixed-
term staff

members

Realistic policies and
procedures.
Opportunities to attend
training and orientation
sessions.

Clear, open and
accessible channels of
communication.
Whistle blowing without
the fear of victimisation.
Must be involved in the
decision making
processes, and their
opinions must be voiced

at meetings.
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Interpersonal
relationships
Staffing
influences
Levels of
responsibility
Academic
communication
between
supervisors and
peers

Support from
supervisors
Involvement in
processes
Levels of
interaction at

meetings

THE OVERALL
WORK
ENVIRONMENT
FOR FIXED-
TERM STAFF
MEMBERS

The work itself —
challenging,
meaningful and
interesting
Utilisation of
one’s capabilities
Skill variety
Task identity
Autonomy
Feedback
Physical well-
being

Mental well-being

Adequate resources must
be readily available. This
ranges from stationery to
internet access to office
space and bathroom
facilities.

Task variety and they
must receive a fair
amount of responsibility
regarding the task that
was delegated to them.
The tasks must also have

clear directions and
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Personal well-
being

Mentally
challenging work
Responsibility
given to fixed-
term staff
members
Attainment of
organisational
objectives
Comfortable
work environment
Adequate work
environment
Availability of
relevant
resources
Office space
Tasks suit the
personality of the
employee

Clear objectives
and directions
Feedback and
support
Positive
reinforcements
Positive
employee
expectations
Physiological

needs, e.g.

goals.

Must feel “part of the
team”, which will promote
collegial relationships.
The full-time peers and
supervisors must also
focus on timeous
feedback and

reinforcement.
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adequate
bathroom
facilities, etc.
Physical safety
Healthy

environment

OPPORTUNITIE
S FOR CAREER
DEVELOPMENT
FOR FIXED-
TERM STAFF
MEMBERS

Permanent
employment
contract
Opportunity for
promotion/
advancement
Opportunity for a
better income
structure
Recognition for
work completed
Opportunities for
personal growth
Realisation of
potential
Opportunities for
growth and
advancement
Opportunities for
professional
growth
Opportunities for
training and

development

Opportunities for career
advancement, and thus a
better income structure,
should be available.
Must be eligible for
training and development
sessions that can assist

them in their daily duties.
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2.8 SYNTHESISING MANAGEMENT AND LEADERSHIP
REQUIREMENTS FOR MANAGING JOB SATISFACTION

Wright (2003:438) states that attention is also being focused on the
organisational psychology of the organisation, as a positive
organisational behaviour, or the positively orientated human resource
strengths and psychological capabilities of the organisation. Wright
continues by explaining the organisational behaviour of the organisation
can have an influence on the job satisfaction of the employees, and thus,
ultimately influence the productivity and success of the organisation as a
whole. Alexandros-Stamatios (2003:599-604) explains that the
management of an organisation plays a significant role in the level of job-
related stress that is experienced by staff members. Subsequently, the
management processes of planning, organising, leading and controlling,
as discussed earlier, must be handled with great reverence. It is thus very
important that the management of the HEI take these management tasks

seriously with regards to hiring and managing fixed-term lecturers.

According to Schaufeli (2003:83-90), the job satisfaction of the employee
can have a significant influence on the total well-being of the employee. If
the total job satisfaction experienced is positive, it can lead to
engagement. Engagement, according to Barkhuizen and Rothmann
(2006:39), can be explained as a positive experience in itself, and can
furthermore be linked with a positive attitude towards work, with low
levels of depression and distress and with increased levels of good
health. Demerouti, Bakker, Janssen and Schaufeli (2001:284)
furthermore state that the opposite effect — burnout - is experienced by
disgruntled an unsatisfied employees. Burnout has numerous negative
effects on both the physical as well as psychological health of the

employee.

As can be seen above in table 2.1, there are a number of management
and leadership requirements that must be taken into consideration by the

management structures of an organisation to improve the levels of job
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satisfaction of fixed-term staff members. These requirements include the
compensation received by fixed-term staff members, management
aspects when dealing with fixed-term staff members, the overall work
environment for fixed-term staff members as well as the opportunities for
career development that these staff members have within an
organisation. If the management structures of the organisation can
configure these requirements to the needs of the fixed-term academic
staff members, the levels of job satisfaction, and ultimately the
productivity of the HEI, will be affected positively.

2.8.1 Job satisfaction, employee engagement and productivity

Kahn (1990) introduced the concept of work engagement. Engagement
can be defined as “the harnessing of organisation members’ selves to
their work roles” (Kahn, 1990:694). This author states that personal
disengaging can be described as the “uncoupling of selves from the work
roles,” and continues by explaining that when people draw more from
themselves - physically, mentally as well as emotionally - they will
perform better in their occupations. Schaufeli et al (2002:72) is of the
opinion that work engagement can be defined as a positive, fulfilling,
work related state of mind that can be characterised by traits such as
vigour, dedication to one’s situation of employment, as well as absorption
in the tasks at hand. The opposite is also true: employees can remove
some of themselves — again mentally, physically and emotionally — when
they are performing their jobs, especially when they are unhappy with
their environments. This leads to depression and lowered productivity, or
burnout, as mentioned previously. Kahn (1990) continues by explaining
that work engagement is the opposite of burnout, and that employees
experiencing positive work engagement have high levels of energy,

involvement as well as efficiency.

Cummins (1990:100-101) explains that job stressors are a great predictor

of the level of job satisfaction thatis experienced by the employee. An

83| Page



employee who experiences a high level of job dissatisfaction has a
greater inclination to terminate employment with the specific organisation,
thus leading to a heightened level of employee turnover. Research
conducted by Tomcanin (2009:1) states that low job satisfaction amongst
employees is often caused by determinants which include a lack of
proper communication between staff members, challenges relating to
trust and leadership as well as the amount of participation in decisions
that influence the staff members. Abdullah, Ahsan, Yong Gun Fie and
Shah Alam (2009:128) explain that these academic staff members will
experience stress related to the institution, such as job uncertainty,
communication related problems, and so forth, and that the employers,
lecturers and the students will be adversely affected by any levels of

stress experienced.

Byrne (1991:203) posits that the level of work engagement can also be
influenced by the job level as well as the job security experienced by the
individual. Academic staff members who have lower job levels, such as
fixed-term staff members, are often overloaded with work and
responsibilities, which include administration and research obligations,
while simultaneously experiencing low job security and a lack of benefits
when contrasted with their higher level, full-time counterparts. This
situation can lead to a high level of work disengagement amongst the so

called lower level employees (Du Toit, Rothman & Wissing, 2002:92-98).

It is important to keep in mind that the determinants mentioned above
influence full-time as well as fixed-term academic staff members.
However, there are additional determinants which have an influence on
the job satisfaction of fixed-term staff members and these include lack of
resources, reduced benefits and job insecurity (Dubson 2001; McKenna
2003; Scarff 2000).

Venter (1998:ii), found that the job satisfaction or so-called quality of work
life experienced by South African academics cannot be described as
positive. The author further indicated that there are a number of areas

that negatively impact on job satisfaction and these include the
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organisational climate, the workgroup processes and the leadership
received from supervisors. This is supported by Webster and Mosoetsa
(2002:59), who found that academics at South African HEIs in general
experience a deep feeling of pessimism. In research conducted by
Cashwell (2009:125-136) fixed-term lecturers stated that they would take
their lecturing more seriously if they were employed on a full-time basis
with better benefits. This once again proves that staff members’ job
satisfaction influences their productivity, and ultimately, the output of the
organisation. Holtshousen (1992) concluded that the responsibility of
improving the job satisfaction of the academic staff members was
ultimately that of the management of the HEI.

It is clear from the literature that was presented that there are numerous
factors that influences the levels of job satisfaction that are experienced
by the fixed-term academic staff members at HEIs. Furthermore it can be
seen that the decisions made by the management structure and the HRM
department of the HEI have visible influences on the levels of job

satisfaction that are experienced by staff members.

In the following section, the perspective of the management structure in
regards to the enhancement of the levels of job satisfaction of staff

members, are dealt with.

2.8.2 Enhancing job satisfaction: a management perspective

According to research conducted by McEwen (2010: online), the
fulfilment that is experienced by being employed results in both positive
feelings of self-worth as well as building towards the identity of the
employee. Conversely, underemployment can lead to feelings of lowered
self-worth as well as increased levels of anxiety. Monotonous as well as
unstable employment conditions can also lead to the gradual erosion of
the initiative and enthusiasm that an employee exudes, which leads to a
higher rate of employee absenteeism, as well as an unnecessary
heightened frequency of staff turnover. McEwen continues by explaining

that, for the reasons stated above, it is necessary for the employer to
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ensure that the employment conditions favour a positive work attitude
amongst the employees, as a satisfied worker is often more creative,

loyal, flexible and more productive.

Herzberg (1957), the founder of the two-factor theory as discussed earlier
in this chapter, has shown that satisfied employees add more value to the
organisation as these employees are more motivated and committed to
the organisation. A higher level of productivity, thus the quantity as well
as quality of output per hour worked by the employee, is a derivative of
the improvement of the quality of working life of the employee. Research
conducted by Wright State University (2007: online) concurs by stating
that there are various determinants within the organisation that can have
an influence on the level of job satisfaction that is experienced by the
employee. These determinants include the personality of the employee,
the management style as well as the management culture employed by
the organisation, and the level of involvement that the employee has in

the overall functioning of the organisation as a whole.

Herzberg’s (1957) theory further explains that dissatisfied employees,
who are often demotivated by negative determinants such as job
insecurity, staffing options beyond their control and so forth will not exert
maximum levels of effort for a sustained period of time. Subsequently, the
productivity of these workers will rapidly decline which will ultimately have
a negative influence on the overall output of the organisation. It is thus
clear that employee satisfaction is an important aspect that should be
taken into consideration by the management of the organisation. The
opposite of job satisfaction is not job dissatisfaction, but rather, no
satisfaction or a lack of satisfaction. Furthermore, aspects such as the
management style and culture inside an organisation, the level of
employee involvement and the level of empowerment that the members
of staff experience can have an influence on the level of job satisfaction

experienced by individuals.

Research conducted by Townsend and LaPaglia (2000:44) and
supported by Valadez and Anthony (2001:97-108) concluded that the
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employment status of an individual, in other words, whether it is
permanent or fixed-term employment, also has a great influence on the
level of job satisfaction that is experienced by the person. Howell and
Hoyt (2007:2) have identified certain determinants in the domain of
working fixed-term or on a contract basis that appeal to certain persons.
These determinants greatly influence the level of job satisfaction that is
experienced by these staff members and include autonomy, the teaching
schedule that they have, their payment structure, work preference, the
support that they receive from the rest of the faculty, the recognition that
they receive for work that was completed or done by them, their status,
class facilities, the quality of the students that they work with, and the job

security that they have.

Brewer and McMahan-Landers (2003:1) explain that a high turnover in
academic staff members can lead to both heightened financial costs to
the HEI as well as the fact that the reputation of the institution may suffer
is as key areas in performance cannot be maintained. Abbasi and
Hollman (2000:337) are of the opinion that an organisation may
experience a severe decline in areas such as customer satisfaction,
employee morale as well as overall performance if the organisation fails
to maintain a steady and capable workforce. Mangan (2001:A12-A13)
states that, in the case of an HEI, the above mentioned negative aspects
can lead to significant damage to the reputation of the organisation, with

the subsequent reduction in student enrollement figures.

In a research study conducted by Brown (1996), employers found that a
prerequisite for satisfied customers is satisfied employees, as the higher
level of enthusiasm of satisfied employees is displayed in their work.
McEwen (2010: online) explains that satisfied employees are often more
healthy, with lower levels of complaints, grievances and job termination.
There is also an improvement in the punctuality of the employees, as well

as an increase in their morale.
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2.8.3 Framework for job satisfaction emerging from the literature

From the discussions earlier in this chapter is it clear that, in order for an
institution to remain competitive within a global environment, the
institution should stay ahead of the constantly changing environment.
One such adaptive measure within HEIs is the change of staffing options.
Instead of having only full-term, permanent staff members, a large
number of HEIs have employed the services of fixed-term academic staff

members in order to stay abreast of international trends.

As fixed-term academic staff members are an increasing international
phenomenon, is it very important for HEIs to ensure that the levels of job
satisfaction experienced by these staff members are high. This means
that the management structures of the HEI should take the determinants
that may influence the levels of job satisfaction of fixed-term staff
members, in consideration when deciding on policies and practices which

includes these staff members.

From the literature that was explored in this chapter, the researcher noted
that there are a number of determinants that can influence the level of job
satisfaction experienced by employees of an institution. These

determinants are presented in table 2.2.
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Table 2.2: A framework of the determinants influencing the levels of

job satisfaction experienced by fixed-term academic staff members.

Determinants

Requirements

Organisational
development

o Improvement of strategic
communication.

o Shared vision and mission.

o Creation of an inviting inclusive
corporate culture within the
organisation.

J Feedback programs.

The work itself

o Skill variety.

J Job enrichment.
J Job rotation.
o Job enlargement.
The compensation and o Relevant and adequate remuneration.
benefits o Benefit packages.
An employee appraisal . Autonomy of staff members.
program o Regular feedback from supervisors.
o Motivation from management.
. Employee engagement programs.
The relationship of the o Adequate management and treatment

employee with peers

of fixed-term staff members.

and supervisors o Relevant disciplinary actions for all
employees.
o Assistance should be readily available.
o Equal training opportunities.
o Whistle blowing without fear of
victimization.
Promotions and career o All employees should be developed

development

professionally to enable them to
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compete fairly for promotions.
Training programs in all fields should
be developed and be available for all

employees.

The corporate culture of
the organisation

Channel of communication must be
open, clear and accessible to all staff
members.

A culture of sharing must be
developed.

Positive and regularly reinforced
culture must be developed between

staff members.

The working conditions

and the environment

Promotion of an inclusive, collegial and
stimulating work environment.

Availability of resources.

The Human Resource
management’s

responsibilities

The right employees must be hired to
do the job.

Clear aims and objectives must be
communicated to all staff members.
Assistance with HR related problems

should be rendered adequately.

The development,
monitoring and
improvement of job
satisfaction models

within the institution

The levels of job satisfaction among
staff members within the HEI must be
measured at regular intervals to allow
the HEI to identify the needs that these

staff members have.

In the light of the relevant literature discussed in chapter two, it is evident

that the job satisfaction experienced by fixed term staff members can be

influenced by several determinants, namely, their emotional well-being,

their levels of autonomy,

challenges faced and accomplishments

achieved, their levels of job and financial security, the physical resources
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available to complete the job as well as the extent to which the

environment is effectively managed.

2.9 CONCLUDING REMARKS

It is clear from the literature presented in this chapter that the
competencies and areas of importance that were identified in tables 2.1
and 2.2 are crucial to the effective leadership and management of fixed-
term academic staff members with the improvement of their levels of job
satisfaction in mind. Through literature, it was made clear that there are
six areas of importance that can influence the levels of job satisfaction of
these staff members, namely emotional well-being, physical resources,
autonomy, challenges and accomplishments, job and financial security

and a well managed environment.

These determinants coincide with the clusters that are measured by the
Minnesota Satisfaction Questionnaire (MSQ) which are Achievement,
Comfort, Status, Safety, Autonomy as well as Altruism, which, for the

purpose of this study, was omitted.

It was with the above findings in mind that the researcher compiled an
adapted version of the MSQ to measure the influence of the above-
mentioned determinants on the levels of job satisfaction of fixed-term
academic staff members at South African HEIs. The interrelationship
between the identified determinants and the clusters from the MSQ are

illustrated clearly in figure 2.12.
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Figure 2.10: The interrelationship between the determinants

influencing Job Satisfaction and the clusters from the MSQ.
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The relationship between these determinants and the levels of job
security that are experienced by fixed-term academic staff members at
South African HEIs will be empirically researched and the findings are
presented in chapter 4.
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CHAPTER 3

EMPIRICAL INVESTIGATION INTO THE JOB
SATISFACTION OF FIXED-TERM STAFF MEMBERS
AT HEIs: RESEARCH DESIGN

3.1 INTRODUCTION

The objective of this chapter is to provide a framework for the empirical
investigations that have been conducted in this research study in view of
exploring how the fact that staff members are only appointed on a fixed
term base at South African HEIs, influence the levels of their job
satisfaction in view of providing a framework for optimising those staff
members' performance. In order to achieve the set objectives,

guantitative as well as qualitative research methods were utilised.

Research, according to the Oxford Dictionary (1998:884), is the “careful
search or inquiry after, for or into or an endeavour to find information.”
Vermeulen (1998a:19) supported by Leedy and Omrod (2005:2) as well
as Cooper and Schindler (2006: 4, 22) explains research as a systematic
endeavour which seeks to provide answers to questions, implying a
dynamic process that builds on previous research and opens
opportunities for new research. Salkind (2003:3 — 4) regards research as
an activity that generates new questions and that the process resembles
a cyclical pattern, primarily undertaken for the betterment of society or, as

in this case, the institution.

Henning, Van Rensburg and Smit (2004:36) state that the research
methodology of a study can be described as the philosophical framework
which guides the research activity and also serves as the tradition or
paradigm in which the research problem is framed. It furthermore guides
the selection of the research participants as well as the subsequent data-

gathering and data analysis techniques. The research methodology
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encapsulates people’s general orientation to life, their sense of being and
even the way they view knowledge, which ultimately informs the choice of
source or method of inquiry in a study (Salkind, 2003).

For the purpose of this study a mixed-method approach has been used.

3.2 RESEARCH DESIGN

The mixed methods empirical investigation that has been conducted
included both quantitative as well as qualitative methods of research.

This will hence be discussed in more detalil.
3.2.1 Research methods and methodology

For the purpose of this study, a mixed method research design has been
chosen. Both qualitative as well as quantitative research methods as well
as data analysis techniques were utilised. According to Fraenkel and
Wallen (2010:560) quantitative and qualitative methods may be combined
in any way that is suitable for conducting a research study, even though
these approaches differ on a number of levels. Quantitative research, on
the other hand, is predominantly embedded in positivism which holds that
reality is objective and observable Qualitative research is rooted in the
belief that reality is socially constructed and as such aims at uncovering
what lies beneath the surface of the phenomenon that is investigated,
while seeking to understand certain perceptions of the stakeholders
involved. (Airasian, Gay & Mills, 2010).

In the same context, Vermeulen (1998b:10) states that a quantitative
approach relies on numerical data which are highly formalized and
explicitly controlled, while a qualitative approach is not strictly formalized

and adopts a more philosophical mode of operation.
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3.21.1 Quantitative research

Airasian, Mills and Gay (2010: 7) explains that quantitative research
consists of the collection as well as the analysis of data in numerical form
to describe, explain, predict or control phenomena that is of interest. As a
positivistic paradigm quantitative methods can be seen as the focus of
attention on precise measurements in a standardised and systematic
research procedure (Delport & Fouche, 2007: 71, Cooper & Schindler,
2006: 141). Leedy and Omrod (2010: 94 — 95) explain that quantitative
research usually involves the consideration of one or more variables of
interest. These authors continue by explaining that this type of research
also includes the isolation of the variables that must be tested in the
research process, as well as the control of those variables by employing

statistical methods to analyse and draw conclusions from the data.

Unlike with qualitative research, quantitative research is not subject to the
researcher's subjective perspective, but rather aims at an objective
analysis to ensure that the information gleaned from the participants is
reflected correctly. This approach is framed within the positivist paradigm,
but follows a realist stance by which the data will eventually be viewed
and interpreted together with the interpretavist qualitative data. This will
enable the researcher to provide comprehensive evidence to explain the

phenomenon of job satisfaction.

For the purpose of this research study, an adapted version of the
standardised Minnesota Satisfaction Questionnaire (MSQ) was used.
This consisted of 88 five point Likert scale questions that allowed the
respondents to express their levels of satisfaction or dissatisfaction with
the aspect at hand. This research instrument was used because it was
practical and standardised, as well as linked to the clusters identified by
the researcher as the domains underpinning job satisfaction. The clusters

identified were emotional well-being, physical resources, autonomy,
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challenges and accomplishments, job- and financial security as well as a

well-managed environment (cf. 2.8).

3.2.1.2 Qualitative research

Best and Kahn (2003:241) describe the qualitative research approach as
a gathering of information whereby participants provide information from
their own perspectives. Woods (1999:2) refers to the meaning that
participants attach to their behaviour as well as their interpretation and
perspectives on certain situations. Leedy and Ormrod (2001:133) further
maintain the intimate acquaintances that this research approach has with
the different feelings, motivations and qualities of people, it tends to
uncover situations as they are experienced and understood by the
participants.

Qualitative research is a naturalistic enquiry which utilizes non-interfering
data as well as collection strategies to uncover the natural flow of events.
De Vos (2000:240) emphasises the multi-perspective dimension of social
interaction that qualitative research has on sense-making as well as
reconstructing human interaction in terms of the value and meaning that
the participants attach to it. Salkind (2003:11 - 13) explains that
gualitative research is done to examine human behaviour and the social,
cultural, as well as the political context in which it occurs, and that the
time frame of this type of research can be current or past, yielding

findings in the form of non-numeric data.

Wilson (1997:109) states that qualitative research employs data
collecting strategies that are non-manipulative to uncover the natural flow
of events and processes such as semi-structured or structured
interviews, observations, diaries and/or questionnaires containing open-
ended questions. For the purpose of this study the researcher added
relevant qualitative open-ended questions to the adapted MSQ used.

This allowed the respondents to reflect on some of their feelings and
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opinions regarding the aspects within their environments that may
influence their job satisfaction.

3.3 POPULATION AND SAMPLING

The population of a research study refers to the “complete set of events,
people of things to which the research findings are to be applied,” (Bless,
Higson-Smith & Kagee, 2006:184), while the sample refers to the specific
members within the population that will be used to obtain data from
(Travers and Cooper, 2006).

The population and sample utilised for this research study, is discussed

next.

3.3.1 Population

Mouton (1998:134), Maree (2009: 79) together McMillan and
Schumacher (2010: 129) define population as a group of elements or
cases - be it individuals, objects or events - that conform to specific
criteria. Gay and Airasian (2003:102) as well as Gray (2004:82), describe
the population as a group of elements which interests the researcher, and
to which the results of the study will be generalized. Gorard (2001:10)

defines the population as the group that you use for your research study.

The population for this research study consisted out of_the fixed-term
academic staff members employed at South African HEIls. These staff
members were employed on contracts that vary in duration, but with a

definite and specific end date.
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3.3.2 Sample

To Vermeulen (1998b:50), supported by Welman and Kruger (2001:47)
and Corbetta (2003:210), sampling means taking a portion of the
available population and considering it to be a representation of the
population. This is confirmed by Arasian, Gay and Mills (2009:606), who
explain that a sample in research refers to the selection of a number of
individuals from the greater population of the study in such a fashion that
these individuals represent the larger group from which they were
chosen.

For the purpose of this study, five South-African HEIs were selected to
serve as sample. The researcher approached various HEIs, and decided
to make use of the first five institutions to respond favourably. As the
information of staff members is sensitive and confidential, the
guestionnaires were sent to the HR department of the HEI, who, in turn,
distributed the questionnaires electronically to the fixed-term academic
staff members employed by the HEIL. The respondents returned the
guestionnaires in electronic format to the researcher. The e-mail contact
address of the researcher was made available to the respondents in case
any problems were experienced while answering the questionnaire. Thus,
in some instances, the names and contact details of the respondents
were known to the researcher, but all respondents were assured by the
researcher that all information was treated anonymously and

confidentially.

3.4 DATA COLLECTION

For the purpose of this research study two data collection approaches
were utilised as to allow for triangulation between the findings. Both these
forms of data collection were included in a questionnaire that was
distributed to the sampled HEIs. (Addendum A) which consisted of both

guantitative, closed ended, Likert scale questions as well as some
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gualitative, open ended questions that allowed the respondents to

elaborate on their views, experiences and opinions.

According to Airasian and Gay (2010: 373) questionnaires are
instruments which attempt to obtain comparable data from all members
partaking in the sample given that the same questions have to be
answered by all participants. By including open-ended questionnaires for
determining how people feel about certain issues, or, alternatively, to
establish the effect that troubling issues have on the behaviour of people
(White, 2005:130) could be rather valuable for this study, because,
although a numerical value for the levels of satisfaction, or dissatisfaction
for each cluster will be obtained from the MSQ, the specific problems and
issues that may lead to the satisfaction or dissatisfaction can only be
expressed by the qualitative expression of the views and opinions of the
participants.

3.5 ANALYSIS OF DATA

Sarantakos (1998:313) explains that data analysis can be viewed as the
process which involves the selection and focus of data as well as the
discarding of irrelevant data. Research means that the collected data is
analyzed and interpreted by the researcher with the purpose of bringing

structure as well as order to the available information.

In view of the fact that this study makes use of quantitative as well

gualitative research analysis, both is discussed next.
3.5.1 Quantitative analysis

The pre-coded raw data obtained from the separate questionnaires were
supplied to a statistician at the University of the Free State, who made
used of the SPSS version 18- programme to identify trends in the
responses. The quantitative data was discussed, and the emerging
trends were explained. The data that was obtained were also presented

in tabular format which indicated the mean scores obtained for each
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guestion, the difference between the information from primary- and
secondary income respondents as well as the rank assigned to each
value. This was done to illustrate how the different needs of these two

groups of respondents differ.

3.5.2 Qualitative analysis

Cresswell (2003: 15), supported by McMillan and Schumacher (2010:
370 -376) defines qualitative research analysis as an inquiry process of
understanding, based on methodological traditions of inquiry that
exposes a human or a social problem. During the study the researcher
built a complex, holistic picture, and reported detailed views of

participants

Themes that emerged from the information obtained, helped the

researcher to gain a better understanding of the phenomenon at hand.

The data that was obtained from the qualitative parts of the
guestionnaires were analysed by the researcher after which the
information was grouped together according to clusters of meaning.
Verbatim accounts from the participants were provided and

interpretations were done accordingly.

3.6 VALIDITY AND RELIABILITY

Thomas (1998:133) argues that reliability and validity are important
attributes of a research instrument. McLaughlin and Mertens (2004:107)
state that validity, as well as reliability, is key to maintaining appropriate
standards in research. They continue by saying that research is a
scientific method of inquiry, and that information should be carefully

assessed by testing for validity as well as reliability. Salkind (2003:107) is
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of the opinion that “reliability (or consistency) and validity (or the does-
what-it-should-do qualities)” of a measurement instrument is essential, as
the absence of these qualities or attributes explains why a researcher

acts incorrectly when accepting or rejecting a research hypothesis.

3.6.1 Reliability

Gray (2004:172) believes that reliability is a central concept associated
with measurement, and that it essentially means consistency.
Consistence, in this instance, means that the scores obtained by an
instrument can be confirmed by using alternative data sources. The
obtained data can also be interpreted by other researchers to establish
whether they reach the same conclusion as the primary researcher.
Salkind (2003:108 - 111) explains that reliability is when a test measures
the same thing more that once, with the same outcomes. The author
continues to explain that reliability is often reflected in the value of the

correlation coefficient.

Neuman (1997:138) explains that reliability means that information
provided by certain indicators does not change as a result of the
characteristics of the indicators, the research instruments or the
measurement device used in the study. This explanation is very
significant as it minimizes errors made in the study. This is supported by
McLauglin and Mertens (2004:107) who explain validity as the stability of
observed changes over time within a positivist paradigm. An indicator or
measure can be considered to be reliable when it consistently provides
the same results every time a certain phenomenon is measured and for

this purpose Cronbach's Alpha is an accepted indicator.

As the questions in the MSQ were adapted for the aim of this research, a
Cronbach Alpha was done to determine whether the test, in fact,
measure what it is supposed to measure. All the variables had a measure

of more than 0.7, indicating that the data obtained is reliable. The findings
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obtained from administering the Cronbach Alpha for the questionnaire
used for the purpose of this study, is illustrated in chapter 4.

Contributory to enhancing the reliability of this study the use of the
standardised and well-known MSQ, as data capturing instrument, the
selection of appropriate analysis procedures and the analysis of the data
by an expert staticians from the University of the Free State, were

valuable measures in this regard.

3.6.2 Validity

Seale (1998:134) views validity as the degree to which findings of a
research study presents a true and accurate picture of what is claimed or
described in the research. Neuman (1997:141) explains validity as the
appropriateness of a statement including its importance in determining
which research information is valid, thus implying that no matter which
type of questionnaire or research instrument is used, it should measure
what it set out to measure. The author continues to explain that
measurement validity refers to how well the conceptual as well as
operational definitions match. Salkind (2003:115) explains that validity
means that the test or instrument that is used by the researcher should

actually measure what the researcher set out to measure.

Welman and Kruger (2001:135) are of the opinion that validity refers to
the appropriateness of a statement and moreover, that it is important to
determine whether data is valid and are used for its intended purposes.
Construct validity refers to the instrument used to measure the variable at
hand, controlling that it measures what it is supposed to measure. These
authors continue by saying that the instrument that is used in the study

should remain constant over the duration of the study.

As stated previously, an adapted version of the standardised MSQ was

used as a research instrument. Validity, as interpreted from the literature
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above, refers to the statement that the research study measures what it
sets out to measure. In the case of this research study, the goal was to
measure the levels of job satisfaction of fixed-term academic staff

members and the variables that influence job satisfaction.

In order to ensure the validity of the qualitative aspect of the data, the
researcher guarded against bias, and the data obtained from the
gualitative portion of the questionnaires were continuously compared until
no new affirmative or information that contrasted the existing information,
was found, a process which, according to Brazelle, de Wet, Heyns,
Niemann, Niemann and Van Staden (2000:11) can be seen as a manner
in which the validity of the findings can be measured.

3.7 ETHICAL CONSIDERATIONS

It is of utmost importance that the researcher at all times protects the
identities of the respondents who participate in a study. For this reason it
is important for the researcher to apply research ethics, which can be
described as the norms and standards of the behaviour that guides the
choices and behaviours of a researcher towards the respondents of a
study (Cooper & Shindler, 2006:116). In order for the researcher to
adhere to ethical standards, it is important to refrain from any form of bias

in the research design, data analysis as well as interpretation of the data.

For the purpose of this study, any confidential information that may lead
to the identification of either the HEI or the respondent was omitted by
the researcher. Confidentiality clauses which protect the identities of the
participating HEI were also signed and adhered to by the researcher.
Objectivity was further obtained by making use of the well-known
statistical program SPSS version 18 to perform the quantitative data
analysis, which prevented as much subjective interference from the

researcher as possible.
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All data, results and methods used by the researcher were honestly used
and interpreted by the researcher. Prior consent was obtained from the
HEIs as well as the respondents who voluntarily participated in the study.

3.8 CONCLUSION

This chapter initially identified the research methods that were used as
well as the rationale for making use of these methodologies. Quantitative
as well as qualitative data analysis was discussed and an explanation
was provided on how to validate information obtained from the
guestionnaires. The data capturing instrument was put forward and
clarified after which the population and sample for this study were
identified and explained. In the following chapter the data analysis will be

reported and discussed.
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CHAPTER 4

RESEARCH RESULTS AND INTERPRETATION

4.1 INTRODUCTION

The aim of the investigation conducted was to ascertain the levels of job
satisfaction (dependent variable) that are experienced by fixed-term
(independent variable) academic staff members at South African HEIs
and the dominant determinants that influence these levels.

This chapter presents the analyses of the feedback that was obtained
from fixed-term academic staff members at five HEIs in South Africa. The
data was obtained through making use of an adapted version of the
standardised Minnesota Satisfaction Questionnaire (MSQ). A section
containing open-ended, qualitative questions was added to the
guestionnaire as to gain more insight into the feelings and views of this
category of staff members regarding their employment as fixed-term
academic staff members. The results that were obtained from these

guestionnaires will hence be presented, discussed and interpreted.

Although sampling has been dealt with in chapter 3, it is briefly discussed
here to assist with the interpretation of the data to follow. The sample
consisted of a total of 138 respondents for the MSQ, of which 111 have
been employed on fixed-term contracts being their primary source of
income, and 27 respondents who’'s fixed-term employment are

secondary to another source of income.

In the one section of the questionnaire, the responses had to be recorded
on a Likert scale containing closed-ended items. The other part of the
guestionnaire contained open-ended questions where the participants
had to reflect on their type of employment in writing. The feedback from
the two groups (primary and secondary income groups) will be discussed
separately, as well as be compared in terms of their job satisfaction.

Relevant correlations between certain employment related factors and
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the influence thereof on the job satisfaction of the staff members, are also

discussed.

4.2 INTERPRETATION AND DISCUSSION OF FINDINGS

As the MSQ is designed as a five-point Likert scale, the maximum score
for each item is five. The respondents have to rate their feelings from (1)
Very Dissatisfied to (5) Very Satisfied. A high score indicates that the
respondent is satisfied, while a low score indicates dissatisfaction. The
midpoint for each item is a score of 3. The responses of the participants
were subsequently ranked according to the individual mean value of each

guestion.

Emotional Well-
being

Well-managed

) Physical Resources
environment

Job
Satisfaction

Job- and financial
security

Challenges and
Accomplishments

Figure 4.1 The areas influencing the levels of job satisfaction

experienced by staff members.

As is illustrated by figure 4.1 above, six factors which could influence the

levels of job-satisfaction experienced by staff members, were identified,

107 |Page



namely the emotional well-being (EWB) of the employee, the physical
resources (PR) that the employee has at his/her disposal to complete
the task, the levels of autonomy (AUT) the employee has when
completing a task, the challenges and accomplishments within the
work environment, the job- as well as a well-managed environment
(WME) and the financial security (JFS) that the employee has. This
relates to the clusters identified by the MSQ. For the aim of this study,
altruism as an area of interest was omitted, because it is less relevant to

the context of this study.

The data that was obtained from the adapted version of the MSQ can be

regarded as being reliable, as it yielded high Cronbach Alpha’s.

Table 4.1  Reliability statistics of adapted MSQ used for this
research study.

Variable Cronbach's N of

Alpha items
EWB 0.959 15
PR 0.880 2
Aut 0.971 19
CA 0.960 20
JFS 0.926 10
WME 0.960 22

The Cronbach Alpha determines the reliability of the scale that was used,
as well as to test whether or not the items used for a construct/variable
actually measure the particular construct (Insert source). From the table
above it is clear that all the variables in the scale is reliable, as the

Cronbach Alpha for each item is greater than 0.7.
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The data are hence reported on within the context of the following six

clusters.

4.2.1 EMOTIONAL WELL-BEING

The emotional well-being of staff members plays a critical role in the
levels of motivation that they have to complete their tasks (cf. 2.2.2; 2.7.2;
2.2.3.1; 2.2.3.2; table 2.1). It is very important that the emotional well-
being of the staff members are looked after, as this will influence levels of
motivation and, ultimately, productivity. In this section, the quantitative as
well as qualitative findings regarding the emotional well being of the

respondents from the empirical research is discussed.

4.2.1.1 MSQ findings

As the midpoint is 3, it is evident that all mean responses for both primary
as well as secondary income respondents are above midpoint. As a
higher than midpoint score indicates higher levels of satisfaction, it can
be deduced that, in terms of emotional well being, all respondents fall
within the “satisfied” range. This cluster is made up of a total of 15
guestions. This is visible on table 4.1. It is of value to see that the primary
income respondents have an overall mean score of 3.590, which is much
lower than the 4.099 score obtained from secondary income
respondents. This indicates that the primary income respondents have
lower levels of emotional well-being at the workplace than their
secondary-income counterparts. The question which scored the lowest
(more dissatisfied) score for the primary income group was question 70,
“the opportunity to have a definite place in the community,” which had a
mean of 3.820. This same question in the secondary income group
ranked second of their lowest scores, while question 59 “The opportunity

to be important in the eyes of others” was the aspect with which the
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secondary income group was most dissatisfied. This information is clearly
illustrated in table 4.2 below, which indicates the MSQ findings for both

primary as well as secondary income fixed-term academic staff members.
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TABLE 4.2 The emotional well-being of fixed-term academic staff members.
Neither
NR | EMOTIONAL WELLBEING Very Dissatisfied | Dissatsfied | ¢ i fied Very Total Mean Ranking
Dissatisfied nor Satisfied
Satisfied
Prim | Sec | Prim | Sec | Prim | Sec | Prim | Sec | Prim | Sec | Prim | Sec Prim Sec Prim | Sec
in. in. in in in. in. in in in. in. in. in in. in in in
1 | The opportunity to try out 6 o 12 | o] 12 | 4| a8 | 13| 33 | 10| 111 | 27 | 3811|4222 12 | 9
some of my own ideas.
The social position in the
6 community that goes with 4 0 8 0 42 9 44 12 13 6 111 27 3.486 | 3.889 6 5
the job.
17 | Beingabletosee the 10| 0] 121 o0 6 4 | a8 | 8 | 35 | 15 | 111 | 27 | 3.775 | 4407 | 11 | 12
results of the work | do.
18 | The opportunity to be of 2 0| 122 | of| 10 | of st | 8| 3 | 19| 11127 |3964|a708]| 15 | 15
service to people.
The opportunity to do
23 | work thatis well suited to 10 2 12 0 4 4 55 8 30 13 111 27 3.748 | 4.111 10 8
my abilities.
The opportunity to be
25 | “somebody” in the 8 0 12 0 46 10 36 13 9 4 111 27 3.234 | 3.778 2 3
community.
35 | Beingabletotake pridein 4 2 | 12| o 6 | 2| 52 | 6 | 35 | 17| 111 | 27 [ 3901|4333 | 14 | 11
a job well done.
ap | Theopportunity to make 12 | o] 10| 2| 10| 4| a4 | 7| 33 | 14| 111 |27 |3703|4a222| 9 | 10
use of my best abilities.
a1 | The opportunity to meet 5 o | 16 | 2|39 | 9|37 | 8| 14 | 8 11127 |3351|385]| 5 | 4
with important people.
The opportunity to do
57 | something that makes use 8 2 14 0 14 4 53 13 22 8 111 27 | 3.604 | 3.926 7 6
of my abilities.
The opportunity to be
59 | importantin the eyes of 6 0 10 4 59 7 23 12 13 4 111 27 | 3.243 | 3.593 3 1
others.
70 | The opportunity to do my 4 o | 10| o 12| 2|61 | 11| 24 | 14| 11127 |3820)] 44| 13 | 13
best at all times.
The opportunity to have a
76 definite place in the 10 2 18 0 39 6 31 17 13 2 111 27 3.171 | 3.630 1 2
community.
The way that there is
83 adequate training 8 0 15 4 36 1 35 14 17 8 111 27 3.342 | 3.963 4 7
available.
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The feeling of

87 | accomplishment that | get 12 10 55 11 28 14 111 27 | 3.694 | 4.444 14
from my job.
Average mean
3.590 | 4.099
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It is informative to see that both primary as well as secondary income
groups were most satisfied with question 18, for which mean scores of
3.964 and 4.704 respectively was obtained for “The opportunity to be of
service to other people.” The rankings of the scores obtained for the other
guestions are all very similar, except for question 87 “The feeling of
accomplishment that | get from my job”, for which the primary income
group have a mean of 3.694 and a ranking of 8, while the secondary
income group have a much higher mean of 4.444 and a ranking of 14,
indicating that the Iatter group experiences higher feelings of
accomplishments in their jobs as fixed-term lecturers. This may be
ascribed to the fact that the fixed-term employment contract is additional
to their primary forms of employment, meaning that these individuals may
be working at the HEI for to enhance their levels of self-actualisation,
whilst their primary-income counterparts are employed in this manner as

a form of income.

4.2.1.2 Qualitative findings

Most of the respondents are of the opinion that they are loyal towards the
institution while they are working there, but that they would not hesitate to
accept another position from a different HEI if it was offered to them, as

they would like to have permanence and structure in their lives.

The participants reacted to this issue as follows:

o ‘I am very loyal to [this HEI], but if something more stable comes
my way, | will definitely grab the opportunity!”

o ‘I am loyal to this HEI — for now. | will do what is expected of me,
but nothing more. | am not going to be abused.”

o “Surely it has an influence [on my well-being]. How can one stay
loyal to an institution that creates the idea with their employees that they
don't give a damn? | used to love my job, now | feel completely different
about it. Also, my loyalty and commitment is towards my students, not the

higher structure, 1 have a responsibility towards the students that |
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currently teach, to do the best | can. And | will. But, if | have the
opportunity towards a permanent position, even if it is at another HEI, |
will surely take it. This place is not good to me.”

o “With regards to loyalty, | find it very frustrating to be caught in this
current no-man’s land in which | have the workload and responsibilities of
a permanent employee and none of the benefits and securities that a
permanent staff member with the same experience and qualifications,

have.”

One of the participants is of the opinion that her well-being is not
influenced by the job status of the staff member, but by factors such as

academic excellence and transformation policies within the HEIL.

The opinions of the participants regarding the policies and practices of
the HEIs are discussed in more detail in section 4.2.6 of this chapter.

A participant stated that he/she will remain loyal to the HEI for as long as
possible, but that the job security that is experienced will play a major role
in the choice that he/she makes regarding the acceptance of a position at
another HEI.

The feelings and opinions that the fixed-term staff members have
regarding their job security of the participants are discussed in more

detail in section 4.2.5 of this chapter.

Some participants are of the opinion that their workload is very high, but
that they do not receive the relevant and adequate remuneration that they
deserve, even though they have the same, or better, qualifications as

their permanent counterparts.

Some of the respondents reacted as follow:

o “My workload is a major concern to me, though. | am head of our
division. | am responsible for the budgets, general management, overall
admin and liaising with the industry. Because of the budget constraints

this year it was expected of me to give the subject without any extra
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remuneration. This leads to unnecessary stress on my part. Although |
would like to do my PhD in the future | am constantly pressured to do this
without any study leave.”

o The University is apparently understaffed and this leads to a lot
more responsibilities and admin which is put upon fixed-term staff without
compensating us accordingly.

A number of participants are of the opinion that they do not have
adequate opportunities to receive training and to attend conferences, and
that funding is difficult to get.

A few participants explained that:

o ‘It is difficult to get funding for attending conferences and
workshops. You will be told that the department does not have money or
any other reason. | only attend workshops that are free.”

o ‘Fixed-term academic staff do not have access to the same
research or funding opportunities at [this HEI] as these are mostly
allocated to permanent staff,”

o To attend local conferences is not a problem, but | haven't ever

attended a conference outside the [this province].

The opportunities for training and development are discussed more in

section 4.2.5 of this chapter.

In terms of emotional well-being it is clear that most of the respondents
are of the opinion that

o they are loyal to the HEI that currently employs them, but that this
loyalty will be shifted to another HEI if this institution offers them the
opportunity;

o they prefer a permanent academic position with benefits, as they
desire recognition as well as a feeling of permanence and security;

o they have heavy workloads, but do not receive adequate
recognition and remuneration;

o they are influenced a lot by the policies and practices of the HEI,

and
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o they experience a lot of trouble to obtain funding for academic

development is a major concern;

This indicates that their levels of emotional well-being at their place of
employment are major contributors to the levels of loyalty and motivation

that they experience.

4.2.2 PHYSICAL RESOURCES

The availability of resources has a major influence on the levels of
motivation, and thus job satisfaction, of staff members (cf. 2.6.3, 2.7.1
and table 2.2). This can be attributed to the fact that the availability of
resources can hamper or assist an employee in the execution of his/her
duties, which can add or reduce levels of stress experienced. It is crucial
that staff members have the necessary resources to their disposal to
complete the tasks at hand. In this section, the empirical quantitative as
well as qualitative findings regarding the physical resources available to

fixed-term academic staff members are discussed next.
42.2.1 MSQ findings

Both the primary- as well as secondary income groups’ average mean
scores are above the midpoint of 3, with scores of 3.545 and 4.444
respectively. This is illustrated in table 4.3. This explains that both groups
are more satisfied with the physical resources they have to complete the
job than dissatisfied. Although both groups indicated that they have
adequate resources to complete their jobs, and that they are satisfied
with the overall availability of resources, the average mean for all
guestions related to the physical resources cluster are higher for the
secondary income group, meaning that this group is more satisfied with
the resources that they have than the primary income respondents. Both
groups indicated that, although they have adequate resources to
complete their jobs (question 11) they have a problem with the overall
availability of resources (question 81). This may indicate that resources

for fixed-term academic staff members are difficult to access and that
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they are not easily obtained by these employees, which have a negative
influence on the performance of these staff members, and thus their

levels of job satisfaction. The findings from the MSQ can be seen below
in table 4.3.
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TABLE 4.3 The physical resources available to fixed-term academic staff members to complete their tasks

Neither
NR PHYSICAL RESOURCES Very | picsatistied | Dissatisfied | o iicfied Very Total Mean Ranking
Dissatisfied nor Satisfied
Satisfied
Prim | Sec | Prim | Sec | Prim | Sec | Prim | Sec | Prim | Sec | Prim | Sec | Prim Sec Prim | Sec
in. in. in. in. in. in. in. in. in. in. in. in. in. in. in. in.
The resources that is available to me
11 | to complete my job. 6 0 15 0 13 0 58 10 19 17 | 111 | 27 | 3.622 | 4.630 2 2
81 | The overall availability of resources. 4 0 21 2 18 4 55 6 13 15 111 | 27 | 3.468 | 4.259 1 1
Average mean 3.545 | 4.444
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4.2.2.2 Qualitative findings

Most of the participants are of the opinion that they have major concerns
regarding the availability of resources.

Some of the participants responded as follow:

o “There are resources available, but you must go through the
permanent staff to obtain it, which can sometimes take as long as a week
to get it. We don't get and office or any place we can work so all our work
must be done at home. If you use internet at home or an internet cafe
and must print something, you must pay for everything yourself, as | don't
have the resources at work.”

o “l buy most of what | need for myself, from my own budget. | do
not want to lose my job,”

o “When the students held an exhibition of their cut-up poems, we
collected some money for entry fees, but the rest was for my bill. When
these poems were used in a collaborative book-making project with
[another HEI], all the material and the making of the product was for my
bill too. | realised quite quickly that in my field and position you have to do
it yourself if you want to make it happen.”

o Contract members do not have [access to stationery and
photocopiers] - we share computers and printers, which often lead to use
looking incompetent, as our work is not finished on time.”

o “‘Resources are not always available to staff members. For
example after the merger of the former [these HEIs], | was not given a
computer because | was a fixed-term appointment. | had to use my entity
to get one. All academics need resources to perform their jobs. A
computer is like a chalkboard, you cannot conduct your classes without
it.”

o All [fixed term staff members] in this department must make turns

to punch in the data on the only available computer.”

As a result of not having access to a computer, some participants also

indicated that they do not have access to e-mail facilities.
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The above can have a negative influence on the participants, such as:

o “‘Many important communiqué’s are often sent out at strange
times, and that it is difficult for all the fixed-terms to get all the information
timeously, as a lot of fixed-term staff members do not have access to e-
mail facilities. This can lead to a lot of confusion, and often leads to the
fixed-termers looking “like fools.”

o “‘Some fixed-term staff members do not have access to the
intranet, thus are a lot of valuable information not communicated to us,

meaning that we do not always know about important notices.”

A number of respondents stated that the availability of office space is a

major concern to them.

In this regard, some respondents stated that:

. “‘Most contract employees have to share a work space and
sometimes facilities such as a telephone or a computer with internet
access. In some instances, none of the above is provided, | thought a
staff member is expected to do his/her job as well as those of the
permanent staff members who have full access to all the support
structures,”

o “It is very inconvenient to share an office with only one desk, one
telephone and one computer and a communal printer for everybody in the
department. The office is always streaming with students, as three fixed-
term lecturers share the same office and amenities. There is no room to
consult with students,”

o A personal solution to [not having an office] is to come to campus
only for classes, consult with students only when there is an office open,
or to share added information in an informal way while walking on
campus. The majority of my administrative duties are done at home and
transferred to the official computer through external memory devices that
| have to buy for myself,”

o “Office space is a serious problem. Class preparation and

consultation with students are difficult. Most of the permanent staff
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members have their own offices, as well as access to other facilities such
as stationery and funding for educational purposes.”

o “....To add insult to injury, some of my office mates are presenting
lectures in the office due to a shortage of lecturing space on campus. In
the bustle of noise and activities, we are expected to deliver work of
excellence!”

o “Sharing office space leads to even more distractions even if it is
only a telephone conversation you have to listen to or students who are

looking for the other lecturer or inquiries that doesn't pertain to you.”

A number of the participants stated that they make use a lot of their own
resources, for example:

o “l feel positive towards the availability of resources, even though |
think that the University could consider giving fixed-term staff members
access to blank copy and printing paper as we do a lot of work from
home, for which our own printers, ink and paper is used,”

o “l have to make use of my own computer, and print master copies
of tests and assignments, at home, with my printer, ink and paper. | can
then make copies from there on for the students from a shared copying

machine.”

From the above it is clear that a number of fixed-term academic staff
members are experiencing problems with the availability and accessibility
of resources at the HEI. It is also clear that a number of participants are
of the opinion that the lack of resources, especially office space, are

impacting negatively on their productivity.

From the findings above, the following can be said:

o Office space is a major concern to most of the participants,

o The availability of resources hamper the productivity of the
participants,

o A number of participants must complete their work on their own

budget, as resources are not available,
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o Some participants do not have access to vital means of

communication, and often miss important communiqués.

In order for the productivity, as well as job satisfaction, of these staff
members to increase, it is important that these matters are tended to by
the management structures of the HEI.

As a participant stated:

“We are three lecturers with different personalities (habits), gender and
ethnic backgrounds sharing an office, and we have to sometimes we

have to worship our supervisors for resources.....
4.2.3 AUTONOMY

The ability to work on one’s own, to be autonomous in one’s place of
work and to receive relevant feedback have serious influences on the
levels of self-esteem as well as job satisfaction experienced by staff
members (cf. 2.2.3; 2.2.3.4; 2.2.3.3; 2.2.3.4; 25.3; 2.6.4; 2.6.4;, 2.7.2,
tables 2.1 and 2.2). In this section, the empirical quantitative as well as
gualitative data obtained from the respondents in regards to their levels of

autonomy within their work environment, is discussed.
4.2.3.1 MSQ findings

The average mean for the autonomy cluster, which consists out of 20
guestions, is 3.541, which is higher than the midpoint of 3, indicating that
the overall feeling of satisfaction experienced in this regard by fixed-term
academic staff members is more satisfied than dissatisfied. This can be
observed in Table 4.3. The individual means for each group is 3.108 for
the primary income group, and a notable higher mean of 4.148 for the
secondary income group. This may be due to the fact that the primary
income group is directly dependent on the income that they generate by
being employed in this fashion, while the secondary income group has
another income as back-up, which can reduce stress and increase

feelings of autonomy in the HEI work environment. It is evident from the
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ranks that were assigned to the means of each question, that there are
major discrepancies in the feelings of autonomy that is experienced by
the primary income and the secondary income fixed-term staff members.
The primary income group ranked question 2 (“The opportunity to work
by myself’) as number one, meaning that they are most dissatisfied with
this aspect. This question has a mean of 2.946 for this group, which is
below the midpoint of 3. Their secondary income counterparts’ mean for
this question is 4.519, with a rank of 17 which is a significant difference.
This finding indicates that the secondary income group is much more

satisfied with this aspect of their jobs than the primary income group.

The secondary income group indicated that they are the most unsatisfied
with “The opportunity to tell others what to do” (question 74), which has a
mean score of 3.815. This is ranked as number 13 for the primary income

group, with a mean of 3.613.

Although the mean of each question is higher for the secondary income
group than that of the primary income group, is it evident from the results
that there are major discrepancies in the overall rankings that are
assigned to each question. It is apparent from the data that the
secondary income group’s major concern within the autonomy cluster is
that they are not in control and that they cannot tell others what to do,
while the focus of the primary income group, falls on the ability to work by

themselves and the levels of responsibility that are assigned to them.

The primary income group is most satisfied with the opportunity that they
have for other staff members to look at them for direction. This is
reflected in question 4, which had a mean score of 3.995 and was ranked
20. This may be indicative of the need for self esteem and an increased
need for feelings of autonomy. As this form of employment is these
persons’ primary source of income, it can lead to possible higher levels of
satisfaction when others look at them for direction, and create a sense of
self-satisfaction. This is very significant in the light of the fact that these
staff members indicated that they are most unsatisfied with the

opportunities that they have to work alone. They would thus assign higher
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values to the opportunities that they have to be consulted by other staff

members.

The most satisfying aspect for the secondary income group within this
cluster is the opportunity that they have to be of service to other people,
illustrated by question 18, which had a mean of 4.704 and was ranked as
nr 20 by the respondents. This can relate to a need for prestige as well as
needs for self esteem fulfilment, but, as secondary incomes, the need for
autonomy within the HEI is not the primary motivator. This is illustrated in
table 4.4 below.
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TABLE 4.4 The levels of autonomy experienced by fixed-term academic staff members

Ver Neither Ver
NR AUTONOMY . .y. Dissatisfied Dissatisfied Satisfied . y Total Mean Ranking
Dissatisfied g Satisfied
nor Satisfied
Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec
in. in. in. in. in. in. in. in. in. in. in. in. in. in. in. in.
2 The opportunity to work by myself. 7 0 30 0 36 0 38 13 0 14 111 27 2,946 | 4.519 1 17
The opportunity to have other staff members look at
4 me for direction. 10 0 2 0 14 2 42 12 43 13 111 27 3.955 | 4.407 20 14
The opportunity to do the kind of work that | do
5 best. 4 0 12 2 18 4 44 15 33 6 111 27 3.811 | 3.926 18 4
The opportunity to be responsible for planning my
15 | work. 14 0 10 0 11 2 44 11 32 14 111 27 3.631 | 4.444 14 15
18 | The opportunity to be of service to people. 10 0 14 0 17 0 40 8 30 19 111 27 3.595 | 4.704 11 20
The opportunity to do new and original things on my
19 | own. 5 0 22 4 42 0 40 8 2 15 111 27 3.108 | 4.259 3 10
20 | The opportunity to work alone on the job. 7 0 16 0 16 0 47 12 25 15 111 27 3.604 | 4.556 12 19
The opportunity to tell other staff members how to
22 | do things. 12 0 12 2 18 6 37 10 32 9 111 27 3.586 | 3.963 10 5
33 | The opportunity to make decisions on my own. 8 0 10 2 18 0 50 14 25 11 111 27 3.667 | 4.259 16 11
37 | The opportunity to be alone on the job. 9 0 18 0 34 2 48 13 2 12 111 27 3.144 | 4.370 5 13
39 | The opportunity to supervise other people. 22 0 12 0 16 7 39 8 22 12 111 27 3.243 | 4.185 6 8
The opportunity to be responsible for the work of
50 | others. 10 0 12 2 14 8 57 9 18 8 111 27 3.550 | 3.852 9 2
The opportunity to develop new and better ways to
54 | complete the tasks at hand. 12 0 15 0 25 2 49 9 10 16 111 27 3.270 | 4.519 7 18
55 | The opportunity to work independently of others. 8 0 8 0 8 2 49 11 38 14 111 27 3.910 | 4.444 19 16
58 | The opportunity to tell people what to do. 13 0 16 2 51 7 31 10 0 8 111 27 2.901 | 3.889 2 3
68 | The freedom to make my own judgment. 20 0 12 0 21 3 34 16 24 8 111 27 3.270 | 4.185 8 9
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The opportunity to try my own methods of

71 completing the task. 5 10 20 61 13 15 12 111 27 3.640 | 4.296 15 12
72 | The opportunity to work away from others. 10 12 19 31 16 39 8 111 27 3.694 | 4.148 17 6
74 | The opportunity to tell others what to do. 10 6 22 52 12 21 6 111 27 3.613 | 3.815 13 1
The responsibility that is given to me.
85 7 28 26 46 17 4 8 111 27 3.108 | 4.148 4 7
Average mean
3.541
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4.2.3.2 Qualitative findings

Most of the participants are not satisfied with the way that they are being
treated by their supervisors and fellow staff members.

Some of them explained:

o ‘HEI management does not recognise talent or promote the
retention of talent/knowledge/expertise. Well recognised researchers and
less qualified lecturers are treated in the same manner.”

o ‘I do feel however that our claims are not processed adequately
and the system is not working very well. You never know for which claim
you are being paid and whether your forms have been submitted to the
salary offices,”

o “Apparently the HEI thought we are just going to lecture the
students and that's that, but they forgot that we must also go through the
admin and all the things they did not know to help us with. | will be glad if
my contract does not get renewed - | would like to lecture at another
institution. It is just not worth it - you go through a lot of hassles and get
paid peanuts in comparison with the permanent staff, while you have the
same responsibilities they have.”

o “It is just unfortunate that you do not get paid for certain
responsibilities as these are the things that keep you very busy and away
from your family members,”

o ‘I am very well qualified, and have a lot of experience, but | am not
trusted to make any decisions by myself.”

o “I sometimes wonder why | am here — | am being treated as | am a
child, and not a published and recognised academic.”

o “Co-workers and admin staff are a pleasure to work, helpful,
friendly and inclusive. The HR and legal services are absolutely pathetic
at being able to set up custom contract arrangements which are suitable
for my particular circumstances and excruciatingly rude in not
communicating their inability to do so, despite several attempts on my

part to get some answers.”
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It is clear that the participant feel that they are not valued, and that the
support that they receive is not adequate. Furthermore, the deduction can
be made that the fixed-term staff members feel that they do not receive
enough support from their supervisors, and that they do not get the
opportunity to execute tasks as they would like to.

The participants need to:

o Receive adequate support from their supervisors,

o Receive relevant and timeous support from the HR department,
o Be treated as colleagues,

o Must receive the recognition that they deserve.

It can be seen that autonomy is an important aspect of job satisfaction,
and that, although these staff members are able to work by themselves,
they need a support structure to function adequately, which, in most

cases, is not present.
4.2.3 ACCOMPLISHMENTS AND CHALLENGES

The many different levels of accomplishments, as well as challenges, that
are experienced by staff members at there place of employment can
have a major influence on the levels of job satisfaction that are
experienced by these individuals. These challenges and
accomplishments may include opportunities for advancement as well as
training and development (cf. 2.2.2; 2.4.2.4 (a); 2.2.2.4 (b)). It is very
important that the accomplishments of staff members are acknowledges
and that their challenges are addressed, as this will make them feel
appreciated, which will influence their levels of job satisfaction. The
following section deals with the empirical data obtained from the
respondents of this study with regards to some of the challenges and

accomplishments that they experience at South African HEISs.
4.2.4.1 MSQ findings

The average mean for both primary as well as secondary income groups

are above the midpoint of 3, with a mean of 3.316 for the primary income
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group and a mean of 3.901 for the secondary income group within the
“‘Accomplishments and Challenges” cluster, which consists of 19
guestions. Results for this cluster can be seen in Table 4.5. It has been
noted that, while the average means for the latter group was above the
midpoint, the same could not be said for the former, primary income

group, where a notable amount of means were below the said midpoint.

Both the primary and secondary income groups stated that they were
most unsatisfied with “The way that promotions (i.e. permanent positions)
are given out at this HEI,” (Question 27). This question was ranked first
by both groups, with a mean of 2.541 for the primary income group,
which is below the midpoint, indicating dissatisfaction, and 3.222 for the
secondary income group. Similar questions, related to promotions and
opportunities of advancement, ranked closely to each other for both
groups. These questions received the lowest rankings, indicating that
they are challenges experienced by the fixed-term staff members, and
that both groups have problems advancing within the HEI. All related
guestions had a mean of lower than 3 for the primary income group. The
low mean of the primary income group expresses that these staff
members are more dissatisfied with the opportunities for advancement
and promotion that they have within the HEI, which can indicate that the
respondents from this group are anxious to obtain a more permanent and
secure method of employment. As this is a problem experienced by all
respondents, the deduction can be made that the respondents have tried
to obtain more permanent positions and promotions without success.
Although the secondary income group also indicated that this aspect was
a problem, they are not as anxious and bothered, as they are not solely

dependent on the HEI for remuneration.

Both groups indicated that they are satisfied with the fact that they are
able to stay busy at the HEI. This is evident from the data obtained from
guestion 53, which have a mean of 3.865, rank 19 for the primary income

group and a mean of 4.370 and a rank of 18 for the secondary income

129 | Page



group. Related questions (question 88, mean 3.820, rank 18 for the
primary income group and mean 4.296, rank 17 for the secondary income
group) showed similar scores, which indicates that both groups are most

satisfied with this aspect of their jobs at the HEIs.

The rankings for the remaining questions for both groups were similar,
even though the means of the groups were different, with the scores of
the primary income group being lower that the other groups each time.

This data is illustrated in table 4.5 below.
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TABLE 4.5 CHALLENGES AND ACCOMPLISHMENTS EXPERIENCED BY FIXED TERM ACADEMIC STAFF

MEMBERS
Neither
CHALLENGES AND Very . . . . . Very -
NR ACCOMPLISHMENTS Dissatisfied | Dissatisfied | Dissatisfied Satisfied Satisfied Total Mean Ranking
nor Satisfied
Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec
in. in. in in in. in. in. in. in. in. in. in. in. in. in. in.
3 The variety in my work. 6 0 10 0 22 2 44 12 29 13 111 27 3.721 | 4.407 17 19
The opportunities for advancement on
12 | thisjob. 17 2 33 4 24 9 25 8 12 4 111 27 2.838 | 3.296 4 2
The way | am noticed when | do a good
16 | job. 14 4 23 0 14 2 31 10 29 11 111 27 3.342 | 3.889 8 8
The opportunity to do different things
21 | from time to time. 14 0 10 2 15 2 52 10 20 13 111 27 3.486 | 4.259 14 15
The opportunities of getting ahead on
30 | thisjob. 11 0 32 6 15 6 45 11 8 4 111 27 3.063 | 3.481 5 4
The way | receive full credit for the
34 | workthat|do. 15 2 20 0 17 6 43 8 16 11 111 27 3.225 | 3.963 6 9
The opportunity to try something
36 | different. 16 0 10 2 7 2 58 9 20 14 111 27 3.505 | 4.296 15 16
38 | The routine in my work. 8 0 16 0 24 2 58 19 5 6 111 27 3.324 | 4.148 7 13
The way that promotions (i.e.
permanent positions) are given out at
47 | this HEI. 27 2 20 4 43 9 19 10 2 2 111 27 2.541 | 3.222 1 1
The recognition that | get for the work
51 | that!do. 9 2 24 0 15 6 46 7 17 12 111 27 3.342 | 4.000 9 10
53 | Being able to stay busy. 4 0 8 0 17 4 52 9 30 14 111 27 3.865 | 4.370 19 18
The opportunity to do something
56 | different every day. 8 0 14 8 27 2 47 13 15 4 111 27 3.423 | 3.481 11 5
The opportunities of advancements at
65 | the HEI 15 0 34 6 33 11 25 4 4 6 111 27 2.721 | 3.370 2 3
The way they usually tell me when | do
69 my job well. 5 2 12 0 29 4 57 11 8 10 111 27 3.459 | 4.000 12 11
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The opportunity to do different things
73 on the job. 6 12 23 64 13 6 8 111 27 3.468 | 4.074 13 12
The opportunity to make use of my
75 abilities and skills. 8 12 10 57 14 24 11 111 27 3.694 | 4.185 16 14
82 | My opportunities of advancement. 16 34 28 25 8 8 6 111 27 2,775 | 3.519 3 6
The praise that | receive for a job well
86 | done. 6 18 29 42 11 16 8 111 27 3.396 | 3.852 10 7
88 | Being able to keep busy all the time. 2 10 16 61 11 22 12 111 27 3.820 | 4.296 18 17
Average mean
3.316 | 3.901
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42.4.2 Qualitative findings

The general views and opinions that are expressed by the fixed-term
academic staff members participating in this study differ. The
management of the HEI has an influence on the challenges and
accomplishments that are experienced by the staff members.

As some participants explained, they feel that they are not always
regarded as part of the team:

o “‘Nobody wants to help you. You are only a member of staff if they
need something from you. An e-mail is sent out every year to invite the
staff members to the end of year function, while stating pertinently that
this function may only be attended by the permanent academics.”

o “There is discrimination towards the fixed-term workers and this
leads to the fixed-term staff members having a bad attitude towards the
permanent staff. We have to perform the same duties, but cannot even
attend the same functions.”

o “The problem of not questioning the leadership because you are
appointed fixed-term is not good. | feel that | am treated as a minor, they
think you cannot think, have no feelings and cannot reason,”

o “Our colleagues does not look as us as fellow staff members. |
now park on a space that says ‘no staff parking.” Who will chase me
away? | can’t be considered as staff some days, and for other days | am
not good enough. They must make up their minds.”

o “‘As a fixed-term staff member, | do feel like an outsider, my
opinion on what matters is not taken into account, even if | do the same
and more as the permanent staff members,”

o “The opinion in this department on this campus is one of exclusion

of fixed-term lecturers. This is not the desired way to work.”

A number of participants also explained that they do not receive
adequate support and help from the HEI when it is needed, and that they

are afraid of victimisation.
Some participants alluded that:
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o “We are only fixed-term - so you just do your job and nothing else.
No meeting, no input from your side and if you experience any problems
it takes a while before they can get you to the right person. I have still got
some problems from the beginning of my contract that is not sorted out
yet, and my contract is almost over,” and, and that we are not welcome at
all.”

o “Being a fixed-term academic is very stressful. You have the same
workload as permanent staff, but none of the securities and very little of
the support structure.”

o “‘Management in my area is afraid of conflict and it seems to me
that they are not taking matters seriously. As soon as a matter arises,
they choose to wipe it under the table instead of addressing the issue.
Also, permanent staff members can get away with anything. As soon as
you pluck up the courage to report matters, you are intimidated by the
culprits, of whom some are of the highest level of management in this

institution. So, what do you do? Go with the flow, or lose your job?”

The insecurities regarding the renewal of their contracts are also

challenging for some participants.

This is reflected in statements such as:

o “Being fixed-term at an HEI can lead to staff being exploited, but
without any recourse to addressing workload because of fear of contracts
not being renewed. Academic work, research and especially teaching, is
not really valued or taken as seriously as that of permanent staff.”

o “With regards to contract workers - we are the last to hear about
having our contracts renewed. Two years ago | started work in the
January of the following year without having a final answer on my
contract. The letter came via internal mail a few days before the end of
that month only. To put it in perspective: You work for a month without
knowing what the letter is going to say when it finally arrives... The
contract for this year (2010) happened earlier, but | still had to wait to mid

December before | knew if | had a job the next year.”
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o ‘I am not really happy, but do not want to complain. | do not want
them to cancel my contract.”
o “I will never obtain a permanent position, regardless of the amount

of effort that | putin...”

The feelings and opinions that participants have regarding their job- and

financial security are discussed in section 4.2.5 of this chapter.

Some participants are disappointed with the management structures of
the HEI, and state that they do not think that the management of the HEI

is good.

This is reflected in statements such as:

o “Academics get appointed in management position where they
have to provide vision and leadership to others and in fact they are not
suited or trained for the position. They are lecturers/researchers but have
to manage a division/department/faculty.”

o ‘| feel they can improve on how they structure the working
environment and career paths of staff. Promotion is mainly dependent on
gualification and publishing record and | feel there should be a second
stream promotion for lecturing or excellent educational practices. All the
lecturers are not necessary good researchers; this can hinder good
lecturers to get promoted.”

o HR should have more contact with academic staff in terms of
career planning as well. At many of the American universities taking

university management and administration courses are compulsory.”

Some of the participants are very happy to be where they are, and they

state that the only problems that they view in a serious light are:

o the lack of job security,

o the stress induced by this situation,

. the workload,

o and the lack of opportunities for advancement within the HEI.
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These aspects have an influence on the levels of job satisfaction of these
staff members, and should be taken into consideration by the
management of the HEI.

4.2.5 JOB- AND FINANCIAL SECURITY

The levels of job and financial security that an individual have, are major
contributors to the levels of job satisfaction that the individual experiences
(cf. 2.2.3.1; 2.2.3.3; 2.2.3.4; 2.6.1; 2.6.2; 3.6.4; 2.7.1; 2.7.2; table 2.1 and
2.2). Job- and financial security influences a number of aspects, such as
the emotional well-being of a person, which can lead to increased or
decreased levels of stress and other health related problems (cf. 2.2.2;
2.7.2). A lot of attention should be given to these matters by the
management of the HEI, as they severely influence the job satisfaction of
staff members. The empirical data collected for this study regarding this

matter is discussed next.

4.25.1 MSQ findings

This section consisted of 10 questions that measured the job- and
financial security of the respondents. The values and questions are
tabulated in Table 4.5. The average mean for the primary income group
is 2.773, which is below the midpoint of 3. This indicates that the
respondents from this group are dissatisfied with their job-and financial
security at the HEI. The average mean for the secondary income group is
3.481, which is higher than the midpoint of 3, indicating a reasonable

measure of satisfaction.

Both groups indicated that they are the most dissatisfied with the
opportunity that they have to make as much money as their friends. This
aspect can relate to the need to satisfy their esteem needs, and to secure

an adequate place for themselves within society. This is confirmed by
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related questions, which includes question 80, with a primary income
mean of 2.964 and a rank of 2, and a mean of 3.333 and a rank of 3 for

the secondary income group.

If one looks at the rankings, both groups indicated higher scores for the
steadiness of their jobs, although the means for these questions are all
below the midpoint of 3 for the primary income group.

It is clear from the findings that the primary income group are not satisfied
with either their job- or their financial security, which are important needs
that must be satisfied by all human beings. This can have a negative
influence on the levels of job satisfaction experienced by these staff
members, which, in turn can lead to lower levels of job satisfaction and
productivity. These staff members might experience higher levels of
stress, as they do not know whether their contracts will be renewed,

meaning that they cannot do any long term planning.

Predictably, the secondary income staff members are not as worried as
their primary income counterparts about their job- and financial security
within the HEI, as this is not their primary source of income. It may be
deduced that these staff members may experience higher levels of job
satisfaction, and might subsequently be more productive than their

primary income counterparts.

The means obtained from responses of all questions within this cluster
from both groups were ranked and similar feelings and opinions were
identified with both groups, even though the average means per question
differed. An aspect that stood out in regards to rank were the levels of job
security experienced by these groups (question 1). The primary income
group (mean 2.577, rank 4) were much more unsatisfied with their job
security than the secondary income group (mean 3.926, rank 10). This
can also be related to the fact that the secondary income group is not
dependent on their contracts at the HEI for their income, and that they

have a back-up income for in case their contracts are not renewed. This,
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however, is not the case with the primary income group, who are solely
dependent on their income from the HEI for daily survival, leading to
more pronounced feelings of distress relating to job, and thus financial,

security.
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TABLE 4.6 THE JOB- AND FINANCIAL SECURITY OF FIXED-TERM ACADEMIC STAFF MEMBERS.

Neither
NR JOB AND FINANCIAL SECURITY Very Dissatisfied | Dissatisfied satisfied Very Total Mean Ranking
Dissatisfied g Satisfied
nor Satisfied
Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec
in. in. in in in. in. in. in. in. in. in. in. in. in. in in

My job security.

9 21 0 31 2 26 8 26 7 7 10 111 27 2.577 | 3.926 4 10
The amount of remuneration for the work that | do.

10 10 1 27 7 35 5 35 8 4 6 111 27 2.649 | 3.370 3 4
The way my job provides for a secure future.

24 23 0 28 0 29 15 27 8 4 4 111 27 2.649 | 3.593 9 7
The opportunity to make as much money as my

28 | friends. 17 0 41 8 31 11 16 8 6 0 111 27 | 2.703 | 3.000 1 1
The way my job provides for steady employment.

44 21 0 24 3 26 8 30 10 10 6 111 27 2.775 | 3.704 8 8
How my remuneration compares with that for

45 | similar jobs at other HEIs. 15 0 25 9 37 6 34 8 0 4 111 | 27 | 2811|3259 | 6 2
How steady my job is.

62 13 0 38 2 18 11 31 6 11 8 111 27 2.847 | 3.741 10 9
My pay and the amount of work that | do.

63 14 0 34 10 30 2 29 9 4 6 111 27 2.856 | 3.407 5 5
The way that | can secure permanent employment

79 24 0 26 3 32 14 23 4 6 6 111 27 2.901 | 3.481 7 6
How my pay compares with that of other workers.

80 12 0 25 9 44 6 28 6 2 6 111 27 2.964 | 3.333 2 3
Average mean 2.773 | 3.481

139 | Page




4.2.5.2 Qualitative findings

Most of the participants indicated that they are not satisfied with the
remuneration that they receive, especially in the light that they do not
have any benefits. Some of the participants are of the opinion that they
work longer hours than their permanent counterparts, but that they are

not compensated adequately.

This view is supported by other participants, who stated the following:

o “...itis unfair, but at least | have a job.”

o ‘I am paid a salary for the time that | am on duty and cannot
dictate the terms and conditions of my contract. | am grateful to have a
job.”

o “The payment structure is very unfair; | have the same hours and
responsibilities as the permanent academic staff members, but that | get
much less money and no benefits.”

o “Setting and marking tests and assignments are considered as
part of the job, the same with consulting with students. Fixed-term staff
often has more responsibilities that permanent staff, but we do not get
paid. You are expected to be on campus for in case someone needs you,
but you are not compensated.”

o “It is unfair. We only get paid for the time we lectured and not for
setting notes, tests or assignments, not even for marking. Permanent
staff got paid for notes they set and also got time during work hours to set
and mark tests and assignments. We must still do our lecturing and all
the other work after hours, such as marking and consulting with students,
without being compensated. It is not worth it if it is a primary income.”

o “Overall payment structure of academic staff not in line with
industry. Take responsibilities, scope of skills and abilities expected, from
lecturing to community development to publishing and research,
intellectual capabilities and admin duties, academic staff are not properly
compensated. | have 3 degrees and a diploma in tertiary education but

sales staff in stores or admin staff gets more than some academics,”
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The lack of benefits is a great source of stress to some of the
participants. This is revealed in statements such as:

o ‘| feel that even though | am a fixed-term lecturer | do the same
and sometimes more work than the permanent lecturers. The least the
institution can do is to give us some of the benefits such as medical aid
and a pension fund that are available to the permanent lecturers.”

o ‘I cannot take out a proper annuity and have to make use of a
savings account to save for my old age, | cannot afford to.”

o “The government health department is completely unreliable. A
reliable medical scheme is a necessity, | am not getting younger. Where
will my pension fund come from?”

. “‘No business is willing or able to give credit to people without a
fixed monthly income. | cannot take out a cell-phone contract, even if |
can afford it. | must have a regular monthly income to do this. The
institution can help fixed-term paid lecturers in a more humane way, and
avoid treating them like cheap labour. | have a master’s degree, and can't

even have a proper medical aid.”

The uncertainty regarding the continuity of their employment contracts

are also a major concern to the participants.

They explain as follows:

o “It will always remain a feeling of insecurity at the beginning of
each year. If funds are too little at the department, they can easily let you
go without prior notice, which is stressful and very, very scary,”

o ‘I experienced an unbearable amount of stress, especially
December when | did not receive a salary. Who will look after my baby? |
did not even have maternity leave when | had her... | could just take a few
days off.”

o “l experience a lot of stress — it is difficult not knowing if you will
have a job next year, regardless of the amount of effort that you put in to
keep everyone happy. | would like to make my job permanent.”

o “there is absolutely no certainty about being employed for even the

next semester, as a fixed-termer can be asked to leave at any time, or
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have his/her duties shuffled so much that you are out of your position and
into another, unfamiliar one, where you have to start from the beginning,
without any back up.”

o “It seems to me that | am available in tough times to the institution,
without them considering my future. | am cheap labour, because they
make no contribution for me regarding my pension fund and medical aid,
and they do not bargain for house loans and car allowances. They reap
the benefit of my efforts for certain months every year - when | am
teaching and assessing students - but during examinations and holidays,
they do not have to pay me, as | am not actively teaching, thus not
officially working for them.”

o ‘I am very insecure regarding the permanence of my appointment.
| have been told two times during the past four years to leave due to a
lack of funds, just to hear a week later that funds were “found” and that |
could stay on. The process is very bizarre. | had actually already cleared
my desk, took everything home, just to be told within the same week that
| should come back, money was found to pay me. This is very

traumatising.”

The transformation and restructuring processes that have been ongoing
at various HEIs has also had an influence on the fixed-term staff
members’ levels of job security, as some state that they have been
informed that they will be replaced with “transformationally suitable” staff

members as soon as their contracts expires.

A participant explained that:

o “With the current transformation process at our Institution, not
much reference has been made about the contractual appointments. We
know that the academics are important to the institution, but the destiny
of the fixed-term staff has not been communicated yet. This makes me
very nervous for the future. | would love to stay on forever at this

institution, because this is where | would like to make a difference.”

A lot of respondents also stated that they are retired, and that they only

lecture to “give something back to the community,” “would like to keep up
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with new findings”, and to “assist the new generation with research
techniques.” These respondents all stated that they are not concerned
about their job security, as they have had full academic careers, and that

they are using their pension funds for a living.

A small number of respondents stated that they are not worried about job
security as a fixed-term academic staff member, as they are “experts in
their field” and will always be “in demand.” Some of the younger
respondents stated that being a fixed-term academic staff member is only
a “stepping stone” and “used to gain experience” before entering the
labour market within the private sector. This also has an influence on the
perceived job satisfaction, which is further elaborated on in a correlation

study in section 4.3.3.

From the above, it can be seen that the fixed-term staff members are
concerned about:
o Their job security, as they never know whether their contracts will

be renewed for a prolonged time,

o Their lack of any benefits,

o The inadequate compensation in relation to the amount of work
that they do,

o Whether they will be influenced by transformation,

o Their opportunities for advancement.

It is very clear that the job- and financial security that these staff-
members experience have a visible influence on their job satisfaction,

and that the aspects noted above can impact their productivity.
4.2.6 WELL-MANAGED ENVIRONMENT

There are numerous factors that influences whether the environment in
which a person is employed, is conducive to the levels of job satisfaction
that are experienced. Examples thereof are the policies and practices of
an organisation (cf. 2.2.3.3; 2.2.3.4; 2.3; 2.4.1.1; 2.4.1.2; 24.2.4 (b);
2.4.3; 2.5; table 2.1) as well as the leadership practices of the
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organisation (cf. 2.7; table 2.1; 2.7.1; 2.3). This section deals with the
empirical quantitative as well as qualitative data that was obtained in
relation to the perception that the respondents have on the management

of their environments.

4.2.6.1 MSQ findings

The average means for the primary income group is 3.473 and the
secondary income group is 4.072 for the “Well managed environment”
cluster of this study, which consists out of 22 questions related to the
environment that the fixed-term academic staff members find themselves
in. Table 4.7 expresses the findings relevant to this cluster. Both means
stated are higher than the midpoint of 3, which indicates that the
respondents from both groups’ opinions in general lean more towards

satisfied than dissatisfied.

Both groups indicated that, according to the overall rank, they are most
dissatisfied with the policies and procedures that the HEIs have regarding
fixed-term employment contracts. This can be seen trough the responses
in this regard from both groups for question 60, which had a primary
income group mean of 2.901, which is below the midpoint of 3, as well as
a rank of 1, and a secondary income group mean of 3.481 and a rank of
3. This is supported by the findings obtained by question 7, which had a
primary income group mean of 2.946, which is below the midpoint, with a
ranking of 2 and a secondary income group mean of 3.370 and a ranking
of 2, as well as question 27, for which the primary income group obtained
a mean score of 3.108 and a ranking of 3, and secondary income group a
mean score of 3.296, and was ranked 1. It is evident from these findings
that the respondents from both groups are experiencing difficulties with
the policies and procedures that the HEIs have with regards to fixed-term
academic staff members. This may lead to increased levels of frustration,

which in turn can lead to lower levels of job satisfaction.
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Both groups of respondents indicated through answering question 77 that
they are somewhat satisfied with the way that they are treated by the
HEI. This question yielded a mean score of 3.108 and a ranking of 4 for
the primary income group, and a secondary income group mean of 4.037
and a rank of 9 for the secondary income group. The primary income
group experiences lower levels of pleasantness within their working
conditions, as indicated by question 46 with a mean score of 3.550 and a
rank of 10, than their secondary income counterparts, who obtained a
mean score of 4.370 and rank of 19 for the same question. Both groups
indicated that they are treated with friendliness by their colleagues by the
data obtained from question 49, which indicated a primary income group
mean of 3.910 and a rank of 14 and a secondary income group mean of
4.593 of and a rank of 22. These groups also indicated that they can
easily befriend fellow staff members, as was indicated by the findings of
guestion 67, with a primary income group mean of 3.613 and a rank of 14

and a secondary income group mean of 4.296 and a rank of 18.

There was a visible discrepancy in the perspectives that the two groups
have regarding their physical surroundings at their place of work, with the
primary income group’s mean for question 29 being 3.604 and a rank of
13, and their secondary income counterparts having a mean score of
4.407 and a rank of 21, which indicates that the latter group is notably
more satisfied with their physical surroundings than the former group.

This can be seen in table 4.7 below.
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TABLE 4.7 THE MANAGEMENT OF THE FIXED-TERM ACADEMIC STAFF MEMBERS’ ENVIRONMENT

Neither
NR WELL MANAGED ENVIRONMENT Very Dissatisfied | Dissatisfied satisfied Very Total Mean Ranking
Dissatisfied L Satisfied
nor Satisfied
Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec Prim Sec
in. in. in. in. in. in. in. in. in. in. in. in. in. in. in. in.
7 | The policies and practices towards staff 7 2 30 2 36 11 38 8 0 4 111 27 2.946 | 3.370 2 2
members of the HEI.
8 The way my supervisor/HOD and | understand 10 2 2 0 14 2 42 9 43 14 111 27 3.955 | 4.222 22 13
each other.
13 | The technical “know-how” of my 4 2 12 0 18 2 44 13 33 10 111 27 3.811 | 4.074 20 10
supervisor/HOD.
14 | The spirit of cooperation among my co- 14 0 10 2 11 2 44 9 32 14 111 27 3.631 | 4.296 16 16
workers.
26 | The way my supervisor/HOD handles other 10 2 14 0 17 2 40 11 30 12 111 27 3.595 | 4.148 12 11
staff members.
27 | Policies within the HEIl and the way in which 5 2 22 4 42 7 40 12 2 2 111 27 3.108 | 3.296 3 1
they are administered.
29 | The physical surroundings where | work. 7 0 16 0 16 4 47 8 25 15 111 27 3.604 | 4.407 13 21
31 | The competence of my supervisor/HOD in 12 12 18 37 7 32 16 111 27 3.586 | 4.296 11 17
making decisions.
32 | The opportunity to develop close friendships 8 0 10 0 18 2 50 16 25 9 111 27 3.667 | 4.259 18 15
with my fellow staff members.
42 | The way the staff members are informed about 9 2 18 1 34 2 48 14 2 8 111 27 3.144 | 3.926 5) 5
organisation/HEI policies.
43 | The way my supervisor/HOD/HOD backs 22 2 12 0 16 4 39 11 22 10 111 27 3.243 | 4.000 6 7
his/her staff members up (with top
management)
46 | The pleasantness of the working conditions. 10 0 12 2 14 4 57 3 18 18 111 27 3.550 | 4.370 10 19
48 | The way that my supervisor/HOD delegates 12 2 15 2 25 49 17 10 6 111 27 3.270 | 3.852 7 4
work to others.
49 | The friendliness of my fellow staff members. 8 0 8 0 8 2 49 7 38 18 111 27 3.910 | 4.593 21 22
60 | The way that organisation/HEI policies are put 13 2 16 1 51 10 31 10 0 4 111 27 2.901 | 3.481 1 3
into practice.
61 | The way that my supervisor/HOD takes care of 20 2 12 0 21 4 34 11 24 10 111 27 3.270 | 4.000 8 8
the complaints of his/her staff members.
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64 | The physical working conditions of the job. 5 10 20 61 13 15 10 111 27 3.640 | 4.222 17 14

66 | The way my supervisor/HOD provides 10 12 19 31 13 39 8 111 27 3.694 | 3.926 19 6
assistance when necessary.

67 | The way my fellow staff members are easy to 10 6 22 52 19 21 8 111 27 3.613 | 4.296 14 18
make friends with.

77 | The way the company treats its employees. 7 28 26 46 16 4 8 111 27 3.108 | 4.037 4 9

78 | The personal relationships between my 13 14 10 48 15 26 10 111 27 3.541 | 4.148 9 12
supervisor/HOD and his/her employees

84 | The way that my co-workers get along with 2 16 24 49 17 20 10 111 27 3.622 | 4.370 15 20
each other.
Average mean 3.473 | 4.072
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In general, it seemed that both groups were reasonably satisfied with the
way in which they are handled and treated by their Heads of Department
and Supervisors, although the secondary income group’s opinions and
feelings mostly ranked lower than those of the primary income group’s. All
means, however, were higher than the midpoint of 3. Evidence of the above
can be seen with question 8 (‘The way my Supervisor/HOD and | understand
each other,” primary income group mean 3.604 and a rank of 13; secondary
income group mean 4.407, rank 21), question 13 (‘The technical “know-how”
of my supervisor/HOD’, primary income group mean 3.811, rank 20;
secondary income group mean 4.074, rank 10), question 31 (‘The
competence of my supervisor/HOD in making decisions.’, primary income
group mean 3.586, rank 11; secondary income group mean 4.296, rank 17),
and lastly, question 66 (‘The way my supervisor/HOD provides assistance
when necessary,” primary income group mean 3.694, rank 19; secondary
income group 3.926, rank 6). In the light of these findings, a plausible
explanation might be that the secondary income group may have current
outside work environments to which they can compare their feelings and
experiences, while the frame of reference of the primary income group may
be limited to their experiences at the HEI. As the primary income
respondents are totally dependent on their income from the HEI, it is also
possible that these staff members strive and work harder at their
relationships with their supervisors and HOD’s, as this may enhance their
chances of obtaining renewed or extended contract, or maybe even a more

permanent position.

4.2.6.2 Qualitative findings

The manner in which the overall environment within which a staff member
function, is managed, play a significant role in the levels of job satisfaction
that are experienced by these staff members. The management structures of
the HEI need to take the needs of their staff into consideration when making

decisions that will influence them.
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Some respondents stated the following regarding the management of their
environment:

o “It seems as this specific department | am working for did not know a
thing about fixed-term lecturers. We do not get the emails with important
information, making us look incompetent if something that we didn't know
about, was not done. The communication channels are horrible. They only
pay attention to you if you do something wrong - mostly because you were
misinformed. They do not know how to help us with our problems and where
to send us to get it sorted out. Of we wanted something we have to do it
ourselves.”

. “There is no proper channel of communication between the various
levels of management, and that the fixed-term academic staff members are
often held accountable and are in “trouble” for actions that we had no control
over, such as important information that was not communicated to us.”

o “We are not appreciated. We do not have the same amount of
resources as that of the permanent staff members, but that we are supposed
to deliver the same level and quality of academic output.”

o “‘Being fixed-term at an HEI can lead to staff being exploited, but
without any recourse to addressing workload because of fear of contracts
not being renewed. Academic work, research and especially teaching, is not
really valued or taken as seriously as that of permanent staff.”

o “The payments [for our salaries] are usually late. | for example started
the academic year in February and the first payment | received was at the
end of April. It is also not nice not to be paid during the holidays especially at
the end of the year. Our classes stop in the middle of October and then we
only get to start again in February. The other problem | have is that we do
not get paid for marking or setting of exam papers, assignments and tests as
well as the preparation of classes.”

o “Some permanent staff lectures maybe a 100 students per semester.

In my case | lecture 812 students (3 groups, 9 lectures a week), and in the
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second semester it is about 150 students. | do this with an appointment of 25
hours per week but it is actually a permanent job of 45 hours per week.”

o "At the moment, although my general workload is heavy (I teach
scarce subjects) | am very happy with the situation. The only thing that
makes my cross is the fact that, although | have expertise, persons far less
gualified than | am often form part of the decision-making teams where |

believe | could have made valuable contributions.”

Some of the participants have good relationships with their colleagues, as
can be seen in comments such as:

. “In general | have experienced positive support from my superiors,
but it is not necessarily the same in other departments. The support from the
Human Resource Department is not good. | have to approach them about
my future at [this HEI]. Eventually my programme head requested them to
help me. | have a verbal agreement that my contract will be renewed, but HR
cannot give it to me on paper. | have no security, and | experience a lot of
stress about it.”

o “There is a positive relationship between myself and my direct
programme head,”

o “l am positive towards the management at my HEI of employment and

have wonderful, helpful colleagues.”

It is evident from the findings that the participants are positive about their
relationships with their colleagues, but that they experience problems with
the support that they receive from the institution. The management
structures of the institution should take the needs and environments of all
the role players into consideration before making any decisions that can

influence the staff members.

From the above, it is clear that the fixed-term staff members are concerned
about:

o The relationships between themselves and their colleagues,
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o The amount of work that they have to do in relation to that of their
permanent counterparts,

o The policies and practices of the HEI,

o The assistance that they receive from the administrative structures of
the HEI; and

o The availability of communication channels between themselves and
the HEI.

In order to improve the levels of job satisfaction that are experienced by
these staff members, these aspects need to be addressed.

4.3 STATISTICAL DIFFERENCES

In the following section, the correlation between gender and job satisfaction
as well as the correlation between the job satisfaction as perceived by
primary and secondary income groups, are discussed. The relationships
between Job satisfaction and different age groups as well as ethnic groups

are not discussed.
4.3.1 Gender

In this section of the study, research was conducted to indicate whether
there are significant differences in the manner in which job satisfaction is

perceived by males and females.
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Table 4.8 The mean gives the averages of job satisfaction (overall and

different areas) per group

T-Test Gender

Group Statistics

Std.
Variables Gender N Mean o
Deviation
F 94 306.13 72.576
Job_sat
M 44 321.64 53.288
F 94 54.80 13.830
Sat_EWB
M 44 56.50 10.907
F 94 7.35 1.949
Sat_PR
M 44 7.64 2.211
F 94 67.89 18.421
Sat_CA
M 44 71.77 13.708
F 94 69.91 17.415
Sat_Aut
M 44 73.50 11.251
F 94 29.30 8.998
Sat_JFS
M 44 28.73 8.697
F 94 76.87 20.230
Sat_ WME
M 44 83.50 13.825
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Table 4.9 The t-test for the equality of means: Gender

Sig. (2-
Variables t g (

tailed)
Job_sat* -1.412 0.161
Sat_ EWB** | -0.718 0.474
Sat PR** -0.767 0.444
Sat_CA* -1.382 0.170
Sat_Aut* -1.451 0.149
Sat_JFS** 0.351 0.726
Sat WME* | -2.247 0.026

* - Variances are assumed not to be equal

** _ Variances are assumed to be equal

From the tables above it is clear that there is only a significant difference in

the manner in which job satisfaction is perceived by males and females in

relation to the management of the environment (t=0.026/90% sig =/< 0.1).

Females are less satisfied with the management of the environment than

their male counterparts.

As females make up a significant portion (see table 4.8) of the fixed-term

work force, it is important that the manner in which the environment within

which these females function, must be managed in such as fashion that it

enhances the levels of job satisfaction experienced. Table 4.7 indicates that
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the main aspects that influence the opinions of the fixed-term staff members
regarding the management of their environments are the policies and
practices of the HEI. An example thereof is a respondents’ statement that,
as a fixed-term staff members, she did not qualify for maternity leave (cf.
4.2.5.2) and that she had to make her own arrangement. It is clear that the
policies and practices of the HEIs are a major source of concern to all
respondents, but the HEI should invest in the improvement of the
environment for the female fixed-term staff members. Aspects that may
influence these staff members may be, for example, maternity leave, family
responsibility leave, relationships with supervisors, the physical work

conditions and so forth.
4.3.2 Primary vs. Secondary income

Table 4.10 The t-test for the influence of Primary vs. Secondary income

on the levels of job satisfaction of fixed-term academic staff members.

Group Statistics
' Primary Std.
Variable N Mean o
Inc Deviation
Yes 109 299.66 66.729
Job_sat
No 29 353.97 50.257
Yes 109 53.64 13.406
Sat_EWB
No 29 61.72 8.627
Yes 109 7.04 2.004
Sat_PR
No 29 8.97 1.295
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Yes 109 66.50 17.048
Sat_ CA

No 29 79.00 13.528

Yes 109 68.58 16.130
Sat_Aut

No 29 80.38 9.901

Yes 109 27.71 8.803
Sat_JFS

No 29 34.41 7.053

Yes 109 76.19 18.349

Sat. WME
No 29 89.48 16.024

Table 4.11 The t-test for the equality of means: Primary vs. Secondary income

t-test for Equality of Means

Sig. (2-
tailed)

Variables t

Job_sat* -4.801 0.000

Sat_ EWB* -3.936 0.000

Sat_PR* -6.268 0.000

Sat_CA* -4.171 0.000

Sat_Aut* -4.914 0.000

Sat_JFS** -3.789 0.000
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Sat_ WME* ‘ -3.846 ‘ 0.000 ‘

* - Variances are assumed not to be equal

** _ Variances are assumed to be

equal

As is evident from tables 4.10 as well as 4.11, there is a considerable
difference in how the primary and secondary income group participants
experience their levels of job satisfaction. The primary income group’s levels
of job satisfaction is significantly lower than that of their secondary income
group counterparts for all six clusters (t=0.000/90% sig =/< 0.1). These
scores are indicative of severe dissatisfaction on the part of the primary
income group in relation to that of the secondary income groups’ satisfaction
in relation to all six the clusters that were identified by the researcher. There
are various factors that play a role in this occurrence, which were discussed
earlier in this chapter. It is clear that the overall situation within HEIs with
relevance to the primary income group is not conducive to the levels of job
satisfaction experienced by these staff members. The results obtained in this
regard is worrisome, as the fixed-term academic staff members at South
African HEIs make up a significant portion of the total number of academic
staff members (cf. 2.5.2). It is thus imperative that the needs of this group,
who are major role players in the overall success and productivity of the
HEIs, are tended to and that regular appraisals regarding their levels of
satisfaction within the workplace is done. This will ensure that the
management of the HEI are aware of the problems that are experienced by
these staff members, which can lead to appropriate planning from them to

improve the conditions that these staff members experience.
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4.3.3 Age and perceived job satisfaction

Table 4.12 The influence of age on the perceived levels of job
satisfaction experienced: ANOVA

Test of Homogeneity of Robust Test of Equality of
Variances Means
Brown-
_ Levene _ _
Variable o Sig. Forsythe Sig.
Statistic o
Statistic
Job_sat 4.053 0.004 2.068 0.093
Sat_EWB 3.659 0.007 2.417 0.056
Sat_PR 1.063 0.377 0.733 0.573
Sat_CA 2.988 0.021 2.457 0.052
Sat_Aut 2.193 0.073 2.429 0.055
Sat_JFS 0.771 0.546 2.122 0.084
Sat_ WME 5.834 0.000 1.132 0.349
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Table 4.13 Post Hoc Tests — Tukey for the significant differences
between the levels of job satisfaction of different age groups.

Dependent | Age group Age sig.
Variable VS group
Job_sat 20-25 51+ 0.098
Sat_EWB 20-25 41-50 0.078
Sat_CA 20-25 51+ 0.088
Sat_Aut 20-25 51+ 0.089
Sat_JFS 31-40 51+ 0.097

From tables 4.11 and 4.12 above it can clearly be seen that the levels of job
satisfaction that are experienced by fixed-term academic staff members at
South African HEls differ for different age groups. The levels of job
satisfaction is lower for the older respondents than the lower participants’
(t=0.098; 0.078; 0.088; 0.089; 0.097/90% sig =/< 0.1). It is very significant
that the overall satisfaction, as well as the levels of satisfaction for emotional
well-being, challenges and accomplishments and autonomy are greatest
between the age groups of 20 — 25, and the middle aged (40 — 51+) groups.
The older groups (31-40 and 51+) are more concerned about their job and
financial security than their younger counterparts. This can be indicative of
the fact that many of the younger respondents perceive their employment at
the HEI as a stepping stone for other employment options (cf. 4.2.5.2), while
the older respondents have new families and the subsequent
responsibilities, or have children at university and are closer to retirement
and thus need to ensure that their incomes, medical aids and retirement

funds are stable and reliable.
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It is very important that the HEI realises the importance of job- and financial
security. This aspect is a major contributor to the job satisfaction experience
by staff members, and, must subsequently be treated with the severity that it

deserves.

44 CONCLUSION

In this chapter, the quantitative as well as qualitative data that was obtained
were discussed (cf. 4.2.2 — 4.2.7). The correlations between job satisfaction
and gender (cf. 4.4.1), and age groups in relation to job satisfaction (cf.
4.4.3) as well as the correlation between job satisfaction and primary and
secondary income groups (cf. 4.4.2), were also determined and discussed.

The general views and opinions that are expressed by the fixed-term
academic staff members participating in this study varies greatly. It can
clearly be seen that the opinions regarding the general job satisfaction
experienced by the participants are greatly influenced by the management of

the HEI as a whole.

159 | Page



Relationship with supervisor

/

Policies and procedures

Type of work to be done

Relationship with supervisor
Availability of resources

Relationship with colleagues

N

Well-managed
environment

Physical
Resources

Office space

Computers

E-mail facilities

Job
Ability to do planning Satisfaction

Job security

Continuance of contract

Job- and
financial
security

Emotional

Wellbeing \

Permanent contract

Recognition, security and permanence.

Challenges and
Accomplishments

Workload

Policies and procedures . .
Remuneration and benefits.

Funding for training. /

Figure 4.2 The factors that influence the levels of job satisfaction of fixed-term staff members.

Support from staff and HEI

Availability of resources

160 | Page



From the evidence presented above in Figure 4.2, can it be seen that the
fixed-term academic staff members at various South African HEIs have
certain factors that hampers their productivity within their places of
employment. It is also clear that the levels of job satisfaction between
primary and secondary income groups differ drastically, and that this can
have a serious influence on the productivity of these staff members.

In chapter five, the researcher will offer relevant conclusions from literature
as well as empirical research, after which recommendations with respect to
the enhancement of job satisfaction among fixed-term academic staff

members will be made.
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CHAPTER 5

OVERVIEW OF STUDY AND SYNTHESIS OF
FINDINGS

5.1 INTRODUCTION

The ultimate purpose of this research investigation was to establish the
levels of job satisfaction that are experienced by the fixed-term academic
staff members that are employed at South African Higher Education
Institutions in view of developing a framework for developing a framework for

optimising job satisfaction.

The researcher commenced this study with a literature review regarding the
theories and practices of job satisfaction, management perspectives, Human
Resource Management practices as well as literature relevant to fixed-term
employment contracts. The concepts that were identified within the literature
were followed up with empirical investigations which allowed the researcher

to reveal the relationship and/or differences between the identified aspects.

This final chapter will focus on an overview of the literature, the findings
obtained through quantitative and qualitative research and ultimately by
recommendations on how the levels of job satisfaction experienced by fixed-

term academic staff members may be improved.
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5.2 OVERVIEW OF THE STUDY

5.2.1 Development of the study

Chapter 1 gave a general introduction by explaining the need for this
investigation based on research that were conducted regarding job
satisfaction and fixed-term employment contracts. Very little research
regarding job satisfaction and fixed-term employment contracts at South
African HEIs has been conducted. Stemming from the above, problem
guestions as well as the objectives of the research was formulated, followed

by the methodology, sampling and chapter layout.

Chapter 2 provided a theoretical perspective and background regarding the
theories of job satisfaction, organisational management, human resource
management’s role in job satisfaction as well as staffing trends at HEIs. The
interrelationship between these aspects was also put into perspective, and
six variables that can influence job satisfaction was identified, namely
emotional well-being, physical resources, autonomy, challenges and
accomplishments, job- and financial security and a well-managed

environment.

Chapter 3 described the research methodologies, instruments used as well
as the rationale for making use of these instruments. The data was collected
by making use of an adapted version of the Minnesota Satisfaction
Questionnaire (MSQ).

Chapter 4 dealt with the results obtained as well as the analysis and
interpretation thereof to determine the relationship between job satisfaction
and fixed-term employment contracts. Patterns and trends that were
obtained through empirical research were tabulated and discussed, followed
by the discussion of the qualitative findings regarding the different clusters.

The statistical differences between certain variables were also included.
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In this chapter, the synthesis of the findings obtained from this study is
reported. Chapter 6 deals with the consequent recommendations and the

proposed framework
5.3 SYNTHESIS OF FINDINGS

This study focused on the determination of the levels of job satisfaction that
are experienced by the fixed-term staff members employed at South African
Higher Education Institutions, and the subsequent development of guidelines
and strategies to improve the job satisfaction of these persons where
necessary. The research problem was viewed from a mixed-method
perspective, which included both positivistic (quantitative) as well as post-
positivistic, interpretive (qualitative) research methods in the form of an
adapted MSQ, in order to address the various research objectives that will

be discussed next.

5.3.1 Realising the objectives

The findings obtained from the literature study in chapter 2 regarding job
satisfaction theories, organisational management, staffing trends at HEls
and the role of the Human Resource department in the job satisfaction
experienced by fixed-term staff members, as well as the empirical
investigation regarding the factors that influence job satisfaction in chapter 4,

were summarised and integrated into this section.

5.3.1.1 Obijective 1

To conceptualise job satisfaction and explore the foundational theories

In order to realise this objective, the researcher conducted an extensive
study to obtain information regarding the most prominent job satisfaction

theories. Literature indicated that these theories include research conducted
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by Maslow (cf. 2.2.3.1), who developed Maslow’s Hierarchy of needs; Judge,
who developed the Dispositional theory (cf. 2.2.3.2); Herzberg, who are
responsible for the two-factor (or motivator-hygiene) theory (cf. 2.2.3.3) as
well as the development of the Range of Affect theory (cf. 2.2.3) by Locke,
and, lastly, the Job Characteristics model by Hackman and Oldman (cf.
2.2.3.4).

After concluding that the above mentioned theories are prominent
contributors to the field of job satisfaction, the researcher used the
information obtained through literature to construct a framework to indicate
the factors that influences the levels of job satisfaction experienced by staff

members (cf. figure 2.5).

The developed framework lead the researcher to realise that the factors that
contribute to the level of job satisfaction experienced by staff members can
be clustered together into groups, namely emotional wellbeing of the
employee, the physical resources available to the employees to complete
their tasks, the levels of autonomy that they employee has, the challenges
and accomplishments in the pace of work, the levels of job and financial
security of the employee, and, lastly, how well the work environment within

which the staff member functions, are managed.

These clusters coincided with the clusters identified by the MSQ, namely
Achievement, Comfort, Status, Altruism (which was omitted for the purpose
of this study), Safety and Autonomy. This revelation allowed the researcher
to make use of an adapted version of the MSQ to test whether the clusters
identified by the researcher does, in fact, influence the levels of job

satisfaction experienced by staff members.
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Subsequently, the adapted version of the MSQ was distributed to fixed-term
academic staff members at HEIs, after which the quantitative as well as

gualitative data obtained was analysed and discussed in chapter 4.

5.3.1.2 Obijective 2

To view job satisfaction within the Human Resource Management

context and the subsequent affect on academic staff members

Relevant theory indicated that the human resource management (HRM)
department of an organisation is responsible for the staff-related issues
within the organisation, which includes planning staff related aspects, the
recruitment of new staff members, the selection of adequate staff members,
and, ultimately, the strategies that should be implemented by the
organisation to ensure that these staff members are retained within the
organisation (cf. 2.4), which indicates that the management of the job
satisfaction experienced by staff members falls under the tasks of this

department.

As there is a direct connection between the functions of the HRM
department and the working conditions of the staff members, the conclusion
was made that the HRM departments’ actions must influence the levels of
job satisfaction that are experienced by staff members within an
organisation. This objective necessitated the researcher to enquire through
empirical research whether the fixed-term staff members are receiving the
support that they need from this department. This was done through closed-

ended, Likert-scale questions as well as qualitative, open-ended questions
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which allowed the respondents to express their feelings and opinions
regarding their levels of support in more detail.

The research conducted, indicated that most of the respondents are very
dissatisfied with the support that they receive from the HEIs (cf.?), and that
this influences the perception that they have regarding the management of
their environment (cf.?), as well as their well-being (cf.?) and also
contributes to the challenges (cf.?) that they experience within their place of
employment. All of the above has an influence on the levels of job
satisfaction that are experienced by these staff, which, in turn, is indicative
that the HRM department of an HEI contributes to the levels of job

satisfaction experienced by the staff members.

5.3.1.3 Objective 3

To conduct an empirical investigation on the level of job satisfaction of
academic staff members with fixed-term employment contracts at HEIs
in South Africa and the influence of these employment conditions on

their job satisfaction.

As stated above, an adapted version of the MSQ was used as empirical
research tool. This questionnaire consisted of 88 closed-ended, 5 point
Likert scale questions with a midpoint of 3, as well as a number of
gualitative, open-ended questions to obtain more detailed opinions and

feelings from the respondents.

Due to the sensitive nature of the information, the Human Resources
departments of the various HEIs patrticipating in the study distributed the

guestionnaires electronically to the relevant staff members. 138 completed
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guestionnaires were received back. The response rate can not be
determined, as the HEIs kept staff information confidential. These
guestionnaires allowed the researcher to perform the following analyses,
using SPSS 18.0:

o Firstly the data was analysed to determine the level of job satisfaction
of the respondents. The job satisfaction of the two groups of fixed term staff
members (primary and secondary income groups) was presented in terms of
mean scores per cluster, as well as the ranking by individual item.

o Secondly t-tests, an ANOVA analysis and Tukey B post-hoc analyses
(cf.) revealed significant differences between various groups of means within
the identified clusters. This allowed the researcher to not only determine the
factors that significantly influenced the levels of job satisfaction experienced
by fixed-term academic staff members, but also which groups reveal

particular patterns.

5.3.1.4 Objective 4

To construct a management framework for the improvement of the job
satisfaction of fixed-term academic staff members at South African
HEIs.

In light of the theoretical background for this study (cf. chapter 2), the
researcher concluded that there are six main areas of concern which
influence the levels of job satisfaction, namely Emotional Wellbeing,
Autonomy, Challenges and Accomplishments, Autonomy, Job and Financial
Security as well as a Well Managed environment (cf.). This coincided with
the clusters of the MSQ (cf.).
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After the administering the adapted MSQ to the selected respondents, the
researcher identified means and trends from the data obtained (cf.?). These
means and trends, in conjunction with the theoretical framework (cf. chapter
2), allowed the researcher to make inferences about the factors influencing
the job satisfaction of fixed-term academic staff members, which lead to the
development of a framework that may assist the management of an HEI to
improve the circumstances of employment of these staff members, thus
improving their levels of job satisfaction in the various domains of job
satisfaction (cf. 5.1 — 5.6).

The framework, based on the findings of this study, is presented and

discussed in chapter 6 as the core of the realisation of objective 4.

The synthesis of the findings from literature as well as empirical research is

discussed next.
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5.4 SYNTHESIS OF FINDINGS
5.4.1 EMOTIONAL WELL-BEING

The emotional well-being of an employee is a very important aspect to
consider in the light of job satisfaction. The state of mind that a person has
will have an influence on the attitude that is displayed by the person, which,
in the work place, can have a serious impact on the quality of work and the
productivity of the worker.

In this section, literature regarding emotional well-being and the influence
thereof on job satisfaction, the findings of relevant research regarding the
matter, as well as recommendations to the improvements of the levels of

emotional well-being experienced by fixed-term lecturers are discussed.
54.1.1 Findings from literature and empirical data

It is clear from literature that there are numerous aspects which have an
influence on the emotional well-being of the employees of an organisation
(cf. figure 2.5). These aspects include feelings of belonging and acceptance,
(cf. 2.2.3.1 and table 2.1) and the recognition they received (cf. 2.2.2; 2.7.2
and table 2.1). The quantitative data confirmed these elements that are
necessary for the well-being of staff members. The fixed term staff
members, for whom these jobs were their primary source of income,
indicated that it was of utmost importance to them to have a definite place in
the community, to be "somebody" in the community and to find recognition in
the "eyes of others" (cf. 4.2.1.2). These notions were strengthened by
gualitative data that indicated that need to be recognised by their institutions
and that it is not possible to remain loyal to their institutions if they "don't give
a damn". The job- and financial security that these staff members have, also
greatly influences their emotional, as well as physical well being (cf. 2.2.2),
and this should also be taken into consideration by the management of the
HEI.
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54.1.2 Implications for Job Satisfaction

Emotional well-being is a major contributor to the levels of job satisfaction
that are experienced by staff members. As was seen from literature and
empirical findings, the emotional well-being of the staff members has a great
influence of the loyalty that the staff members have towards their institution.
This poses many challenges to the HEI, as the levels of loyalty experienced
directly influences the levels of motivation and productivity of the staff

members.

The fixed-term staff members also have a severe need for recognition and
acceptance, both in a professional as well as a social capacity, meaning that
the HEI is challenged in the sense that these staff members should have a
sense of belonging and pride in their jobs as well as in the positions that they
occupy within the organisation. These staff members must feel valued, and

that they are making a contribution to the HEI as well as on a social level.

The above have numerous implications for the HEI. As the staff members
have a need for recognition and acceptance, an employee appraisal plan
may be implemented, as this will allow the employees to feel that they are
recognised. The institution may furthermore need to implement models that
measure the levels of job satisfaction of staff members, as this will enable

the HEI to recognise the needs that the staff members have.
55 PHYSICAL RESOURCES

The availability of resources to complete a given task can have a significant
influence of the levels of job satisfaction experienced by the employee (cf.
2.6.3, 2.7.1 and table 2.2). If a person cannot complete his job due to a lack
of resources, it can be very demoralising and the levels of stress
experienced by the staff members can increase. The next section deals with
the availability of resources for fixed-term academic staff members as well

as relevant recommendations in this regard.
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5.5.1 Findings from literature and empirical research

Literature has shown that the availability of resources, such as office space,
stationery and computers, when executing a task has a significant influence
on the job satisfaction experienced on the person responsible for completing
the task (cf. 2.6.3, 2.7.1 and table 2.2). Staff members can become very
frustrated if their abilities to perform a task are limited by the availability of
resources (cf. 2.6.3; 2.7.1 and table 2.2). This can lead to decreased levels
of job satisfaction. According to the findings obtained from the MSQ
regarding the physical resources (cf. table 4.2), it was clear that the
respondents experience some problems with the availability of resources
that are available to them to complete their tasks (cf. figure 4.1). Some
participants explained that they have to complete a number of their tasks at
home, and with the help of their own resources (cf. 4.2.2.2). A number of
participants explained that the lack of resources is hampering their
productivity, and that they are struggling to complete their tasks (cf. 4.2.2.1
and 4.2.2.2).

5.5.2 Implications for Job Satisfaction

The lack of resources can also have an influence on the emotional well-
being (cf. 4.2.1) of the staff-members. Some respondents stated that they
have the same —or heavier- workloads as their permanent counterparts, but
that they often fail to complete the work on time due to resource related
constraints (cf. 4.2.2.1 and 4.2.2.2). This can lead to feelings of inadequacy,
which leads to lower levels of self-esteem, and thus emotional well being.
The above can all lead to lower levels of job satisfaction, and subsequent
lower levels of productivity (cf. 2.2.3; 2.2.3.1, 2.2.3.2, 2.2.3.3; 2.2.3.4; 2.5.3;
2.6.4; 2.6.4; 2.7.2, tables 2.1 and 2.2).

It is important that the institution take the availability of resources, such as

stationery, computers and office space available to fixed-term academic staff
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members into consideration, as this can have an influence on the levels of

job satisfaction, motivation and productivity of these staff members.

5.6 AUTONOMY

The levels of autonomy and responsibility that an individual has in the work
environment can have a significant influence on the job satisfaction that the
person has (cf. 2.2.3.4; 2.7.2 and table 2.2). In the following section, an
overview of literature on this topic, as well as the MSQ- and qualitative

findings is discussed, followed by recommendations in this regard.
5.6.1 Findings from literature and empirical research

Literature has indicated that individuals who have higher levels of autonomy
in the work place experience higher levels of job satisfaction (cf. 2.2.3.4;
2.7.2 and table 2.2). In this regard, the job satisfaction perceived by
individuals also depends visibly on the levels of responsibility that the staff
members have (cf. 2.2.3.3; table 2.1). Other variables within the autonomy
cluster which influences the levels of autonomy experienced by the staff
members are the amount of feedback (cf. 2.2.3; 2.2.3.4 and table 2.2) as
well as support (cf. 2.5.3; 2.6.4; 2.6.6; 2.7.2 and table 2.2) that these
individuals receive within their work environment from peers, supervisors as
well on institutional level. These aspects can also have an influence on the
levels of emotional well-being (cf. 5.1) that the staff members have, as
recognition (cf. 2.2.2; 2.7.2 and table 2.1) received for work completed
influences job satisfaction (cf. figure 2.5). The above is related to the
opinions and feelings that the respondents gave in the qualitative part of this
study. Some participants did not seem to have a problem with the levels of
autonomy and responsibility per se, as they stated that they often have the
same (or higher) workloads than the permanent staff members (cf. 4.2.3.2).

Some respondents also stated that they are allowed to set assessments.
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The above is indicative that certain levels of responsibility and autonomy are
granted to fixed-term academic staff members. Most of the respondents
stated in the qualitative aspect of the autonomy cluster that they are very
disappointed with the support structures of the HEIs (cf. 4.2.3.1 and 4.2.3.2).
The respondents are of the opinion that most of the support structures are
not relevant to staff members with fixed-term contracts, and that this leads to
a lot of stress and frustration. A respondent also explained that a lot of
support is received from his/her supervisor, and that the supervisor has also
attempted to assist him/her with support-structure related problems, but to
no avail. These issues will also be address in section 5.3.6, under “well-

managed environment.”

A number of respondents are satisfied with the amount of feedback that they
receive from their supervisors, while others stated that a lot of satisfaction is

derived from their work with the students.
5.6.2 Implications for Job Satisfaction

The levels of autonomy that are experienced by staff members have a
severe influence on both their levels of job satisfaction, as well as their
emotional well-being (cf. 5.1). It is important that the institution pay attention
to the recognition and feedback that these staff members receive, and that
adequate attention is given to the acknowledgement that staff members
receive. These staff members may also need to receive relevant levels of
responsibility within the organisation, as this will also improve their levels of

self-esteem.
5.7 CHALLENGES AND ACCOMPLISHMENTS

Fixed-term academic staff members have a number of challenges that they
encounter at the HEIs during the execution of their duties. On the other side
of the spectrum, these persons also have certain accomplishments in the

workplace. Some of these challenges and accomplishments, as identified in
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the literature and verified by research are explained next, after which

relevant recommendations to improve these aspects are provided.
5.7.1 Findings from literature and empirical research

Literature regarding possible challenges that are faced by the fixed-term
academic staff members at HEIs stated that these staff members experience
problems regarding their opportunities for advancement within the
organisation (cf. 2.2.2; 2.4.2.4 (a); 2.4.2.4 (b)) and table 2.2), opportunities
for personal and professional growth and development (cf. 2.2, 2.4.1.2;
2.4.2.4 (a); 2.4.2.4 (b); 2.6.1; 2.6.3; 2.6.4; 2.6.6; 2.7 and table 2.1), skill
variety (cf. 2.2.3.4 and tables 2.1 and 2.2), as well as good, relevant policies
and practices within the HEI (cf. 2.3; 2.2.3.3; 2.2.3.4; 2.4.1.1;2.4.1.2; 2.4.2.4
(b); 2.4.3; 2.5 and table 2.1). As the policies and procedures of the HEI is a
challenge, but also relates to the effective management of the overall
environment, it will be discussed under the “well-managed environment”
cluster (cf. 5.6). Some of these challenges are supported by empirical
research conducted for this study. After administrating the MSQ, the
researcher found that the fixed-term respondents indicated (cf. table 4.4 and
figure 4.1) the opportunities for advancement and the recognition that they
receive for the work that they complete as the main challenges that they face
at the workplace. The respondents are very dissatisfied with their chances to
obtain permanent employment and/or promotion opportunities at the HEI. As
the challenge “levels of recognition that are received” can be linked to the
emotional well-being of the individual the discussion and relevant
recommendations were discussed under section 5.1 of this chapter. An
accomplishment for the respondents is the skill variety as well as the ability
that they have to stay busy the whole day at the HEIs (cf. 4.4.1 and table
4.4). These quantitative findings are substantiated by the feelings and
opinions that were expressed by the respondents (cf. 4.4.2). A respondent
stated that, due to policies and practices, fixed-term academics are only

“sometimes” regarded as staff members. The respondent stated that they
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are only seen as staff members when tasks are given out, but that they are
told that they are not welcome at functions. Other opinions are that these
staff members are excluded from meetings as well as decision making
processes, and that they have to “go with the flow” or their contracts are not
renewed. The respondents further alluded that they do not have adequate
opportunities to attend conferences and training sessions, as they are not
permanently employed. They continued by stating that they feel that the
Human Resource management department should assist them more with
problems that they experience, as well as consult with them about career
planning. Some respondents expressed their frustrations regarding the
policies and procedures that surround their possible advancement within the
HEI. The respondents stated that the criteria for obtaining permanent
employment changes regularly, and that there is a lot of stress and
uncertainty about their futures, which has a negative influence on their levels
of job- and financial security, which is discussed in section 5.5 of this

chapter.
5.7.2 Implications for Job Satisfaction

It is clear from literature as well as empirical research (cf. 5.7.1) that there
are numerous challenges, and much less accomplishments, that face the
fixed-term academic staff members at South African HEIs. It can be seen
that these staff members are experiencing problems with the policies and
procedures of the institution, as well as the way that they are regarded and
treated by, for one, the HR department. The HEI might need to review the
policies and procedures that influence these staff members, and obtain HR
practices that are friendlier towards fixed-term staff members. The
opportunities towards career advancement that these staff members have,
may also need to be addressed, as there is a lot of uncertainty regarding this
matter. The HR department may need to review the opportunities that are
available to these staff members for training and development, as this may

also lead to improved levels of job satisfaction.
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5.8 JOB AND FINANCIAL SECURITY

The levels of job and financial security that an individual has play a dominant
role in the levels of job satisfaction that an individual experiences. Literature
and research findings on this regard as well as recommendations that can
enhance the levels of job satisfaction pertaining to these aspects are
discussed next.

5.8.1 Findings from literature and empirical research

Literature on the topic has indicated that the levels of job security (cf.
2.2.3.1; 2.2.3.3; 2.2.3.4; 2.6.1; 2.6.2; 3.6.4; 2.7.1; 2.7.2; table 2.1 and 2.2)
that are experienced by fixed-term academic staff members play a very
central role in the job satisfaction of these staff members. These staff
members find it very difficult to plan for their future endeavours, as they are
never certain for how long they are going to have a job, and this has serious
repercussions for these persons’ financial security (cf. 4.2.5.2). The levels of
financial security among this group of staff members are also influenced by
the remuneration (cf. 2.2.3.1; table 2.1; 2.4.1.2) and benefits (cf. 2.2.3.4;
2.4.2.1;25.1; 25.2; 25.3; 2.6.1; 2.6.2; 2.6.4; 2.6.6; table 2.1 and 2.2) that
they receive — or not receive — for the work that they do. This is
substantiated by empirical research conducted by means of the
administration of an adapted version of the MSQ supported the literature by
indicating that fixed-term staff members at South African HEIs are unhappy
about their job- and financial security at these institutions. Of all the clusters,
the mean score obtained for this area was the lowest with an average mean
score of 3.127 (table 4.5 and figure 4.1). The staff members demonstrated
that they are concerned about the chance to make as much money as their
friends, the remuneration for the work done, how the job provides for a
secure future as well as the opportunity to make long-term plans (table 4.5
and figure 4.1). The qualitative aspect of this study confirmed the above by

allowing the respondents to give their opinions about the matter (cf. 4.2.5.2).
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A vast number of respondents stated that they are not satisfied with the
remuneration that they receive. Some stated that they have the same — or
heavier — workloads than their permanent counterparts, and that these
duties include administrative tasks, but that the compensation that they
receive, are much less than that of the permanent staff members. The
respondents also stated that the fact that they do not receive benefits, do not
make anything easier, as they have to make use of their smaller salaries to
pay for medical aids and pension funds without any contribution from the
HEI, their employer.

Most respondents are of the opinion that they are worried and experience a
high amount of stress regarding the level of job security that they
experience. A lot of respondents communicated that they are worried, as
they have absolutely no assurance that they will be employed for a
prolonged period after their contract has ended, and that they feel that it is
unfair, as they work very hard to secure a position that can be filled by
another person at any time. Some respondents also indicated that they will
not hesitate to take a position at another HEI if it is permanent. A respondent
stated that, after seven years ‘| still worry each year that | will receive a
notice to say that my services are no longer required.” This view is
supported by another respondent, who explained that job security is a
“relative concept in the mind of a fixed-term staff member, as security is only
valid for six months at a time,” and another respondent who states that I
have no job security — | cannot assume that | have a job next year, so |

cannot make any long-term plans.”
5.8.2 Implications for job satisfaction

From the literature and research findings in 5.8.1, it is clear that the job and
financial security that is experienced by the fixed-term staff members,
severely impact the levels of job security that are experienced by them. This

may have serious implications for the HEI, who may need to adjust their
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policies and practices regarding the payment and benefit structure of these
staff members. Adequate opportunities for permanence in their careers
should also be available. The levels of job and financial security that these
staff members experience can have a serious influence on the emotional
well-being as well as health of these individuals, and should be seen in a
very serious light by the management structures of the HEI. Proper planning
must be done in this regard.

5.9 WELL-MANAGED ENVIRONMENT

The well-managed environment cluster encompasses a variety of aspects
within the place of work, which all influences the levels of job satisfaction
experienced by staff members. It is, however, crucial to the job satisfaction
of fixed-term academic staff members, as these persons have additional
stressors such as job- and financial security that influence their work

environments.
5.9.1 Findings from literature and empirical research

In regards to a well-managed environment, literature indicates that there are
numerous aspects which can have an influence on the levels of job
satisfaction experienced by staff members. Good leadership practices (cf.
2.7; table 2.1; 2.7.1; 2.3), favourable work conditions (cf. 2.2.2; 2.2.3.3;
2.2.3.4; 25.3; 2.6.5; 2.7.2; table 2.1 and 2.2) as well as clear and open
channels of communication (cf. 2.3; 2.4.2.4 (a); 2.4.2.4 (b); 2.6.6; 2.7.1, table
2.1 and 2.2) from the management of the organisation has an influence on
how well the work environment is managed. Good leadership practices also
influence the policies and practices (cf. 2.2.3.3; 2.2.3.4; 2.3; 2.4.1.1; 2.4.1.2;
2.4.2.4 (b); 2.4.3; 2.5; table 2.1) of the HEI that were identified as challenges
by the respondents, and they represent challenges that are major
contributors to the manner in which the environment that surrounds the
fixed-term staff members is managed. These theoretical findings are

supported by empirical research that was conducted for the aim of this
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research study. It was indicated that the policies and practices of HEI (cf.
2.2.3.3; 2.23.4; 2.3; 24.1.1; 2.4.1.2; 2.4.2.4 (b); 2.4.3; 2.5; table 2.1), the
relationship that they have with their supervisors/HOD’s, the physical
working conditions, the relationships between staff members and the ability
that they have to make new friends are, according to the respondents of this
study, the main influences that contribute whether the overall environment is
well-managed or not (cf. 4.2.6.1 and 4.2.6.2).

The qualitative aspect of this cluster (cf. 4.2.6.2) yielded feelings and
opinions that were voiced by the participants which mirrored the above
findings of the MSQ. Some respondents explained that the communication
channels are horrible and that they often fail to receive important information
which leads to them looking incompetent. The respondents also stated that
they do not always have the same resources, including e-mail facilities as
the permanent staff members, which also make it difficult for them to
function. Some respondents stated that they are positive about the
relationship that they have with their supervisors but unhappy with the way
that they are treated by the HEI. This includes the fact that some
respondents are not invited to attend staff functions, as they are not
regarded as staff members by the management structure of the HEI. This
issue, which affects the effective management of the environment, was also
discussed in section 5.4 of this chapter. A number of respondents stated that
they are overloaded with work, but that they cannot complain, as they fear
that their contracts are not going to be renewed. Most of the respondents are
of the opinion that they are supported by their supervisors and administrative
staff members, even though policies and procedures frustrate all of them. As
far as the physical environment goes, they concur that their efforts and

abilities are severely impaired by the lack of resources.

181 |Page



5.9.2 Implications for Job Satisfaction

It is obvious from the theoretical as well as research findings that was
discussed above that there are a number of factors that have an influence
on the way in which the environment within which the fixed-term staff
members function, is well-managed. This has serious implications for the
management of the HEIl, who need to take these factors, such as the
policies and practices of the HEI, the availability of resources, levels of
collegial and administrative support, clear and open communication
channels between management and staff as well as the overall manner in
which the institution is managed, should be carefully taken into consideration

by the management as well as support structures of the HEI.

Table 5.1  The synthesis of factors that influence the job satisfaction

of fixed-term academic staff members at HEIs

CLUSTER FACTORS TO BE
ADDRESSED

Emotional well-being need for recognition
acceptance,

sense of belonging and pride
feel valued

making a contribution
recognition and acceptance
employee appraisal plan
measure the levels of job

satisfaction

Physical Resources heavier- workloads
availability of resources

stationery,

computers and
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office space

Autonomy recognition and feedback
acknowledgement
relevant levels of

responsibility

Challenges and | policies and procedures
Accomplishments HR practices that are
friendlier towards fixed-term
staff members

opportunities towards career
advancement

opportunities for training and
development

Job- and Financial Security payment and benefit structure

opportunities for permanence

Well-managed environment policies and practices
availability of resources,
levels of collegial and
administrative support,
clear and open
communication channels
between management and
staff; and the

overall manner in which the

institution is managed,

5.10 CONCLUDING REMARKS

Many different staffing trends emerge in the ever-changing global

environment of organisational management. Such a trend is the increased
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number of fixed-term academic staff members at Higher Education
Institutions. As these staff members make up a significant portion of the
academic workforce, it is important for the organisation to take into
consideration the factors that influences the levels of job satisfaction that are

experienced by these persons.

The findings that emerged from this study indicated that there are numerous
factors that should be taken into account when dealing with staff members
employed by means of fixed-term contracts. This study also yielded
significant data regarding the influence of the management of the
organisation on the levels of productivity of these staff members.

Providing valuable data, both the quantitative as well as qualitative methods
used to obtain the findings in terms of the job satisfaction experienced by
these staff members contributed to important information regarding the
development of strategies that can improve the levels of job satisfaction and

productivity of these staff members.

In the next chapter, the researcher will deal with strategies that can be
implemented by the management of the HEI to improve the levels of job
satisfaction that are experienced by the fixed-term staff members of the

organisation.
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CHAPTER 6

RECOMMENDATIONS AND FRAMEWORK

6.1 INTRODUCTION

The overarching purpose of this study was to explore the influence of fixed-
term employment contracts on the job satisfaction of academic staff
members at HEIs in South Africa in view of constructing a framework for the
improvement of the job satisfaction of fixed-term academic staff members. In
order for the researcher to explore the variables, a literature review was
conducted to obtain information regarding staffing options, Human Resource
management procedures, organisational management as well as theories
underpinning job satisfaction. This was followed by empirical investigations
to reveal the manifestation of the determinants and how they inform the
design of a management framework for the enhancement of job satisfaction
in HEISs.

The previous chapter provided a synthesis of the theoretical and research
findings as well as the implications thereof for the Higher Education sector.
This chapter consists of recommendations on how the levels of job

satisfaction may be improved by effective management in HEIs.
6.2 RECOMMENDATIONS

Literature and research (chapter 5) have indicated that there are a number
of determinants of the job satisfaction of fixed-term staff members. In the
following section, recommendations, based on the theoretical and empirical
findings, are discussed. These recommendations emerged from the

investigations into the six dominant domains of job satisfaction: emotional
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well-being, physical resources, autonomy, challenges and accomplishments,

job and financial security, as well as a well-managed environment.

6.2.1 Emotional well-being

It is clear from this study that the emotional well-being of the staff members
has a major influence on the levels of job satisfaction experienced in the
work place. Based on the findings from literature and the empirical research,
recommendations that may increase the levels of job satisfaction are

discussed next.

According to the literature-based management framework of job satisfaction
(cf. 2.8), there are certain aspects that can assist with improving the levels of
emotional well-being of the fixed-term academic staff members at HEIs.

These include:

e The development of an employee appraisal plan: Findings from
literature and research conducted for this study yielded that staff members
need to be recognised and receive acknowledgement for the tasks that they
complete (cf. 2.2.2; 2.2.3.1; 2.7.2; 2.2.3.2; 4.2.1.1; 4.2.3.2; 5.7.1; table 2.1).
Staff members must feel that they, as well as their efforts, are appreciated
and these staff members must receive adequate recognition for the work
that they have completed (cf. 2.2.2, 2.7.2, and table 2.1). The institution can
improve the levels of recognition that the staff members experience by
introducing employee engagement programs (cf. 2.3; 2.7; 2.7.1 and table
2.1). The levels of job satisfaction experienced by these staff members will
improve if these staff members receive relevant and adequate recognition
for the tasks that are completed by them. If these employees receive
rewards and incentives (cf. 2.2.2) in terms of recognition, it may lead to

increased feelings of belonging (cf. 2.2.3.1; table 2.1), a sense of
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achievement (cf. 2.2.3.1; 4.2.1.1; 4.2.3.2; 5.7.1 and table 2.1) as well as an
increase in the levels of respect among themselves and their peers. The
accomplishments and efforts of the fixed-term staff members should be
handled in the same way as those of the permanent staff members. It is
important that the fixed-term staff members do not feel that they are less
important, as this may restrict them from performing additional tasks and
research. When these staff members feel appreciated, it may also influence
the way that they perceive themselves socially, meaning that a need for
social safety (cf. 2.2.3.1) will be acknowledged and subsequently satisfied.

It is of utmost importance that all staff members within an organisation feel

valued. As the number of fixed-term academic staff members is already
significant (cf. 2.5.2) and still rising, it is of utmost importance for the
continued survival of the HEI to embrace this staffing trend (cf. 2.3). When
the value of these staff members are realised, and these staff members’
well-being is looked after, the loyalty of these staff members (cf. 2.5.1), will
also improve, which will have an influence of the ability of the Human
Resources Department of the HEI to retain qualified and experienced staff
members (cf. 2.4.1.2 and 2.4.2.3).

o The development, monitoring and improvement of job
satisfaction models within the institution: The levels of job satisfaction
experienced by the staff members who are employed at the HEI must be
measured at regular intervals. There are a number of factors that can
influence the levels of satisfaction that are experienced, as was yielded by
literature and findings from this research study (cf. chapters 2, 4 and 5). The
institution must develop models that measure the levels of job satisfaction of
employees on different levels and contracts of employment. The problems
and concerns that these employees have which can influence their
emotional well-being, such as recognition and acknowledgement, (cf. 2.2.2;
2.2.3.1;, 27.2; 2.2.3.2; 42.1.1; 4.2.3.2; 5.7.1; table 2.1) must also be
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measured. This will allow the HRM department of the institution to determine
whether the staff members are experiencing problems, and, if so, to identify
the problems and implement relevant strategies. A generic model will not be
adequate, as the needs and the requirements of each type of employee will
be different. An individualised model will allow the individual staff members
to measure whether they have attained the personal goals that they have set
for themselves, which can in itself be a powerful incentive. This job
satisfaction measurement model will also allow the management of the HEI
to continuously reinvent itself with regards to the development (cf. 2.4.2.4
(b)) of the staff members, and programmes which are relevant and can
assist the employees in improving their well-being can be developed and

implemented.

6.2.2 Physical resources

Theoretical as well as empirical research has yielded that the availability of
physical resources has a severe influence on the levels of job satisfaction
that are experienced by staff members (cf. 5.4.2). Some recommendations
that may improve the levels of job satisfaction experienced in relation to the

availability of resources are discussed next.

o The working conditions and the environment: It is very important
that the necessary resources are available to the staff members to complete
their tasks. Office space, which was shown to be a major problem to many
fixed-term academic staff members, should be a priority, as the lack of office
space can hamper the staff member in the execution of their tasks (cf.
5.4.2). The fixed-term lecturers also have administrative tasks to complete
and have to consult with students (cf. 4.2.2.2), and these staff members

need to have adequate office space to do so.
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Fixed-term staff members must also have access to relevant channels of
communication (such as e-mail facilities). Communication is a very important
management function (cf. 2.3; 2.4.2.4 (a); 2.4.2.4 (b); 2.6.6; 2.7.1, 4.2.2.2,
table 2.1 and 2.2), and if the channels of communication within an
organisation are inadequate, it can lead to mixed messages and create
confusion among employees (cf. 4.2.2.2). This can lead to feelings of
resentment and inadequacy, and ultimately lowered levels of job satisfaction.

Attention should also be given to the availability of lecturing venues. Some
respondents explained that colleagues lecture in their offices (cf. 4.2.2.2),
which hamper the rest of the staff who are sharing an office to complete their

work.

A system should also be implemented where adequate stationery as well as
the use of office equipment and computers is made available to fixed-term
staff members. It can lead to a lot of frustration if the necessary stationery
and equipment are not available (cf. 4.2.2.1 and 4.2.2.2) to complete a task.
It should not be necessary for staff members to be forced to complete work
at home due to a lack of resources to do so at work (cf. 4.2.2.2). This can
lead to feelings of resentment, which can lead to decreased levels of job

satisfaction and loyalty to the HEI.

6.2.3 Autonomy

According to literature (cf. 2.2.3.3, 2.2.3.4; 2.7.2; 2.5.3; 2.6.4; 2.6.6 and table
2.2) and empirical findings (cf. 4.2.3 and 5.6) the levels of autonomy and
recognition that are experienced by staff members, have an influence on the
levels of job satisfaction that is experienced. In the light of the above, the

researcher has made some recommendations that may assist in the
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improvement of the feelings of autonomy amongst fixed-term academic staff

members.

o Autonomy and responsibility of staff members: As was shown in
literature and research findings, the levels of autonomy and responsibility
that staff members have, have a significant influence on the levels of job
satisfaction of these employees (cf. 2.2.3.3, 2.2.3.4; 2.7.2; 2.5.3; 2.6.4; 2.6.6,
4.2.3, 5.6 and table 2.2). It is thus imperative that the supervisors allow
these staff members a certain measure of autonomy and responsibility. This
can be accomplished by assigning tasks of value, such as allowing fixed-
term staff members to set tests, assignments and have an input with exam
papers. Fixed-term staff members may also assist with the compilation of
study material and work schedules, as this can give them a measure of
control and an increased level of autonomy. These staff members must also
be allowed to participate in some administrative practices, such as the
entering of marks, which will allow them a certain level of responsibility,

which will increase the levels of job satisfaction that they experience.

o Regular feedback and support from supervisors: Recognition and
feedback (cf. 2.2.3, 2.2.3.4 and table 2.2) has visible influences on the levels
of job satisfaction that are experienced by staff members. The supervisors
and HOD’s should provide adequate amounts of feedback to fixed-term staff
members for tasks that they have completed. Guidance and feedback from
supervisors allows the staff members to feel secure, as the person
experiences support from within his/her department and can feel that he/she
has back-up if necessary. This should not only be relevant to the actual work
of the staff member, but also aspects relating to policies, procedures and
communiqué’s that may influence the fixed-term staff member. It is also

very important that the fixed-term staff members can count on their
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supervisors for support, both for endeavours that they undertake as well with
institutional practices that may be problematic.

6.2.4 Challenges and accomplishments

The fixed-term academic staff members face a number of challenges, and
very little accomplishments, within their employment at HEIs. There are a
number of strategies that could be taken to enhance the job satisfaction and
the subsequent productivity of fixed term staff members. In the next section,

some recommendations that may address these challenges are discussed.

o Promotions and career development: The opportunities for
promotions and career development play an integral role in the levels of job
satisfaction experienced by fixed-term staff members (cf. 2.2; 2.2.2; 2.4.1.2,;
2.4.2.4 (a); 2.2.2.4 (b); 2.5; 2.6.3; 2.6.4; 2.6.6; 2.7; 4.2.4.1; 5.7.1; tables 2.1
and 2.2). In this light, can it be seen that the opportunities that these staff
members have for promotion within the organisation should be handled in a
serious light by the management structures of the organisation. In order for
the fixed-term staff members to qualify for promotions, it may be necessary
to attend sessions where the focus falls on career development, such as
training sessions. It is very important that the fixed-term academic staff
members have access to training and development sessions (cf. 2.4.2.4 (b)).
Training opportunities and programs that can improve their skills and
knowledge must be made available for these staff members, and
subsequent funding should be allocated for this purpose. All staff members
must have equal opportunities for training and development, and the
succeeding staff members must be able to compete fairly with other persons
for permanent positions and/or promotions. All fixed-term staff members

must be informed timeously about any form of training and development
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session that they can attend, and the procedures that these persons must
follow to qualify for these sessions must be communicated clearly.

The opportunity for growth and development (cf. 2.2, 2.4.1.2; 2.4.2.4 (a);
2.4.2.4 (b); 2.6.1; 2.6.3; 2.6.4; 2.6.6; 2.7 and table 2.1) play an valuable role
in the job satisfaction of a person, and can also have an influence on the self
esteem, sense of achievement and ultimately the emotional well-being of the
staff member (cf. 5.1).

o Training and development: Fixed-term staff members should also
be allowed to attend training sessions and workshops. This will develop the
skills of the employee, and also create a better sense of belonging (cf.
2.2.3.1 and table 2.1), which can also improve the levels of self-esteem (cf.
2.2.3.1; 2.2.3.2) that the individual experiences. Fixed-term staff members
find it demoralising to be excluded from training sessions and the opportunity
for personal and professional development based on the type of employment
contract (cf. 4.2.4), especially when their tasks, duties and responsibilities

are equal to those of the permanent staff members’.

A number of fixed term staff members also do not have adequate
opportunities for research and the funding needed are not available (cf.
4.2.4). 1t is important that these staff members are supported to complete
research, as this will also enhance their levels of self esteem and improve
their job satisfaction (cf. 4.2.4). Fixed-term staff members are also in the
employment of the HEI, and they must have equal opportunities for training,

development and the conduction of research.

o The Human Resources managers’ responsibilities: Clear aims
and objectives must be communicated to all staff. The aims and objectives
of an organisation (cf. table 2.2) must be understood by all staff members,
as the attainment of these goals may influence the ultimate survival of the

organisation (cf. 2.1; 2.4.2.3). The Human Resources Manager (HRM) must
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ensure that these goals are relayed to all fixed-term staff members, as this
can influence the way that these staff members perceive the policies and
practices that are relevant to them. The HRM must ensure that the policies
and procedures of the HEI are clear and understandable, and that the staff
members have a good understanding thereof. This is an key task for the
HRM, as the policies and procedures of an organisation play a significant
role (cf. 2.3; 2.2.3.3; 2.2.3.4; 2.4.1.1; 2.4.1.2; 2.4.2.4 (b); 2.4.3; 2.5 and table
2.1) in the levels of job satisfaction that are experienced by staff members.

The HRM must also ensure that the correct persons are recruited and
appointed (cf. 2.4.2.2) to fulfil the duties that are set out, and that the fixed-
term staff members that are recruited have a clear understanding about their
possible opportunities for advancement within the HEI. Any permanent
appointment and/or promotion that are relevant to existing fixed term staff
members in the employment of the HEI must be communicated to the staff
member by means of a form communication that will reach them. This will
allow these staff members to prepare themselves adequately for the

prospect of securing permanent employment.

The HR related problems that fixed-term staff members experience must
also be addressed. If the problems that are experienced by these staff
members in this regard is handled timeously, the levels of administration
related stress experienced by these staff members will also be reduced,
which can increase their levels of job satisfaction. The HRM must also
ensure that the fixed-term academic staff members receive detailed job
descriptions that outline their duties and responsibilities. This will allow the
staff members to identify when their services and abilities are being abused,
as well as give them clear indications regarding their levels of autonomy and

responsibility (cf. 5.3) within the organisation.
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The HRM should implement a policy whereby fixed-term staff members can
lodge a complaint or grievance without the fear of victimisation or that their
employment contracts will be discontinued (cf. 4.2.4.2).

The appointment of fixed-term academic staff members is a staffing trend
that plays a vital role in the survival of the HEI as a whole (cf. 2.5). It is thus
very important that these staff members feel that they are part of the team
(cf. 2.2.3.1; table 2.1) and that they are accepted as colleagues by the
permanent staff members, and not as slaves who must do all the odd jobs.
The HRM must ensure that the tasks that are allocated to permanent staff
are mirrored in the tasks allocated to the fixed-term staff as far where
possible, as to allow the fixed-term staff members to feel valued, as opposed
to the feeling of abuse that some cherish. These staff members have heavy
workloads which often equal or surpass those of their permanent
counterparts (cf. 4.2.4). The HRM must ensure that the fixed term staff
members are included in activities such as team building events and staff
functions, as this will enhance the feelings of collegiality and belonging,

which improves self esteem (cf. 2.3).

e The work environment itself: The HR manager, together with the
HOD’s and supervisors, must employ skill variety, job rotation as well as
employee engagement strategies (cf. 2.3) to develop the staff members’
abilities holistically. The staff members must be exposed to a number of
different aspects within the employment spectrum, as this will equip them to
deal more effectively with possible problems and challenges. This can also
improve the levels of self-esteem that the employees have, which can
ultimately increase their emotional well-being (cf. 5.1) and levels of job

satisfaction.
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6.2.5 Job and financial security

The levels of job- and financial security that are experienced by staff
members are vital to the levels of job satisfaction that are experienced by
staff members. A lack of certainty regarding this aspect, can lead to
increased levels of stress for these employees. Some strategies that may
lead to the improvement of the job- and financial security are discussed next.

o Relevant and adequate remuneration: The HEI must ensure that
the compensation that the fixed-term staff members receive is adequate and
market related to their skills, qualifications and experience. Competitive and
market related remuneration packages must be negotiated with staff
members who are employed by means of a fixed-term contract. A number of
respondents stated that they are very well qualified, but that they do not
receive suitable remuneration (cf. 4.2.5). These staff members also have the
need to be accepted by their peers (cf. 2.2.3.1) in a social, which includes a
financial, sense. The fulfilment of these feelings of belonging among their
peers can thus also improve the emotional well-being of these staff
members, which in turn also increases their levels of job satisfaction. The
compensation received by these staff members must be in line in relation to
their duties. As many of these staff members perform the same duties and
tasks than their permanent counterparts (cf. 4.2.4 and 4.2.5), it is important
that they receive remuneration that is aligned with that of those staff

members.

o Job security and long-term prospects: Another aspect that was
found worrisome to the respondents was their levels of job security as this
affects their abilities to do long-term planning (cf. 4.2.5). A number of
respondents stated that the HEI does not communicate the intentions of the
organisation with regards to the continuance of their contracts, which leads

to high levels of uncertainty and stress among them (cf. 4.2.5). It is critical
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that the HEI communicates clear expectations to the fixed-term staff
members regarding the possibility of more permanence in their employment
status. This will ensure that the fixed-term staff members can plan ahead
and make long-term arrangements, both career as well as financial wise. A
policy indicating that a position becomes permanent after a certain period of
employment or after specific criteria were met, it would be optimal, as this
will give the fixed-term staff members an indication whether and when they
can expect a permanent position. Fixed-term staff members experience a lot
of stress regarding their employment and thus financial security (i.e. 2.2.3.1;
2.2.3.3;2.23.4;2.6.1;2.6.2; 3.6.4; 2.7.1; 2.7.2; 4.2.5 and table 2.1 and 2.2),
which has a negative influence on their health (cf. 2.2.2), their levels of

loyalty (cf. 4.2.1.1) as well as their job satisfaction.

o Benefit packages: At some institutions, depending on the policies
and practices of the institution, fixed-term academic staff members receive
very little — if any — benefits (cf. 2.2.3.4; 2.4.2.1; 2.5.1; 2.5.2; 2.5.3; 2.6.1;
2.6.2; 2.6.4; 2.6.6; 4.2.1.1, 425, table 2.1 and 2.2). A number of
respondents also explained that the salaries that they receive are not
adequate to pay for medical aids and pension funds (cf. 4.2.1.1) without
contributions from the employer. It would be optimal if HEIs made certain
optional benefit packages available to staff members that are employed on
fixed-term contracts. Benefits can also be made available to staff members
with contracts of a longer nature, or to staff members who have been
employed as a fixed-term staff member for a certain period. Some
respondents’ contracts have been renewed annually for a number of years,
without the prospect of a permanent position or any form of benefits. This
can also lead to low levels of job satisfaction, which affects the health and

loyalty of these persons.
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6.2.6  Well-managed environment

There are a number of factors that has an influence on whether the
environment within which the fixed-term staff members function, are well-
managed or not. In the next section, some recommendations that may lead
to the improvement of the management of the environment within which

these staff members function.

o Adequate management and treatment of fixed-term staff
members: The management structure of the HEI should promote an
inclusive, collegial and stimulating work environment. This can be done by
the implementation of policies and procedures that are fair to all employees
and relevant to their situations. The management structure of the HEI must
also ensure that there are adequate employee engagement programmes (cf.
2.3) that allows for proper and meaningful interaction between the staff
members. HEIs must also be careful not to distinguish between the fixed-
term and permanent staff members of a social basis. Separate events for
these groups should not be held, and training and development sessions
should be combined as far as possible. A sense of social security (cf.
2.2.3.1) is very important for these staff members, and they a sense of
belonging (cf. 2.2.3.1; table 2.1) among their peers will increase their levels
of emotional well being as well (cf. 4.2.1). If these staff members feel that
they are part of a team, their relationships with their supervisors and peers
will improve, which will lead to the progression of their management of their

work environments.

o Assistance should be readily available: The respondents in this
study explained that they are unhappy with the assistance that they are
getting from the institution (cf. 4.2.4; 4.2.6). It is essential that the fixed-term
staff members have the same administrative assistance than their

permanent counterparts. It is the duty of the HRM department to support all
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staff members, including those appointed within a fixed-term capacity.
According to the research conducted, the fixed-term staff members are very
dissatisfied with the policies and procedures of the institutions (cf. 4.2.4;
4.2.6), which should motivate the HRM of the HEI to integrate more relevant
policies and procedures which will suit the needs of the fixed-term staff
members, and, on top of that, allow a greater form of implementation of
these policies and assistance to these staff members in all staff-related

queries.

o Equal training opportunities: All staff members employed by the
HEI should be eligible to qualify for training sessions that are relevant to their
development, regardless of their employment status at the HEI. This will
allow all staff members to feel that their skills and abilities are developed in
an equal fashion, which may lead to improved feelings of employee
engagement (cf. 2.3). The fixed-term academic staff members may also
experience increased feelings of belonging, and that they are part of a team
(cf. 2.2.3.1; 2.3 and table 2.1), which may also lead to increased levels of

emotional well-being.

o Whistle blowing without fear of victimisation: It is advisable that
policies and procedures are put in place that will give fixed-term staff
members the opportunity to lodge complaints against fellow staff members
without having to fear that their contracts will be cancelled or that their
workloads will be increased unfairly. Fixed-term staff members should have
the same opportunities to lodge complaints, and these complaints should be
viewed in the same light as those that are lodged by their permanent
counterparts. In the event that complaints progress to disciplinary actions, it
is advisable that any decisions made and actions that are taken are the
same for both fixed-term as well as permanent staff members. There should
ideally not be any difference between the methods in which these issues are

handled between the different groups. Systems and processes that will lead
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to the equal treatment of staff members in the case of disciplinary action
should be put in place. The disciplinary actions that are taken towards both
groups should be handled with the same urgency and importance.

o The corporate culture of the organisation: The management
structures of the HEI should realise that the fixed-term workforce of the HEI
is a staffing trend that is crucial to the success and survival of the
organisation (cf. 2.3; 2.5). In order to allow these staff members to be part of
the vision and mission of the organisation, a culture of sharing should be
developed where all staff members, regardless of their employment
contracts, are involved in the processes and decisions within the

organisation.

o Channel of communication must be open, clear and accessible
to all staff members: Communication within an organisation is a vital part of
the successful management thereof (cf. 2.3; 2.4.2.4 (a); 2.4.2.4 (b); 2.6.6;
2.7.1, table 2.1 and 2.2). It is thus imperative that all staff members within
the organisation should have access to equal and adequate communication
channels, as this is a vital aspect of management. It was indicated by the
research conducted in this study that the channels of communication within
certain HEIs are inadequate (cf. 4.2.2.2; 4.2.6.2; 5.9). This may lead to
confusion and the distribution of inaccurate information. In this light it is vital

that all staff members have access to adequate methods of communication.

If, in example, the primary method of communication within the organisation
is via e-mail, all staff members should have access to this facility, regardless
of the type of employment contract that they have. The needs of the fixed-
term staff members should be taken into consideration, and communication
methods that accommodate their needs should be developed. Fixed-term

staff members should be kept up to date with the happenings within the HEI,
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and for that to happen, they should have easy access to the main form of

communication of the organisation.

o Organisational development: Fixed-term staff members should be
continuously be informed about decisions within the organisation that
influences them, albeit directly or indirectly. This can be effective if these
staff members are included in the attainment of the vision and mission of the
organisation, which can be obtained by the improvement of the levels of
strategic communication between the management of the HEI and the staff
members. The role of the fixed-term staff members in the attainment of the
goals of the HEI should be clearly communicated to these staff members, as
this will allow them to participate fully in this process.
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6.3 FRAMEWORK FOR ENHANCING THE JOB SATISFACTION OF
FIXED-TERM STAFF MEMBERS

The aim of this research study was to answer the following question:

How can the job satisfaction of fixed-term academic staff members at
higher education institutions in South Africa be addressed with the aim

of enhancing academic engagement and success?

Literature regarding job satisfaction theories, organisational management,
and the role of the Human Resource management department as well as
staffing trends within an HEI were discussed. Keeping the above in mind, the
researcher identified six clusters that can have an influence on the levels of
job satisfaction of fixed-term staff members, namely emotional well-being,
physical resources, autonomy, challenges and accomplishments, job and

financial security as well as the management of the work environment.

With the aid of an adapted version of the MSQ, empirical research was
conducted to test whether these clusters, in fact, influence the levels of job
satisfaction. This, together with the literature study, was done to achieve a
single goal: to develop a framework that can lead to the enhancement of the
levels of job satisfaction that are experienced by fixed-term academic staff

members at South African HEIs.
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Table 6.1: The synthesis of literature and research findings, together

with recommendations.

CLUSTER FACTORS TO BE RECOMMENDATIONS
ADDRESSED
Emotional well- o need for o The development
being recognition of an employee
o acceptance, appraisal plan
J sense of belonging | The
and pride development,
o feel valued monitoring and
. making a improvement of job

contribution

o recognition and
acceptance
o employee

appraisal plan
. measure the levels

of job satisfaction

satisfaction models

within the institution

Physical o heavier- workloads | e The working
resources . availability of conditions and the
resources environment
o stationery,
o computers and
o office space
Autonomy . recognition and . Autonomy and
feedback responsibility of staff
o acknowledgement | members
. relevant levels of . Regular feedback

and support from
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responsibility supervisors
Challenges and . policies and . Promotions and
accomplishments procedures career development

o HR practices that o Training and

are friendlier towards
fixed-term staff members
o opportunities

towards career

development
o The Human
Resources Managers’

responsibilities

advancement o The work itself

o opportunities for

training and development
Job-and financial | e payment and . Relevant and
security benefit structure adequate remuneration

o opportunities for o Job security and

permanence long-term prospects
Well-managed . policies and J Adequate
environment practices management and

J availability of treatment of fixed-term

resources, staff members

o levels of collegial o Assistance

and administrative
support,

o clear and open
communication channels
between management
and staff; and the

° overall manner in

which the institution is

should be readily
available

o Equal training
opportunities

o Whistle blowing
without fear of
victimisation

o The corporate
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managed, culture of the
organisation

o Channel of
communication must be
open, clear and
accessible to all staff
members

o Organisational

development

In chapter five, a framework relevant to the synthesis of factors that
influence the job satisfaction of fixed-term academic staff members at HEISs,
was developed (cf. figure 5.1). As can be seen above, in table 6.1, the
synthesis of findings from literature and empirical research was combined
with the recommendations that were discussed in chapter six. It is the
opinion of the researcher that these recommendations, if implemented, will
enhance the levels of job satisfaction experienced by the fixed-term

academic staff members, a vital role player in the academic environment.
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Autonomy and
responsibility of staff
members
Regular feedback and
support from supervisors

Relationship with supervisor

Policies and procedures

e  Adequate management and
treatment of fixed-term staff

Type of work to be done

members Relationship with supervisor

e  Assistance should be readily

available
Equal training opportunities
e Whistle blowing without fear of
victimisation '
The corporate culture of the
organisation We | |_
Channel of communication must

managed

be open, clear and accessible to )
environment

Office space

Availability of resources

Computers

Physical
Resources

all staff members
Organisational development

The working conditions and the

environment

Job

Satisfaction

Ability to do planning
The development of an

employee appraisal plan
. The development,
Emotional monitoring and improvement

We | | bein g of job satisfaction models

within the institution

Job security

Job- and

Relevant and adequate o o
‘ financial
remuneration
Job security and long-term

security

Permanent contract

prospects

Recognition, security and permanence.

Challenges and
Accomplishme
Support from staff and HEI nts

Policies and procedures

Workload

Promotions and career

development
Remuneration and benefits.

. Training and development

Availability of resources

The Human Resources
Managers’ responsibilities

Job and financial security

The work itself

Figure 6.1 The factors and recommendations that influences the levels of

job satisfaction of fixed-term academic staff members at SA HEls.
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As is evident from figure 6.1 above, it can be seen that there are many
different and diverse factors that influence the levels of job satisfaction that
are experienced by fixed-term academic staff members at South African
HEIs. The main challenges can be divided into clusters, namely the
emotional well-being of the workers, the physical resources available to
them to complete the tasks at hand, the levels of autonomy that they have at
the workplace, the challenges and accomplishments that they face, the job-
and financial security that they have as well as the overall management of

the environments within which they function.

Findings from literature and empirical research has indicated that these
factors do indeed influence the levels of job satisfaction that are experienced
by these staff members, and in the light of the above, the researcher
continued to make some recommendations that may assist the
organisational management as well as the staff members themselves to
improve the levels of job satisfaction experienced, and thus enhance the

levels of motivation and productivity.

6.4 CONCLUSIVE REMARKS

As discussed throughout this research study, it can be said that the fixed-
term academic workforce is a vital necessity for the continuing success and
survival of HEIs. It is thus imperative that the needs of these staff members

are looked after.

As a respondent stated: “We as lecturers are competing in an academic
race; it is expected of all to succeed with great achievement. The

demoralising fact is that fixed-term lecturers are running the race bare foot
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(limited tools/incentives: e.g. no payment for preparation, test marking,
assignment marking, consultation hours, must share offices, must share
computer equipment, etc....), while permanent staff is provided with the best
running gear available. We cannot compete, and are easily replaced, even if

some of the circumstances are within the control of the HEI...”

Gained from the vantage point of in-depth conceptualisation and quantitative
and qualitative data, the final outcomes and consequent framework for the
job satisfaction of fixed-term staff members at HEIs can benefit both
practical and theoretical concerns. It is envisaged that this study will serve
as a starting point for higher education strategies and for the further
dissemination of the research findings to the benefit of staff performance in

the South Africa higher education sector.
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Addendum A

The adapted version of the MSQ utilised for this study

Dear Respondent

This questionnaire was adapted from the Minnesota Satisfaction Questionnaire
(MSQ) for the purpose of my research “A study of the relationship between
fixed-term employment contracts and the subsequent levels of job-satisfaction

experienced by academic staff members in service of South African Higher

Education Institutions.”

Please be so kind as to complete the questionnaire, and return it to

ataljard@cut.ac.za before Friday, 26 August 2011.

A completed copy of the study will be made available to anyone that is

interested.

Thank you very much for your cooperation!

Kind regards

Annemi Taljard

SECTION 1: BIOGRAPHIC INFORMATION

1.1 Gender:

(Please indicate with an X)

MALE

FEMALE

1.2 Age group:

(Please indicate with an X)

20- 25 26 - 31 - 41 - 51+
30 40 50
1.3 Title: (Please indicate with an X)
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Mr Mrs Ms Dr Prof

14 Population group:

African Caucasian Coloured Indian

1.5 At which HEI (Higher Education Institution) are you employed?

1.6 How long have you been employed on a contractual/part-time basis?

1.7 Is your contract at the HEI your primary source of income? (Please

indicate with an X)

Yes No

SECTION 2:

The next section gives you the opportunity to express yourself regarding aspects
of your employment contract with the HEI, i.e. what you are satisfied with and

what you are not satisfied with.

Instructions:
° Read each statement carefully.
° Decide how satisfied you are with that particular aspect of your job that is

described by the statement.

Keep in mind:
° If you feel that you experience more than you expected from your job,

mark the box under “Very Sat.” (Very Satisfied) with a X.
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° If you feel that you get what you expected from your job, mark the box
under “Sat.” (Satisfied) with an X.

° If you cannot make up your mind whether or not the job that you are
doing gives you what you expected, mark the box under “N.” Neither Satisfied
nor Dissatisfied) with an X;

° If you feel that you receive less satisfaction from your job than expected,
mark the box under “Dissat.” (Dissatisfied) with an X.

° If you feel that your job gives you much less than you expected, mark the

box under “Very Dissat.” (Very Dissatisfied) with an X.

Please answer all the questions. Be honest, and give a true indication of your

feeling regarding your current position.

All responses will be treated with total confidentiality!

Thank you!
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Ask yourself:

How satisfied am | with this aspect of my job?

Very Sat. means | am very satisfied with this aspect of my job.

Sat. means | am satisfied with this aspect of my job.

N. means | can’t decide whether | am satisfied or not with this aspect of my job.

Dissat. means | am dissatisfied with this aspect of my job.

Very Dissat. means | am very dissatisfied with this aspect of my job.

PLEASE INDICATE THE CORRECT ANSWER IN THE SPACE PROVIDED WITH AN

NG
ON MY PRESENT JOB, THIS IS HOW | FEEL | VERY VERY
ABOUT..... DISSA | DISSA N SAT. | SAT

T T

1. | The opportunity to try out some of my own
ideas.

2. | The opportunity to work by myself.

3. | The variety in my work.

4. | The opportunity to have other staff members
look at me for direction.

5. | The opportunity to do the kind of work that |
do best.

6. | The social position in the community that goes
with the job.

7. | The policies and practices towards staff
members of the HEI.

8. | The way my supervisor/HOD and | understand
each other.

9. | My job security.

10. | The amount of remuneration for the work that
| do.

11. | The resources that is available to me to
complete my job.

12. | The opportunities for advancement on this
job.

13. | The technical “know-how” of my
supervisor/HOD.

14. | The spirit of cooperation among my co-
workers.

15. | The opportunity to be responsible for planning
my work.

16. | The way | am noticed when | do a good job.

276 | Page




17. | Being able to see the results of the work | do.

18. | The opportunity to be of service to people.

19. | The opportunity to do new and original things
on my own.

20. | The opportunity to work alone on the job.

21. | The opportunity to do different things from
time to time.

22. | The opportunity to tell other staff members
how to do things.

23. | The opportunity to do work that is well suited
to my abilities.
ON MY PRESENT JOB, THIS IS HOW | FEEL | VERY VERY
ABOUT..... DISSA | DISSA N SAT. | SAT

T T

24. | The way my job provides for a secure future

25. | The opportunity to be “somebody” in the
community.

26. | The way my supervisor/HOD handles other
staff members.

27. | Policies within the HEI and the way in which
they are administered.

28. | The opportunity to make as much money as
my friends.

29. | The physical surroundings where | work.

30. | The opportunities of getting ahead on this job.

31. | The competence of my supervisor/HOD in
making decisions.

32. | The opportunity to develop close friendships
with my fellow staff members.

33. | The opportunity to make decisions on my own.

34. | The way | receive full credit for the work that |
do.

35. | Being able to take pride in a job well done.

36. | The opportunity to try something different.

37. | The opportunity to be alone on the job.

38. | The routine in my work.

39. | The opportunity to supervise other people.

40. | The opportunity to make use of my best
abilities.

41. | The opportunity to meet with important
people.

42. | The way the staff members are informed
about organisation/HEI policies.

43. | The way my supervisor/HOD/HOD backs

his/her staff members up (with top
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management)

44. | The way my job provides for steady
employment.

45. | How my remuneration compares with that for
similar jobs at other HEls.

46. | The pleasantness of the working conditions.

47. | The way that promotions (i.e. permanent
positions) are given out at this HEI.

48. | The way that my supervisor/HOD delegates
work to others.

49. | The friendliness of my fellow staff members.

50. | The opportunity to be responsible for the work
of others.

51. | The recognition that | get for the work that |
do.

52. | Being able to do something worthwhile.

53. | Being able to stay busy.

54. | The opportunity to develop new and better
ways to complete the tasks at hand.

55. | The opportunity to work independently of
others.

56. | The opportunity to do something different
every day.

57. | The opportunity to do something that makes
use of my abilities.
ON MY PRESENT JOB, THIS IS HOW | FEEL | VERY VERY
ABOUT..... DISSA | DISSA N SAT. | SAT

T T

58. | The opportunity to tell people what to do.

59. | The opportunity to be important in the eyes of
others.

60. | The way that organisation/HEI policies are put
into practice.

61. | The way that my supervisor/HOD takes care of
the complaints of his/her staff members.

62. | How steady my job is.

63. | My pay and the amount of work that | do.

64. | The physical working conditions of the job.

65. | The opportunities of advancements at the HEI.

66. | The way my supervisor/HOD provides
assistance when necessary.

67. | The way my fellow staff members are easy to
make friends with.

68. | The freedom to make my own judgment.

69. | The way they usually tell me when | do my job

well.
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70. | The opportunity to do my best at all times.

71. | The opportunity to try my own methods of
completing the task.

72. | The opportunity to work away from others.

73. | The opportunity to do different things on the
job.

74. | The opportunity to tell others what to do.

75. | The opportunity to make use of my abilities
and skills.

76. | The opportunity to have a definite place in the
community.

77. | The way the company treats its employees.

78. | The personal relationships between my
supervisor/HOD and his/her employees

79. | The way that | can secure permanent
employment

80. | How my pay compares with that of other
workers.

81. | The overall availability of resources.

82. | My opportunities of advancement.

83. | The way that there is adequate training
available.

84. | The way that my co-workers get along with
each other.

85. | The responsibility that is given to me.

86. | The praise that | receive for a job well done.

87. | The feeling of accomplishment that | get from
my job.

88. | Being able to keep busy all the time.

Section 3:

Please discuss your feelings and opinions regarding:

1. How would you perceive your emotional well-being in the light of being a
fixed-term academic staff member? Please discuss any feelings and opinions that
may have an influence on this aspect.

2. Are the physical resources that you need to complete your tasks, readily
available? Please discuss any feelings and opinions that you have in this regard.
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3. Please discuss to which extent you are responsible and independent in
your place of work.

4, Discuss any challenges and accomplishments that you face as a fixed-

term academic staff member.

5. How do you perceive your job- and financial security? Please elaborate.

6. How do you experience the management of your overall work-
environment? Please elaborate.

Thank your very much for your cooperation! It is appreciated greatly!
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