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ABSTRACT  

One of the problems faced by today’s organisations is the need to stay current and 

adapt to the evolving environmental, market, economic and workforce conditions. “It 

has become clear that the most important organisational asset, especially in knowledge 

intensive organisations depend on its employees”. Organisations now have to put more 

emphasis on recruiting and retaining top performing employees. This has given rise to 

talent management. The aim of the study was to evaluate talent management at KZN 

Department of Arts and Culture and the purpose of the study was to: identify if the 

Departments strategic HR policies are hindering or supporting their talent efforts and 

to determine what talent management practices should be put in place to in order to 

attract, develop and retain high performing employees and to get an understanding of 

how the Departments employees feel about the current state of events. A quantitative 

study was conducted where an electronic questionnaire was sent to the Arts and 

Culture employees. The population size of the study was 300 Arts and Culture 

employees who had e-mail and internet access. Of the 300 employees, a total of 170 

responded to the questionnaire giving a 57% response rate. The main findings of the 

study were that the Department of Arts and Culture KZN did not have a talent 

management strategy nor talent management policies. The respondents scored the 

department low on issues such as promotion, sourcing candidates internally and 

financial assistance to study further. The Department will need to pay special attention 

to those items. On the upside, the majority of employees stated that they were the right 

fit for their positions either by their academic qualification or work experience. This is 

well and good but certain employees hold qualifications that allow them to be able to 

perform at higher levels than what they are on currently. There are no policies in place 

to address this, and currently nothing has been done to find talent within the 

Department. The Department can introduce programmes such as job rotation, 

mentoring system, cross training and regular career discussions as a start which can 

be implemented by the Senior Managers in each Directorate. Policies should be 

implemented which allow for horizontal movements and internal recruitment since the 

lack of is one of the main sources of dissatisfaction amongst the Departments 

employees.   
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CHAPTER 1 – AN INTRODUCTION TO THE RESEARCH  
 

1.1 INTRODUCTION  
 
The world is experiencing a crisis in skills shortages and as a result organisations, as well 

as the public sector, are all competing to get highly skilled and talented employees for 

their workforce. The additional pressure of globalization means that “employees are no 

longer limited to selling their skills in one region” (Oehley, 2007), and as a result highly 

skilled and talented employees are migrating to other countries where organisations offer 

them a better working environment, financial incentives and better opportunities.  

 

South Africa has a very high unemployment rate but according to a study done by Adcorp, 

(2013) the country has as many as 829 800 unfilled positions which are for highly skilled 

workers, and because the country is not producing the correct skills needed for the 

market, those positions remain vacant.  

 

A problem that exists in talent management literature is that there seems to be a lack of 

agreement about a definition of what talent management is (Collings & Mehhahi, 2009 & 

Al Ariss, Cascio, & Paauwe, (2014). As a result, different theorists and academics 

describe it differently, but the four main definitions of talent management are: (1) talent 

management is strategic Human Resource (HR) practices (Collings & Mehhahi, 2009; 

Khatri et al, 2010), (2) the development of talent pools (Nilsson, Vinn, & EllstrÖm. (2012), 

(3) the management of those individuals who are considered talented, and (4) talent 

management through the identification of key strategic positions (Nilsson et al, 2012; 

Lewis & Heckman 2006). In this paper the different talent management definitions will be 

explored as well as the assessment of their limitations in order to try and get a better 

understanding of talent management.  
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There are various practices that are implemented as part of talent management. Part of 

the reason that talent management fails is that practices are poorly applied. For the 

purpose of this study the following will be explored and how they contribute to talent 

management: talent planning, employee engagement, career development, rewards and 

recognition, and performance appraisals.  

 

Most, if not all, South African government departments do not have a talent management 

policy guiding them as how to best attract, develop and retain employees, but they have 

various strategic HR policies in place. This research evaluated the HR policies of the KZN 

Department of Arts and Culture and determined if they support or hinder talent 

management. 

  

1.2 BACKGROUND TO THE PROBLEM  
 

South Africa is facing a huge problem – skills shortages – and it is affecting organisations 

and the public sector's ability to be competitive, efficient and effective (Barkhuizen, 2014). 

The South African government has introduced a number of educational reforms, but they 

have done little to solve the skills shortages problem. “Skills shortages in South Africa are 

the consequence of the interplay of several complex socio-political and economic factors” 

(Rasool & Botha, 2011). One is, however, mindful of the fact that the government has 

inherited problems caused by policies made by the apartheid government which will affect 

the country for years to come. An example of this is the Bantu Education Act 47 of 1953. 

Under the Act, black students were taught subjects that would equip them for low-skilled 

jobs and subjects like mathematics and science were excluded from their curriculum 

(Overcoming Apartheid, 1999). As a result of this, people of colour received an inferior 

education and were given low-level jobs. A problem that existed in the turn of the 

democracy is that only a few parents were able to send their children to institutions of 

higher learning because their generation and generations before them, had received an 

education which led to low-level skills and consequently to employment that paid very 

little. This had become a vicious cycle for many generations of people of colour.   
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As a result of the past inequalities, the South African government introduced the 

Affirmative Action and Employment Equity (1998) Acts to redress the imbalances of the 

past (Tladi, 2001). As part of the Acts, organisations, including the public sector, have 

assigned a certain number of positions to those who were previously disadvantaged. This 

was to ensure that there was equal representation of races at different levels of an 

organization. In 2007, Oehley remarked – “Due to the preferential education of white 

South Africans prior to democracy, there is a shortage of skilled black workers at many 

levels, especially at management level”. Some of these positions remained vacant for 

years. Positive discrimination policies do not foster talent management because by 

excluding a certain portion of the workforce they are minimizing their chances of obtaining 

talent. It is also demotivating for the individual and the workforce in general because a 

person is unsure whether they got the position on merit or because of their colour/gender. 

This also creates a culture of entitlement because some will automatically expect to be 

promoted (over white people or men) because there are shortages of that race/gender at 

that level.  

 

The South African public sector is plagued by poor service delivery and as a result, there 

are strikes and protests across the country on a weekly basis. Problems such as 

absenteeism, staff turnover, low morale, disengaged staff just perpetuate the problem. All 

of this translates to a waste of public funds, Stephen Mulholland in Business Day Live, 

(2013) claims that “the Public Service costs in South Africa are proportionately among the 

highest in the world at about 12% of GDP”. Pietersen, (2014) believes that “In order for 

South Africa to realize its service delivery mandate, a stable and reliable staff compliment 

with the necessary competencies is vital”.  

 

The challenges faced by the South African public sector cannot be solved by traditional 

Human Resource (HR) practices because the public sector is competing with private 

organisations to attract, develop and retain talent. In order for this to happen, the public 

sector should adopt talent management strategies. Barkhuizen, (2014) has highlighted 

the following issues with regard to talent management in the public sector: 
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 Talent management practices are not receiving sufficient attention in the public 

sector, especially with practices such as talent planning and retention strategies.  

 There is a lack of management commitment when it comes to talent management 

in the public sector. 

 Management is not competent in talent management principles.  

 

The KZN Department of Arts and Culture is not immune to the workforce problems in the 

public sector and as a result, there are vacant positions for skilled talent that are 

unoccupied. Management comprises mostly of baby boomers.HR and HR practices are 

viewed as unrelated to strategic management; there is therefore no organisational goals 

incorporated into HR strategies and practices. 

 

1.3 PURPOSE OF THE STUDY  
 

KZN Arts and Culture is a small department with a workforce of about 450 employees 

and it has not adopted a talent management policy as yet, but it does have a few strategic 

HR policies in place.  

 

The purpose of the study was to identify if the Department's strategic HR policies are 

hindering or supporting their talent management efforts and to determine what talent 

management practices should be put in place to in order to attract, develop and retain 

high performing employees. 

 

1.4 PROBLEM STATEMENT  
 

The South African public sector is faced with various operational and workforce problems 

and ineffective service delivery is the result in many sectors. Barkhuizen, (2014) feels that 

“The lack of poor service delivery is a direct result of talent management strategies that 

fail to retain key talent in the public service”. The public sector is competing with the 

private sector to recruit and retain top talent.  
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The skills shortage, changing workforce and markets, globalization, the retirement of 

skilled baby boomers and other factors has made it crucial for organisations to look 

beyond traditional human resource practices to attract, develop and retain their workforce 

which is why many are moving towards talent management. Talent management has 

become a strategic tool with which organisations try to gain a competitive advantage 

through the attraction, development and retention of the right talent (Masibigri & Nienaber, 

2011). “Talent management meets the demands associated with increased complexity 

and uncertainty and for organisations to gain sustainable success, they should align their 

talent management strategies with their organisational goals” (Nilsson & EllstrÖm, 2012). 

 

1.5 RESEARCH QUESTION 
 

The research question for this study: 

What policies and activities are in place at the KZN Department of Arts and Culture to 

foster and support talent management? 

 

1.6 RESEARCH OBJECTIVES 
  

The study attempts to address the following research objectives: 

1. Determine what policies or practices at KZN Arts and Culture are in place that 

foster/hinder talent management 

2. Determine the role that management is playing to ensure that talent management 

practices are adopted  

3. Employee perception of talent management practices like employee engagement 

and satisfaction, training and development, mentoring and succession planning, 

rewards and recognition, room for advancement, if any, within Arts and Culture 

4. Determine if officials are the right fit for their positions   
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5. Recommend ways where talent management practices could be implemented to 

save costs with regard to recruitment, employee turnover and employee 

dissatisfaction 
 

1.7 MOTIVATION FOR THE STUDY 
 

The South African public sector is the largest employer in the country and employs              

3.03 million employees (Business Day Live, 2013) but it is plagued by workforce 

problems. I believe that there is potential and actual talent within government departments 

and more so within the KZN Department of Arts and Culture, but because of the lack of 

attention being given to talent management in the public sector, this goes unnoticed. As 

a result, high performing employees become demoralized and disengaged and their 

performance drops whilst still in government which results in an inefficient workforce and 

they leave the public sector. The general perception about public sector employees are 

that they are lazy and this might be attributed to the fact that they are not properly 

managed; this can be avoided by implementing proper talent management practices 

(Pietersen, 2014).  

 

This study aims to unearth real talent within the Department, as well as the issues that 

should be resolved to ensure effective talent management practices within the 

Department.   

1.8 PROPOSED VALUE OF THE STUDY 
 

The study will be of great value to the Department because no research has been 

conducted in talent management within the Department before. It will give a clear picture 

of the state of the workforce, policies and practices within the KZN Department of Arts 

and Culture and will be able to see in which areas of talent management it is lagging 

behind.  
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It is crucial that organisations and public sector departments adopt talent management 

policies because of changing demands. This study provides recommendations on how 

the KZN Department of Arts and Culture can implement talent management practices and 

strategies.  

 

This research could also benefit other government departments because this is an issue 

that affects all Departments not just Arts and Culture and can provide assistance to 

government policy makers.   

 

1.9 STUDY OUTLINE 
 
Chapter 1 – Introduction  
 
In this chapter the reader is introduced to the study and what the aim of the study is.   

 

Chapter 2 – Literature Review – What is Talent Management and Talent 
Management Practices 
 
Chapter 2 of the study investigates what talent management is by reviewing the literature 

relating to the work of academics and theorists. The chapter begins by looking at the 

common definitions of talent management, why academics feel they properly describe 

talent management and what are their shortfalls.  

 

In chapter 2 the various talent management practices are evaluated by looking at theory 

as well as application. The talent practices that will be discussed are: talent planning, 

employee engagement, career development, rewards and recognition, and performance 

appraisals. In this chapter, the strategic HR polices of the KZN Department will be 

evaluated against the mentioned talent practices to determine if they hinder or support 

talent management.  
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Chapter 3 – Research Methodology  
 
Chapter 3 looks at the research design and methodology of the study. A questionnaire 

was developed for the purpose of this study.  

 

Chapter 4 - Data Analysis and Results  
 
The results received from the questionnaire were discussed in this chapter. 

 

Chapter 5 – Interpretation of Data 
 
The analyzed data was presented in this chapter. 

 

Chapter 6 – Recommendations and Conclusion 
 
This chapter comprises of the conclusion and recommendations as they pertain to the 

study. 
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CHAPTER 2: LITERATURE REVIEW 
 

2.1 INTRODUCTION  
 

This chapter looks at the different definitions according to literature of in terms of 

definitions for talent management. The conflicting views expressed in the different 

definitions and how practical they are, when applied in real life situations are evaluated. 

The definitions, like most definitions, have certain limitations which will be discussed. The 

chapter also explores the different talent management activities and what impact they 

have on employees and the organisation while looking at what policies and activities Arts 

and Culture has that support or hinder talent management.  

 

2.2 TALENT MANAGEMENT DEFINITION  
 

From the literature it is clear that there is no one accepted definition of what talent 

management is. According to Collings & Mellahi, 2009 “there is a disturbing lack of clarity 

regarding the definition, scope and overall goals of talent management”. 

The meaning of talent has evolved through the years, where in the first dictionary it 

referred to “a denomination of weight, used by the Greeks, Romans, Babylonians and 

other ancient people” (Tansley, 2011). According to the Oxford dictionary talent is “natural 

aptitude or skill” (Oxford University Press, 2015). From the definition in the Oxford 

Dictionary it would mean that all employees have talent and it is therefore up to the human 

resources component to uncover what those strengths are. This is the definition favoured 

by most people because it does not alienate any individual or a particular group and each 

individual is given equal opportunity to discover their talent (Ross, 2013).  

  



 

10 
 

There are four different definitions of talent management:  

 The first group identifies talent management as merely human resources (HR) and 

they focus on strategic HR practices.  

 The second group is focused on the development of talent pools where the focus 

will be on succession and manpower planning. 

 The third group is concerned with the management of those they perceive as 

talented employees. 

 The fourth group identifies strategic positions which will contribute to the 

organisation's competitive advantage.  

(Collings & Mellahi, 2009; Al Ariss, Cascio & Paauwe, 2014) 

 

2.2.1 Talent Management as Strategic HR Practices  
 

Over the years labour pools have evolved with skills shortages, fierce global competition 

for labour and insufficient talent in developing markets (Meyers & van Woerkom, 2014). 

As a result Human Resources (HR) Management has had to evolve over the years to 

accommodate such changes where the emphasis is not on the traditional HR activities 

such as hiring, payroll, leave and so on. One of the problems identified with traditional HR 

is that there is little connection between the HR practices and the organisations strategy 

and measuring if these practices are actually yielding the descried result, and this is why 

organisations are turning to talent management (Lewis & Heckman 2006). Talent 

management presents different strategic goals to streamline employee acquisition and 

leadership succession. Through talent management, HR is able to direct employees 

through the various stages of their career while managing employee performance.  

There are some who view talent management as another HR with just a different name. 

The literature in this school of thought is limited beyond strategic HR literature since its 

merely rewording HR to ''talent management'' (Collings & Mellahi, 2009: Khatri, Gupta & 

Kapil, 2010). 
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Talent management is a continuation of HR with Meyers & van Woerkom, 2014 describing 

it as “the systematic utilization of human resource management (HRM) activities to attract, 

identify, develop and retain individuals who are considered to be talented”. 

According to Nilsson et al., (2012), talent management incorporates new knowledge and, 

as compared to HR where the activities were done within the HR department, talent 

management differs in that there is an organisation wide commitment with the HR 

department as well as the involvement of management in talent management.  

HR is administrative focused with activities such as the day-to-day management of 

employees. Talent management on the other hand is strategic and is an organisational 

wide long-term plan which is aligned with the organisations overall goals and strategies.  

 

2.2.2 Talent Management as Developing for Talent Pools 
 

There is another school of thought where talent management is described as focusing on 

talent pools. This school of though is a build-up from succession planning and/or 

manpower planning where the organisation would monitor current and future staffing 

needs, changes in the internal workforce and employee advancements (Nilsson et al., 

2012).  

The need for talent pools is particularly important because of globalization, skills 

shortages and fierce competition among organisations for the best talent. Organisations 

need talent pools of high potential or high performing individuals to fill their strategic 

positions. With talent management there is a shift away from the old activity of recruiting 

when a position is available to organisations “recruiting ahead of the curve”, meaning that 

high potential employees are identified for key positions that might become available in 

future (Collings & Mellahi, 2009). Some organisations have gone as far as recruiting top 

individuals then creating positions for them within the organization. 
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Talent pools consist of internal employees as well as external prospective employees. 

Talent pools can also be classified in different categories, for example you can have 

emerging leaders, management level roles and financial wizards. Each organisation will 

determine what characteristics are important for their productivity in order to group the 

talent pools accordingly.  

According to Nilsson et al., (2012), an organisation would have to use tools such as 

“needs assessments as well as conducting comprehensive job and talent gap study as 

foundations for training and development”.  

2.2.3 Management of Those Perceived as Talented  
 

Many people associate talent management as focusing on the management of talented 

individuals within the organisation. There are two views in this regard: In the first view 

talent is linked to those individuals who show great potential or who perform at a high 

standard. These individuals are looked for and are offered positions and receive different 

rewards/remuneration without considering their specific roles within the organization. In 

this case talent management is associated with differentiation and the success of the 

organisation is linked to the outstanding performance of the said individuals. The value 

created by these top performers is considered great as compared to ordinary employees 

(Nilsson et al., 2012; Lewis & Heckman, 2006).  

In the second view talent is viewed as homogeneous and each employee has the potential 

to be a high performer with the guidance and help of HR. In this case talent management 

is regarded as a mind-set that assists in ensuring that all employees perform to the best 

of their capability (Nilsson et al., 2012; Lewis & Heckman 2006). They are those who take 

it a step further by saying that all roles in the organisation should be filled with top 

performers and the organisation should find a way of letting go of poor performers (The 

McKinsey Quarterly, 1998). How this model works is that employees are classified by 

performance levels, eg A-B (A=Top, B=Middle, C=Bottom performers), the aim of this is 

to “top-grade” the organisation so that it consists of only A performers, this includes all 

positions not just senior management (Lewis & Heckman, 2006). 
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In the McKinsley Report (1998), The War for Talent, they argue that letting go of C 

performers is very important because their low productivity will start affecting those 

individuals who are high performers. The high performers get discouraged as a result of 

working with the low performers and they will most likely leave the organisation (The 

McKinsey Quarterly, 1998). Generally, most high performers would like to work with other 

high performers (Lewis & Heckman, 2006). 

There are various problems regarding this talent management premise, namely: 

Lewis & Heckman, (2006) argue that trying to find the talent that will make an employee 

a high performer is not strategic. There is no indication on how much company resources 

and time is needed to establish this and it places all employees on an equal level in terms 

of value and contribution to the organization. This approach backslides taking talent 

management back to HR. 

Another problem is that it is not practical to have high performers for each position within 

the organization. Some roles do not require employees to be high performers and this will 

therefore result in an overinvestment in positions that do not bring that much value to the 

organisation (Collings & Mehhahi, 2009). An organisation may choose to maximize 

organisational proficiencies while it down plays others.  Collings & Mehhahi, (2009) call 

for differentiation between strategic roles and key talent.  

The issue of what constitutes talent is still a topic of discussion in talent management 

literature. Talent can be observed with varying degrees of value. Different organisations 

might value different characteristics or principles. Talent can also be acquired through 

learning and development and someone who was rated as a bottom performer could 

contribute more to the organisation's competitive advantage as opposed to an individual 

who was considered a top performer (Nilsson et al., 2012). The way in which talent is 

defined does not consider things such as “environmental, organisational or group 

influences” on talent (Ross, 2013). Sometimes in reality the definition of talent does not 

apply and it also “assumes that individual success and organisational success is aligned” 

(Ross, 2013). 
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2.2.4 Talent Management Though the Identification of Strategic Positions 
 

Some believe that that talent management is about identifying certain key positions within 

the organisation which need to be filled with talented people. As a result, there should be 

differentiation of positions within the organisation where the main focus should be on 

strategic positions.  The belief behind this is that the talent management strategy is about 

the activities and processes involved in identifying key positions within the organisation 

that will add value to the organisation's competitive advantage and sustainable growth  

(Collings & Mehhahi, 2009).  

For this premise to work, it is reliant on some of the premises discussed above where the 

organisation would have to have a talent pool of high performers, or those who show 

potential to be high performers to fill the identified positions, and the development of a 

differentiated HR design to facilitate the filling of the said positions with competent 

individuals, and to ensure that those individuals stay committed to the organisation 

(Collings & Mehhahi, 2009).  

 

2.3  TALENT PLANNING PROCESS 
 

Talent planning is the first strategic step in the talent management process and it is crucial 

that it is executed correctly because it will affect the other steps in the process. 

“Organisations need to make their talent strategy part of their strategic planning process 

and integrate it into their daily operations” (Bergeron, 2004). Talent planning is a pre-

emptive method of evaluating and aligning the organisation's workforce, capabilities and 

potential to most effectively meet present and future demands.   
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Talent planning looks at exploiting the organisation's effectiveness and workforce, it 

evaluates the organisation's future business needs and finds ways in which the 

organisation will progress in trying to fulfill its strategic goals while trying to retain, acquire 

and cultivate the required talent to execute those goals.  

 

 
Figure 2.1 – Talent Strategy Methodology  

(Bergeron, 2004) 

 
The Figure above depicts the typical steps involved in the talent planning process.  

 

2.3.1 Understanding the Business 
 
Before an organisation can start their talent planning process they should “acquire a deep 

understanding for the business and its interdependencies”, (Bergeron, 2004). 

Management would look at their organisational goals, their annual operating plan, short 
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and long term business projections and interdependencies. Once the organisation has 

determined what direction they are planning to take, it will be easier to determine its 

operational manpower needs. If management fails to properly understand the business 

framework then there will be a disconnected talent strategy resulting in poor usage of 

resources and poor performance (Bergeron, 2004).   

 

2.3.2 Talent Assessment  
 

The organisation would need to conduct a talent assessment where the existing talent 

would be reviewed. Skills, knowledge and competences at work would have to be 

assessed. The internal assessment of employees will assist with employee development 

and it will give the employees a clear picture of what is required of them in relation to their 

jobs. From the assessment, development needs will be identified, especially those which 

have a large impact on the organisations success.  

 

One of the hardest aspects of talent assessment is to clearly understand the job and the 

job requirements in order to formulate the job success factors. It is crucial to comprehend 

the tasks performed, the requirements, and the key performance indicators that are 

associated with effective performance. 

 

Job requirements are classified in two categories, being: Eligibility and suitability. 

“Eligibility describes technical competencies and determines whether a person can do the 

job” (Cupit & Sukal, 2015). Factors under eligibility are: education, certification, previous 

work experience, capabilities, skills and references. “Suitability is a term used to describe 

behavioral competencies and determines whether a person will do the job” (Cupit & Sukal, 

2015). Factors under suitability are: interests, work inclinations, fit in with the company 

culture, motivation, attitude and fit with the manager.   
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2.3.3 Categorize and Rank Workgroups  
 

The next step, according to Seattle University, (2012) after the talent assessment, would 

be for the organisation to categorize and rank short term and long term workgroup tasks 

based on importance. At this stage they would need to identify the talent needed to meet 

the demand. Once that has been done, the organisation would have to document how 

work is presently being done and determine how current competences align with present 

and future needs.  

 

2.3.4 Conduct 
 

Once the above step has been done it is easier to conduct a gap analysis to determine 

where the gaps are between work demands and talent supply (Seattle University, 2012). 

The organisation would now have to generate options of how to address the variances 

by revisiting their mission, operational plan and organisational goals. The organisation 

would need to prioritize based on which gaps are critical and hinder progress, and based 

on their goals (Seattle University, 2012). 

 

2.3.5 Develop Talent Plan 
 

The final step would be for the organisation to develop a talent plan/programme to 

address the talent issues identified above.  

 

2.3.6 Review Talent Plan  
 

Once the plan/program is implemented it has to be reviewed from time to time to 

determine if it’s fulfilling the desired objectives. Outcomes will have to be compared to set 

goals and previous performance to determine if there is progress. If the outcomes are not 

what they should be then management has to go back and modify their talent initiatives 

in order to obtain the desired results.   
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2.4  EMPLOYEE ENGAGEMENT   
 

Organisations are faced with numerous problems brought on by the economic recession, 

changing consumer demands, unavailability of talent, changing demands of workforces 

and changing expectations of organisations regarding their workforces. This is why 

human capital is considered one of the most, if not the most important, asset of any 

organisation and that is why employee engagement has become top priority for 

organisations. Employee engagement is described as “the level of commitment and 

involvement an employee has towards their organisation and its vales” (Anitha, 2014). 

Having an engaged workforce is one of the factors that give organisations a competitive 

advantage because employees operate at an optimum level and where there will be an 

increase in productivity, innovation and organisational success.   

 

Employee engagement is an important aspect of talent management because in order to 

retain top talent, as well as other employees, an organisation needs to ensure that 

employees are engaged and committed and working towards the organisation's goals. 

Anitha, (2014) claims that “Engaged employees go beyond the call of duty to perform 

their role in excellence”, producing high performing employees is a fundamental of talent 

management.  

 

2.4.1 Popular Employee Engagement Theories  
 

There are several employee engagement theories and models available that have been 

used by organisations over the years.  

 

2.4.1.1 Psychological Conditions of Personal Engagement and Disengagement  
 

Definitions:  Personal Engagement – “the simultaneous employment and expression of 

a person's 'preferred self' in task behaviours that promote connections to work and to 

others, personal presence (physical, cognitive and emotional), and active, full role 

performances'' (Kahn, 1990). 
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Personal Disengagement – “the simultaneous withdrawal and defense of a persons 

preferred self in behaviours that promote a lack of connections, physical, cognitive and 

emotional absence and passive, incomplete role performances” (Kahn, 1990).  

 

In his study, Kahn interviewed members of an architectural firm and summer camp 

counselors on their moments of engagement and disengagement at work. He found that 

three psychological conditions exist that are linked with engagement and disengagement 

at work, being: meaningfulness, safety and availability (Saks, 2006). 

 

Table 2.1 – Dimensions of Psychological Conditions  

 
(Kahn, 1990) 
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The results of the Psychological Conditions of Personal Engagement and Disengagement 

at Work study found that meaningfulness, safety and availability were connected to 

engagement and employees were more engaged in working conditions that offered them 

more meaningfulness, safety and availability (Saks, 2006).  

 

2.4.1.2 Job Burnout  
 

The Job Burnout theory states that “job engagement is an expansion of the burnout 

construct noting that engagement is the opposite of burnout” and there are six areas that 

determine burnout, which are: workload, control, rewards and recognition, community and 

social support, perceived fairness and values. The bigger the mismatch between the 

employee and the six areas, the bigger the chance of burnout. The opposite applies where 

the bigger the match, the greater the chances of engagement (Saks & Gruman, 2014). 

 

From the above theories a few assumptions can be reached regarding employee 

engagement, this is also shown in Figure 2.2 below.  

 

 
 

Figure 2.2 – A Model of the Antecedents and Consequences of Employee Engagement   

(Saks, 2006) 
 

 Job Characteristics – As per Kahn’s, (1990) study, meaningfulness can be reached 

from task characteristics that offer stimulating work, diversity, allows different skills 

to be used, individual discretion and the chance to make important contributions. I 
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therefore conclude that job characteristics will positively influence job engagement 

and organisational engagement.  

 

 Rewards and Recognition – The level of engagement of employees depends on 

their perception of the rewards and recognition they will receive from the role. 

Therefore, rewards and recognition is positively correlated to job and 

organisational engagement.  

 

 Perceived organisational and supervisor support – Both Kahn, (1990) (safety) and 

Maslach & Leiter (Maslach, Schaufeli & Leiter, 2001; Leiter & Maslach, 1988) 

(community and social support) list support as an important element of employee 

engagement. A vital feature of safety is how much care the employees feel they 

receive from the organisation and their supervisors. Both perceived organisational 

and supervisor support is positively correlated to job and organisational 

engagement.  

 

 Perception of procedural and distributive justice – “Distributive justice pertains to 

ones perception of the fairness of decision outcomes while procedural justice 

refers to the perceived fairness of the means and processes used to determine the 

amount and distribution of resources” (Saks, 2006). Perceptions of procedural and 

distributive justice is positively correlated to job and organisational engagement. 

 

(Saks, 2006; Saks & Gruman, 2014) 

 

Employees who are engaged will be satisfied with the jobs, they will be committed to their 

organisation and are unlikely to quit their jobs. These are some of the outcomes that talent 

management is trying to achieve, especially in the retention of skilled employees which 

is why employee engagement is an important element of talent management.  

 

2.4.2 Drivers of Employee Engagement  
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Several studies through the years have tried to pinpoint what exactly engages employees. 

The 2009 MacLeod Report titled ''Engaging for Success'' lists the following as drivers for 

employee engagement: 

 

 Leadership 

 Engaging Managers 

 Employee Voice 

 Integrity  

(MacLeod & Clarke, 2009) 

 

2.4.2.1 Engaging Leadership 
 

Leaders should be at the helm of employee engagement since it is a strategic issue. They 

need to provide a strong strategy for the organisation which should be owned and 

followed by management as well as employees. The strategy should paint a clear picture 

of what the purpose and vision of the organisation is and how each employee contributes 

to the strategy, vision and organization. Leaders should be tactical, preventive, proactive 

and people focused. The leaders should foster a strong, transparent and clear 

organisational culture. If leaders are unable to guide their employees, there will be 

disengagement.  

 

2.4.2.2 Engaging Managers  
 

“An engaging manager is at the heart of success in engaging the workforce. A study done 

by Accenture showed that eighty percent of the variation in engagement levels was down 

to the line manager” (MacLeod & Clarke 2009). This is an indication of how important 

employees' relationship with their direct manager is. The managers provide direction and 

what is expected from the employee. They coach, mentor, provide feedback, design work 

efficiently and effectively and ensure appreciation or disapproval. It is vital that managers 

treat their employees with respect, fairness and as individuals.  
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2.4.2.3 Employee Voice  
 

Employees need to feel like their options matter in both operational and strategic matters 

within their division. They need to be able to offer their ideas and their contributions should 

be valued.  

 

2.4.2.4 Integrity  
 

An organisation should operate with integrity and live up to its values and mission and 

that ensure that organisational culture and norms are aligned in order to build trust and 

honesty. 

 

2.5  TRAINING AND DEVELOPMENT  
 

High performing organisations realize the importance of training and development to gain 

a competitive advantage and that is why they invest heavily in the development of their 

workforce. The main purpose of training and development of employees is to improve 

their skills, competences and the organisational capabilities. The organisation can attain 

its goals through training by integrating both the employee and organisational goals (Khan, 

Khan, & Khan, 2011).  

 

Training concentrates on skills and job knowledge which are to be used in the short term 

while development concentrates on insights and board knowledge that will be needed in 

the future to deal with unforeseen circumstances.  Training gives employees the skills to 

better adapt to changing conditions, especially in the fast-paced world we live in with its 

technological advancements, workforce diversity, organisational restructuring and daily 

changes in the markets (Kulkarni, 2013). 

 

An organisation needs to do a skills assessment to determine training needs so that the 

design of the training is in line with the skills requirements of the organisation. It’s also 

crucial to choose a training model that is well suited for the organisation and that will bring 
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benefit and achieve the intended outcomes.  Training should be done in a methodical way 

so as to derive anticipated outcomes (Naizi, 2011). There are typically four stages in a 

training and development programme as depicted in the diagram below.  

 

2.5.1 Stages in Training and Development Programmes 
 

 
Figure 2.3 – Stages in training and Development Programmes   

(Kulkarni, 2013) 

 

In Stage 1 - The organisation has to do a thorough organisational, departmental, job and 

employee assessment to determine what skills are needed and which employees need 

training.  

 

In Stage 2 - The training programme is designed to meet the identified needs. This step 

entails setting the objectives for the training, identifying what are going to be the learning 

steps, sequencing and arranging the contents of the training programme.  

 

In Stage 3 - The organisation would need to select the type of training programme that it 

will use and implement it, as well as selecting the instructor who will facilitate the 

programme. 

 

Stage 4 - Is assessing the success of the program. Training assessment is “The total 

value of a training system or action in both social and financial terms, in order to obtain 



 

25 
 

information on the achievement of its objectives and the overall cost- benefit ratio of 

training, which in turn guides decision making” (Pineda, 2010). Pineda, 2010 also states 

that it’s crucial that training be held accountable like other investments within the 

organization.  

 

(Kulkarni, 2013) 

 

2.5.2 Mentoring in Training and Development  
 

Mentoring is a relationship where a more experienced or knowledgeable employee 

assists and guides a less experienced/knowledgeable colleague. Mentoring is described 

as “A relationship of fruitful exchange for both the less experienced employee (i.e. the 

protégé) and the more experienced person (the mentor)” (Grima, Paille, Mejia & 

Prud’homme, 2014). Mentoring has become especially popular in the 20th century where 

there is a shortage of skills within labour pools and the skilled and experienced baby 

boomers are retiring. 

 

Mentoring works as a management and career development tool, which is why 

organisations invest in formal mentoring programmes. Mentoring has various benefits for 

the protégé, the mentor and the organization. Some of the benefits that have been 

identified from having a mentor are: a transfer of skills and knowledge, career 

advancement, an increase in pay, fulfillment in one’s career, a better engaged workforce 

and some organisations have used the mentoring programme as an opportunity to 

advance women and people of colour (Burke, McKeen  & McKenna, 1994). 

Grima et al., 2014 has identified various benefits for the mentor in the mentoring 

relationship, such as: “it’s a fulfilling experience, improved job performance, loyal base of 

support, enhanced managerial skills, improves his understanding of the organisation and 

his ability to understand others, recognition by others and generativity”.  

 
Mentoring is especially important in talent management because this is a tool that can be 

used to build talent pools and for succession planning. Mentoring is also a retention 
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strategy because, as mentioned above, employees with mentors are more satisfied and 

engaged, their career advance quicker so they will generally remain within the 

organisation. Key talent especially is drawn to organisations offering mentoring or having 

formal mentoring programmes.  

 

It’s always best for an organisation to have a formal mentoring programme, as opposed 

to an informal one, because in an informal programme the mentor might not make enough 

time to teach or support the protégé, which will discourage them and will eventually make 

them a disengaged and dissatisfied employee.  

 

2.5.3 Effect of Training and Development on Employee Retention  
  

Training and development have a direct impact on employee retention. As much as 

training is geared towards improving skills to make employees more effective and 

efficient, thus rendering them more productive, it is important that employees are happy 

with the training provided and are a benefit to them also. When an organisation invests in 

their employees through training, the employees see this as a sign that the organisation 

values them and they therefore are developing their career which is why they will stay 

with that organisation (Nkosi, 2015).  
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2.5.4 Policies at KZN Department of Arts and Cultures  
 

2.5.4.1 Training and Development Policy (2000) 
 

The fact that the Department has a Training and Development Policy, (2000) in place is 

the right step towards talent management. The main objective of the policy is: “The 

purpose of this policy is to provide an administrative framework for Training & 

Development in support of the Department's Strategic Plan. Provide a clear vision and 

framework within which training and development can take place to ensure efficient and 

effective performance and to meet challenges of capacity building in the Department” 

(Department of Arts and Culture, 2000) 

 

The objective of the policy is in line with the role training and development plays in talent 

management. Firstly, the training and development is in support of the strategic goals 

which and this is crucial. Training and development needs should be those that have been 

identified as lacking in order for employees to perform efficiently and effectively for the 

obtainment of the organisational goals (Department of Arts and Culture, 2000). 

 

Point 13 of the policy refers to the different development initiatives within the Department, 

such as: (Department of Arts and Culture, 2000) 

 

 Mentorships 

 In-service, Internships and Learnership Programmes 

 Trainings through personal development plans 
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As illustrated above, the Department does have a few initiatives that support talent 
management. 

 

Point 15 of the policy states that monitoring and evaluation should be established to 

ensure that the training that is being given is of a good standard and is company-based 

(Department of Arts and Culture, 2000). 

 

2.5.4.2 Bursary Management Policy (1998) 
 

There a few problems with the Bursary Management Policy which are: 

 

Preference for a bursary is given to a South African individual whose permanent 

residence is in KwaZulu-Natal. This clause eliminates a number of skilled, academically 

qualified and high performing employees within the department who might want to further 

their studies. There is a lot of migration within the country as well as across boarders 

which means the South African workforce is very diverse. Initiatives such as bursary 

policies assist in employee motivation, retention and engagement, but if all employees 

are not given equal opportunity to obtain the bursary on merit then it could demotivate 

some (Department Arts, Culture and Tourism, 1998).  

 

Another clause states that an employee cannot get a bursary to obtain a qualification 

equal in value/worth to the one that they already hold. This clause hinders talent 

management since the workforce is evolving and people do not want to be stuck in the 

same job. Initiatives such as internal mobility, cross training and alternative career paths 

are a common occurrence and high performing individuals might be interested in 

furthering their education in their new fields but the policy restricts this (Department Arts, 

Culture and Tourism, 1998).   
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2.5.4.3 Internship Policy (2011) 
 

The South African government’s internship programme was introduced to address the 

high unemployment in the country, which is made worse by the fact that there is a serious 

shortage of skills. The programme is targeted to unemployed graduates under the age of 

35. Internship is structured so it can give unemployed graduates workplace experience 

(Department of Arts and Culture, 2011). 

 

The government internship programme is a step in the right direction for talent 

management as it’s in line with building talent pools but there are some areas of concern 

(Department of Arts and Culture. 2011). 

 

Firstly, the internship programme is only for a year which is not enough time to gain the 

required work experience to obtain permanent employment. Most positions or recruitment 

agencies require 2 – 3 years’ experience for permanent jobs. In reality most of the interns 

employed by government end up being unemployed again after their internship year.  

 

The government is trying to build talent pools through their internship programme – the 

programme ensures they will have prospective employees with some experience and skill 

even though it is limited. The problem, however, is that government does provide fair and 

equal opportunities, but when entry level positions/positions become available everyone 

is allowed to apply and they do not go back to their talent pools to find candidates. Most 

entry level positions are generally not those with scarce skills.   

 

The employment process is time consuming and expensive, especially in the public 

sector. If government used their talent pools, they would save time with having to sift 

through tens of thousands of applications; they would have academically qualified 

candidates who have an understanding of how that particular department works and who 

possess some skills for the particular job. Part of talent management is finding employees 

who are the right fit for the organisation and who possess the right skills and qualifications 
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and the internship programme grooms students for that (Department of Arts and Culture. 

2011).  

 

2.6  CAREER DEVELOPMENT 
 

Career development is described as a life-long process of managing development in 

knowledge and work. Each stage of the process has a different set of developmental 

activities, tasks and connections (Hartzenberg, 2002). Career development is especially 

important in recent times, with technological advancements and employees being the 

main source of competitive advantage in most organisations. Employers do not want an 

obsolete and underperforming workforce and this is why employee skills should be 

continuously upgraded in order to cope with the internal and external changes.   

 

Career development is described as “A process for achieving specific employee and 

organisation goals, including providing career information to employees, helping 

employees identify advancement opportunities, promoting job satisfaction and improving 

employee productivity” (Kirk et al., 2000). 

 

2.6.1 The Role of the Employee and Management in Career Development  
 

Managing the role of an employee’s career is the responsibility of both the individual and 

the organisation. The employees has to take initiative by expressing their career 

aspirations to management, get information on career options and career development 

initiatives available within the organisation; the employees should ask for feedback from 

their peers or supervisor to determine what their strengths and weaknesses are so that 

they are able to address their weaknesses; the employees should become noticeable 

through good performance,  identify what stage of career development they are on and 

what the development needs are and look for challenges and other work in order to gain 

additional skills (Hartzenberg, 2002). 
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One of the most important roles in career development is manager participation. 

Management or the supervisor is responsible for speaking to the employees and finding 

out what their career needs are; they clarify job requirements and the organisation's 

expectations; they create strategy by aligning the organisation's goals with the employees 

career aspirations; they provide feedback on performance; and they offer career 

counseling and create a career management plan (Hartzenberg, 2002). 

2.6.2 Career Development Theory  

2.6.2.1 Developmental Self Concept Theory  

 
Figure 2.4 – Development Self Concept Model  

(Careers N.Z, 2015) 
 
One of the most famous career development theories is Donald Super's Developmental 

Self Theory (1980). Donald Super's theory centres on the premise that when planning a 

career, it is important to realize that you change over time, and to develop a sense of self. 

In his theory, Donald Super describes an individual as having five career development 

stages which are (Super, 1980):  

http://www.google.co.za/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0CAcQjRxqFQoTCJTooqGd6sgCFUa-FAodFKkN5Q&url=http://career.iresearchnet.com/career-development/supers-career-development-theory/&psig=AFQjCNENgNWOqIRczVfPr4i9fYVrWxda0A&ust=1446295548055716
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 Growth 

 Exploration  

 Establishment  

 Maintenance  

 Decline  

 
During the growth stage children become aware of their needs, attitudes and the future. 

They are curious of their surroundings which leads to exploration. Curiosity is described 

as “The desire for knowledge or for something new or unusual” (Sharf, 1997). Super 

states that exploration is a very important career development activity that stays with a 

person all through their lives. Curiosity and exploration will lead to the child acquiring 

information. During this stage children will find a key figure to mimic and who will assist 

in the development of their own self-concept. Children start to find methods to grow their 

skills and to achieve so that as to increase control over their life (Careers N.Z, 2015) 
 

Exploration is described as “The act of searching or examining” (Sharf, 1997). Exploration 

is a behavior whereas curiosity is a need. In this stage the individual crystalizes, specifies 

and implements. An individual is able to identify what their interests are, their experiences 

and what skills they possess through participating in classes, work hobbies and 

developing their skills. In this stage the individual is assisting, learning and following 

directions. In this stage the individual will gain further knowledge through education or 

find a position which is of interest to them and fits their skills and capabilities. In this stage 

a sense of self will start to emerge (Careers N.Z, 2015). 

 

At the establishment stage an individual would have typically selected a suitable field in 

which they want to work in and they are in the process of securing a long term position in 

the desired field or career.  Young adults in this stage tend to concentrate on becoming 

stable, consolidating, building momentum and progressing.  During this time individuals 

have been known to gain post-graduate qualifications, accreditations and so on (Super, 

1980).  
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The maintenance stage is characterized by two behaviours: Holding on to 

accomplishments or keeping up and updating their skills. Normally, most individuals 

choose holding on since its safe, there is less stress and is stable.  In this stage an 

individual can become a mentor and transfer his/her knowledge to younger inexperienced 

colleagues (Sharf, 1997).   

 

When an individual is reaching the end of his career, he has reached the decline stage 

where they are preparing for retirement. Their work output is reduced at this stage and 

they are becoming disengaged.  

 

A problem identified in Super's theory. Sharf, (1997) claims that even though the stages 

are age related, it is possible for an individual to experience several stages at one time.  

 

Super's theory “Assumed a series of matches between individuals and position 

requirements over a linear career path that progressed in ladder fashion through the 

organization” (Templer and Cawsey, 1999).  

 

2.6.3 Complications with Career Development  
 

Templer and Cawsey, (1999) claim that “Instead of contributing to the solution of 

organisational paradoxes, the field of career development is actually part of the problem 

since it is set up to address and organisational reality that no longer exists”. How career 

development was traditionally set up and how the theories describe it, no longer matches 

the current working environment, especially where employees are needed to obtain an 

organisational competitive advantage.  
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Another problem identified is that the employment relationship has changed over the 

years. The changing market force and environmental forces are changing traditional 

bureaucratic relationships. The traditional contracts focused on long term engagements 

and were predictable and practical specialisation in the times where society was driven 

by manufacturing and the focus was only on products. Traditionally there were stable 

positions that needed extensive career development, but now other talent management 

practices need to considered, such as training and development, succession planning, 

rewards and recognition, performance appraisals which are other factors that 

organisations have to consider together with career development (Templer and Cawsey, 

1999). 

 

McElroy and Weng, (2012) argue that career development should be viewed from the 

viewpoint of an individual’s experience within the organisation and not from their whole 

career, which has been done by career development theorists. McElroy and Weng, (2012) 

argue that career development should be depicted as: “The degree in which an 

individual’s current position is relevant to and offers opportunities for an individual to 

obtain their career goals, the extent to which an individual’s position enables them to 

obtain new skills and knowledge, and individuals perception of the rate of being promoted 

and an individual’s perception of speed, amount and likelihood of a salary increase”. This 

view implies that career development is the responsibility of both the employee through 

working towards their career goals and improving their skills and the organisation through 

promotions and salary increases.  

 

2.6.4 Benefits of Career Development  
 

Career development is a talent management strategic tool because it has various benefits 

for attracting, developing and retaining employees. According to Walters, (2012), “ 

Professionals attach high importance to career progression. Having something to aspire 

to and achieve is a major personal motivator for many”.   
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A 2012 survey conducted by Robert Walters on Using Career Progression to Recruit the 

Best Professionals found that top performing individuals placed high importance on 

career development, explaining that career development acts as a motivator because 

they have something to aspire to. Those high performing individuals who were 

interviewed also stated that, early in the interview process, they tried to find out if the 

organisation had any career development initiatives and that, more than not, influenced 

their decision to take the position (Walters, 2012). Career development initiatives also 

contribute to employee retention because when employees are looking for better 

prospects they can firstly look internally.  

 

Employees nowadays are looking for jobs and careers with meaning and opportunities, 

this is especially so with the younger generation.  Career development programmes will 

produce a more engaged workforce because by investing in its employees the 

organisation is showing them that they value their contribution, believe in them and their 

talent and they want a long term relationship with the individual/employee. Employees 

are in turn more committed to the organisation (Kirk, Downey, Duckett & Woody, 2000)..    

 

Career development will help in building skills in the organisation's talent pools and in 

succession planning because it will be easier for those earmarked for management 

positions to assume those roles because they would have been trained, coached and 

mentored and ensure a transfer of skills from experienced baby boomers through the 

various career development initiatives within the organisation (Walters, 2012).   

 

Proficiency and capability gaps, within high-level roles, are becoming a common 

occurrence as the jobs are more challenging and the pressures of leadership grow more 

difficult. Creating a philosophy and procedure that enables internal mobility is one of the 

greatest ways to fill these gaps from inside the organisation. An internal mobility 

framework allows capable employees to find roles most suited to them, and allows the 

organisation to fill such positions without the large costs related to hiring, training and 

attaining outside hires.   
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2.6.5 Career Development Initiatives  
 
The table below illustrates the different career development interventions that an 

organisation can implement. It also makes recommendations as to which group would be 

suitable for which programme. 

 

Table 2.2 – Career Development Initiatives  

 

 
 (Kirk et al., 2000) 
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2.6.5.1 Education and Training  
 

The need to develop employees is crucial because it increases productivity and improves 

the quality of work. Developing employees through education and training “reduces staff 

turnover, absenteeism and improves motivation amongst the employees” (Niazi, 2011).  

 

2.6.5.2 Internal Mobility 
 

This applies to both horizontal and vertical movements. Sometimes employees are just 

happy to be moved to a different location or a new department even if it’s the same level 

position. By doing that the employee is gaining additional skills that might help the 

organisation or be put with new people who might help progress their career. (Hundson, 

2014). 

 

2.6.5.3 Set Pathway to Promotion 
 

Ideally those employees who are regarded as top performing employees should be given 

a set path for promotion. Organisations such as Unilever and South African Breweries 

have management development programmes where the employees who are invited to be 

part of the programme are assured a management position at the end of the programme. 

 

2.6.5.4 Cross-Training  
 

Secondments allow employees to gain knowledge and experience in another position and 

this can be a temporary arrangement that would benefit the organisation as well as the 

individuals. The work experience will broaden the employee’s awareness of the 

organisation and how each department fits into the overall picture and they can be called 

upon in future when needed. This is also a tool for organisation's to balance their workload 

and assists when an employee is absent (Kirk et al, 2000).  
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2.6.5.5 Alternative Career Paths  
 

This is described as “Incorporating the skills employees already have with what their 

hearts want to do” (Kirk et al., 2000). This would involve an employee changing their 

career to something more meaningful and fulfilling. An aspect of this form of intervention 

is flextime or job enrichment (Kirk et al., 2000). 

 

2.7 REWARDS AND RECOGNITION    
 

Rewards and recognition are an important element of talent management since they play 

and important role in “building and sustaining the commitment among employees” 

(Vijayakumar & Subha, 2013). It is crucial that organisations have a formal rewards 

system in place so that employees can perceive the pay decisions as being fair and 

equitable  

 

2.7.1 The Difference Between and Reward and Recognition  
 

Rewards and recognition are not the same thing but some organisations classify it as 

such.  

A reward is defined as “Something given in return for good done, recompense: 

remuneration, compensation for services” (Hansen, Smith & Hansen, 2002). 

Recognition on the other hand is defined as “Special notice or attention, formal 

acknowledgement or acknowledgement of something done” (Hansen et al., 2002). 

The difference between a reward and recognition exists in that a reward is a means to an 

end because certain actions or behaviours are appreciated and encouraged and 

employees will receive an award for them. According to Hansen et al, “The important 

aspect of a reward is the instrumentality”. Recognition is about observing, honoring, 

supporting or encouraging an action but does not establish the instrumentality (Hansen 

et al., 2002).  
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2.7.2 Human Motivation Theories on Rewards and Motivation  
 

When explaining the link between rewards and recognition and job satisfaction, three 

motivation theories are discussed: 

 Maslow’s Need Hierarchy Theory (1943) 

 Hertzberg's Two Factor Theory (1959) 

 

2.7.2.1 Maslow’s Need Hierarchy Theory 
 

According to Maslow’s Theory there are two types of needs which are: lower level and 

higher level needs. The lower level needs are satisfied externally while the higher level 

needs are satisfied internally (Zeb, Rehman, Saeed & Ullah, 2011) Hansen et al., (2002) 

describes the lower needs as coping behavior which is influenced by external 

determinants. The higher level is described as being expressive where individuals are 

driven by growth motivation (Hansen et al., 2002). Rewards need external satisfiers and 

they are tangible while recognition represents character expression and are intangible 

(Zeb et al., 2011 & Hansen et al., 2002). Needs at different level of Maslow’s Hierarchy 

represent reward and recognition.   

 

2.7.2.2 Hertzberg's Two Factor Theory 
 

Hertzberg's' two factor theory claims that motivation consists of two distinctions, being 

motivators and hygiene. Hygiene factors are dissatisfiers and they remove job 

dissatisfaction. Motivators on the other hand increase job satisfaction (Zeb et al., 2011 & 

Hansen et al., 2002).  Motivators are associated with the job and depends on each 

individual, so they are internal such as development and recognition. “Hygiene are 

motivational factors that remove dissatisfaction” such as salary and working relationships 

(Zeb et al., 2011).  
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Most organisations use hygiene motivation where certain behaviours and actions are 

rewarded. Recognition for achievement is a motivator that is fundamental to the job 

(Hansen et al., 2002).   

 

Employee motivation differs from each individual so there is no one theory that is 

applicable to all but Maslow;s and Hertzberg’s provides a general view on how motivation 

impacts employee commitment to the organization. This is crucial for talent management 

because if an organisation has a better understand of what drives employee motivation, 

they will be able to improve employee engagement, commitment and retention (Mosehla, 

2013).  

 

Zeb et al., 2011 claims that dissatisfaction is not contrasting to satisfaction; therefore, 

removing dissatisfying influences from the job will not necessarily make the job satisfying. 

Dissatifiers also do not motivate employees to act a certain way if they are met. Motivators 

are what guide employees to be more effective and efficient and they include personal 

development, career growth and recognition.  

 

2.7.3 Elements of a Rewards System 
 

The following elements are important when designing a rewards system. 

  

2.7.3.1 Identify Organisational Goals Supported by the Rewards System:  

The organisational rewards system should work for both the employee as well as the 

organisation which is why rewards should be aligned with the organisation's vision, 

strategy and goals. The system should have goals that contribute to the bottom line, 

productivity, sustainability and gaining a competitive advantage (Stredwick, 2000).   



 

41 
 

2.7.3.2 Identify the Desired Employee Behaviour and Performance that will 
work Towards Achieving the Organisational Goals  
 

The rewards programme should clearly establish what goals should be attained and what 

performance or behaviour is needed for the attainment of these goals. This step is crucial 

because it will guide employee behaviour and give them a clear picture of what is required 

of them (Stredwick, 2000).  

“Target behaviours should be extrinsically motivated where compliance alone is sufficient” 

(Hansel et al., 2002). 

 

2.7.3.3 Determining of Important Measurements of the Performance or 
Behaviour and comparing them to the Group or Individuals Previous 
Performance   

 

Measuring performance will ensure that organisational goals are met. There should be a 

clear or quantifiable improvement before an award is given. Proof of this could be a 

decrease in defects, improved customer satisfaction and so on. 

 

2.7.3.4 Determining the Budget for the System and which Awards will be 
used 

 

Since the awards programme requires funds, it's important that organisations determine 

what percentage of their income will go towards the rewards system. It’s always best to 

link the rewards system to company income because if the company is not making money 

then they will be unable to offer rewards.  
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2.7.3.5 Programme to be Clearly Communicated to all Employees 
 

The programme must be explained to all employees so they know what is required of 

them. Employees should be also reminded about the programme requirements from time 

to time and changes should be communicated.  

 

“Communication and roll out should create a clear and common understanding of the 

reward contract such that there is no misunderstanding about what the reward is and 

what a person must do to get it” (Hansel et al, 2002) 

Some organisations provide group awards as a team building strategy.  

 

2.7.3.6 Fairness and Transparency  
 

In order to get employee buy-in, the steps in the structuring of the programme and 

awarding of the rewards should be fair and transparent. If employees perceive it otherwise 

it could lead to disengagement, decrease company morale and employee motivation and 

contribute to employee turnover (Chron, 2012).  

 

2.7.3.7 Evaluation 

The rewards system should be evaluated to determine if any progress to employee out 

was made so that any problems with the system can be amended (Chron, 2012). 
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2.8 PERFORMANCE APPRAISALS 
 

Performance appraisals have been described as “a formal documented system for the 

periodic review of an individual’s performance” (Wilson & Western 2000). The 

performance appraisal is between an employee and their supervisor/ manager where the 

employee's job performance for the previous year would be discussed and if there are 

any problems identified or areas which need additional development, an action plan is 

compiled in order to improve performance (Wilson & Western 2000).  The system is a 

management instrument for effecting organisational goals and driving organisational 

performance.  

 

Performance appraisals are an important system in an organisation's operations and 

employee development. Appraisals are a part of talent management and organisations 

are able to identify high performing employees who they can earmark for management or 

leadership positions. It’s vital that employees receive feedback on their performance so 

that they are able to identify areas where they need development, and it’s also important 

to acknowledge and reward those who are working efficiently and effectively (Gibbons & 

Kleiner 1994).  

 

There are those who feel that management make light of the process and fail to use its 

potential or they avoid it completely (Pettijohn, Parker, Pettijohn, & Kent, 2001). There 

are a few problems that have been identified with the performance appraisal system such 

as: management bias (Gibbons & Kleiner, 1994), ill-equipped managers and uncertainties 

of the aspects of the evaluation process (Pettijohn et al., 2001), to name a few. Caruth et 

al., 2008 states that even though there are issues with performance appraisals, 

abandoning the system all together would “inhibit an organisations ability to use 

performance evaluation as a valuable strategic performance management system”.    
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2.8.1 Purpose of Performance Appraisals  
 

There are various reasons for organisations implementing performance appraisals which 

can include: 

 

 They create better communication between employees and their supervisors/ 

managers through feedback 

 It assists in identifying skills, training and developmental gaps and a plan to 

address this is constructed leading to employee development  

 It’s a tool to identify high performing individuals for promotions, developing talent 

pools, succession planning and for leadership roles 

 It allows the organisation to reward employees on the basis of performance; most 

organisations just use the performance appraisal system for rewards instead of 

implementing a separate rewards system  

 The system is used as a tool to ensure that organisational goals are implemented  

(Edmonstone,1996) 

 

2.8.2 Essential Elements of a Performance Appraisal System  
 

2.8.2.1 Aims of System  
 
Management should firstly think carefully about what they hope to achieve through the 

performance appraisal system and how they will attain the desired results. All the 

technical aspects should be clarified. This step will determine if the system is effective or 

not, one of the reasons why performance management systems fail is because of poor 

planning prior to its inception (Caruth & Humphreys 2008).  
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2.8.2.2 Goal Alignment  
 

“Establishing goal alignment in organisational management systems is critical for 

increasing organisational performance” (Ayers, 2015). It is vital that the performance 

appraisal system is linked to the organizationional goals. The performance factors to be 

evaluated should be those that contribute to the organisational productivity, efficiency and 

effectiveness. Goal alignment will give the employee a better picture of how their work 

related activities supports the organisational strategic goals (Ayers, 2015).   

 

2.8.2.3 Formalization  
 

It is vital that an organisational performance appraisal system is formal. The organisation 

should have written instructions, procedures and policies in place on how it is to operate. 

Information regarding the system should be printed as a handbook for all employees, and 

rules and guidance should also be written down for those who will be responsible for 

appraising (Caruth & Humphreys 2008).  

 

2.8.2.4 Linked to Functions of the Job 
 

Caruth & Humphreys, (2008) state that when assigning performance factors that are to 

be evaluated, they should flow from the job being appraised and organisations should 

avoid personality characteristics as factors. One should be able to clearly distinguish if 

the chosen factor is either a successful or unsuccessful feature of the job (Caruth & 

Humphreys 2008).  

 

“The performance appraisal factors must be susceptible to standardize definition and 

uniform interpretation by all appraisers” (Caruth & Humphreys 2008). Standardization 

helps in ensuring that the system is fair and that the same jobs are rated the same and it 

improves the systems reliability for control purposes.   
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2.8.2.5 Standards and Measurements  
 

The system should assign minimum standards of the job that the employee has to 

achieve. The minimum standard would be regarded as the acceptable performance of the 

job. Any level under is unacceptable (Edmonstone, 1996).    

 

The next step would be for the organisation to select a method where the actual results 

will be measured.  

 

2.8.2.6 Validity and Reliability of the System 
 

The system should be tested for validity and reliability and the measures should be 

controllable. When tested, the system should be able to show that it measures what it 

invented to measure and it is able to give consistent results (Caruth & Humphreys 2008; 

Oreck, Owen, Baum, 2003). 

 

2.8.2.7 Trained Appraisers  
 

For the performance appraisal system to be effective, appraisers should receive thorough 

training. The process of training supervisors as well as management in the performance 

appraisal system will ensure that the system is embedded within the organisation as an 

important strategic tool (Caruth & Humphreys 2008).  

 

2.8.2.8 Award Expectancy 
 
The expectancy theory states that connecting performance with awards acts as a 

motivational tool. “Employees should be able to see a link between their actions and 

activities and the result of their performance as it relate to awards. Awards should also 

be linked to future behavior” (Ayers, 2015). The size of the award that the employee will 

receive should be in proportion with to their performance and how much of a contribution 

they made towards the attainment of the organisational goals (Ayers, 2015). 
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2.8.2.9 Feedback  
 
The most important aspect of a performance appraisal system is providing the employee 

with feedback regarding their performance. Some studies have shown that there is a 

correlation between “performance appraisals feedback and increased productivity, 

enhanced employee motivation and self-development” (Ayers, 2015). Performance 

should not be given only at the end of the financial year but on a regular basis so that if a 

problem has been identified, the employee can adjust their work performance in order to 

meet the required standards. During the feedback process the supervisor/ manager can 

work together with the employee to find training and development initiatives to correct 

unsatisfactory performance.  

 

2.8.3 How Performance Appraisals Assist in Retaining Key Talent   
 
A performance appraisal system is very important in retaining key talent for the following 

reasons: 

 

 The system will have different standards for work performance so key talent will 

know what is expected of them and what they are working towards and they are 

able to set personal goals  

 The rewards that they will receive are a motivator to work hard and they also 

contribute to employee engagement, employee commitment and retention 
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2.8.4 KZN Department of Arts & Culture Policies  

2.8.4.1 Employee Performance Management and Development System 
(EPMDS), (2010) 

 

One of the main problems identified with the EPMDS system is that there is no 

standardization in job description and Key Performance Indicators (KPIs) so the same job 

could have a different job description and requirements, this all depends on the individual. 

Employees should not be compiling their own job description or KPI’s because one 

individual could set their KPI’s below the requirements of the job. This will create 

inequalities. This also creates confusion as to what is expected from the position and the 

employee since each person has their own definition and interpretation of this.   

 

The EPMDS system makes allowance for personality characteristics as part of its KPI’s 

and according to (Caruth & Humphreys 2008) this is incorrect because there is no fair 

way in which this can be measured from employee to employee. 

 

There are some who feel that this system is not properly implemented because it’s largely 

based on the view of the supervisor or manager. 

 

The policy itself is geared towards talent management but a few aspects of it should be 

amended and there should be more management buy-in to ensure that it’s implemented 

properly and yields the desired results. 

2.9 CONCLUSION 
 

From the talent management activities highlighted in this chapter, it is evident that there 

are various benefits for organisations that implement talent management practices and 

for their employees. It can be seen that most of these practices overlap. Most of the 

benefits that are derived from their use such as employee motivation, engagement, 

retention, attraction and increase performance overlap. The most important aspect in all 

of that is that they must be aligned with the organisational goals in order to be truly 

effective.  
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CHAPTER 3: RESEARCH METHODOLOGY 
 

3.1 INTRODUCTION  
 

In this Chapter the research methodology is presented. The main focus will be on the 

methodology used to conduct this study.  

 

A questionnaire was developed based on the subjects covered in the literature review, 

such as talent planning, employee engagement, career development, rewards and 

recognition and performance appraisal in order to conduct an empirical investigation.    

 

Generally, the research methodology is an outline for the collection of data or other 

material. The general aim of research is to determine the truth of a matter. “The aim of 

research is either to predict, describe or explain an experience or fact and add to the body 

of knowledge held concerning that fact or belief”, (Chikumbi, 2011).  

 

3.2 PURPOSE OF STUDY  
 

The purposes of the study must explain the final deductions that the study expects to 

reach. A research study can either be exploratory, descriptive or casual, this all depends 

on what information is available on the subject being studied (Kordedpsych, 2012). 
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3.2.1 Exploratory Study 
 

This is a study where there is not much information available about the subject being 

studied and there is no research previously conducted on that problem or similar 

problems. It is imperative to try and understand the problem or the subject matter by 

conducting preliminary work. An exploratory study uses secondary research as well as a 

qualitative method to gathering data (Walliman, 2005).  

 

This study is exploratory in nature because it’s the first talent management study done at 

the Department of Arts and Culture. There is not much literature available on talent 

management in the public sector.  

 

3.2.2 Descriptive Study 
 

“Descriptive studies are often designed to collect data that describe the characteristics of 

persons, events or situations” (Sekaran & Bougie, 2014). This type of study does not offer 

solutions on how/when/why the characteristics occurred. This study can use either 

quantitative or qualitative methods for collecting data.  

 

3.2.3 Casual Study  
 

The study examines if one variable has an effect on another variable. 

  

http://www.businessdictionary.com/definition/variable.html
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3.3 SOURCES OF DATA 
 

3.3.1 Primary Data 
 

This is data that is collected from a first-hand experience on certain variables for the study, 

collected by the researcher for their own purpose and does not exist independent of the 

research process (O’Leary, 2014). This can be done by administering questionnaires, 

interviews, focus groups etc.  

  

Using primary data is a method that most researches choose since it has various benefits. 

A researcher can collect information that is specific to their study and from this the 

researcher can interpret the data the way they would like, the data will be new and current 

and the researcher does not have to worry about whether the data was altered to suit a 

specific purpose (O’Leary, 2014).  

 

The disadvantage of using primary data is that it’s expensive and time consuming. 

Sometimes the responses for data collection methods such as mail questionnaires are 

very poor with Sekaran and Bougie, (2014) being quoted as saying that a 30% rate is 

considered acceptable.  

 

3.3.2 Secondary Data 
 

Secondary data is the data that have been collected by someone else than the user.  

 

The advantage of using secondary data is that it is cheap to acquire, the researcher has 

a wide variety of sources to choose from, and with the invention of the internet and other 

technology secondary data is more accessible and it is faster for researchers to search 

and obtain the data that they require. The researcher is also able to obtain up to date 
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information and current studies. The use of secondary data will allow the researcher to 

compare different ideas (Walliman, 2005).   

 

The disadvantage of using secondary data is that it becomes difficult to find data that is 

appropriate because there are so many sources of data available, but most fail to answer 

the objectives of the study. The data can also be very old which makes it inappropriate. 

Another problem is that there is a lack of control over the quality of the data. Data may 

also be incorrect or biased (Walliman, 2005).  

 

3.4 RESEARCH DESIGN  
 

The research design is described as being “the blueprint for the collection, measurement 

and analysis of data, based on the research questions of the study'' (Sekaran & Bougie, 

2014). The research design assists the researcher in planning and applying the study in 

such a way that will assist in gathering the intended results, which increases the 

probabilities of finding information related to the real state of affairs.  

 

This study uses a descriptive, quantitative design to ascertain, examine and describe 

factors that affect talent management in the KZN Department of Arts and Culture. Data 

was collected through the administration of the questionnaire that was completed by the 

employees from KZN Department of Arts and Culture.  

 

3.5 RESEARCH APPROACH/METHODOLOGY  
 

The research methodology centers on the research process and the type of processes 

and tools that was used. This was categorized by sampling and data collection which 

gave the study or research project a distinctive character. Selecting the correct tool to use 
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is very important because it determines the study's reliability and accuracy of the collected 

data where findings are prepared.  

 

3.5.1 Types of Research Approaches 
 

 There are four main research approaches that can be used, which are: 

 Quantitative 

 Qualitative  

 Mixed Methods (Pragmatic) 

 Advocacy/Participatory  

 

3.5.1.1 Quantitative Research  
 

It is a prescribed, impartial, systematic method in which numerical data is used to get 

information from a subgroup of a population to generalise the findings to the population 

that is being studied (Maree, 2010). Once the data is changed into numerical form, 

statistical calculations are made and from that conclusions are drawn. This type of data 

tests objective theories through the examining of the correlation among variables, to 

determine the origin and outcome interactions between variables, and to define variables 

(Sage Publishing, 2010; New Age Publishers, 2009).  

 

3.5.1.2 Qualitative Research  
 

This is mainly investigative research. It is used to get an understanding of underlying 

motives, perceptions, thoughts, and motivations in an attempt to approximate their 

construction of the problem or assists to grow ideas or hypotheses for possible 

quantitative research. Qualitative research is mainly used in cases where the specifics of 

the study have to be sought but there are no statistical/mathematical measures except 



 

54 
 

for the use of words, imageries to discover meaning (Maree, 2010; New Age Publishers, 

2009). 

 

3.5.1.3 Mixed Methods  
 

This is a combination of both qualitative and quantitative data. The reason for the use of 

this method is that some researchers feel that the combination of qualitative and 

quantitative methods will offer a more comprehensive understanding of the research 

problem than when either method is used alone (Alzheimer Europe, 2009). 

 

The use of mixed methods for data collection will allow the researcher to do data 

triangulation. This is where data from two or more sources is authenticated through cross 

verification. This method also allows the researcher to capture diverse dimensions of the 

same event. There are various methods that one can use in triangulation, for example: 

data triangulation, theory triangulation, investigator triangulation, environmental 

triangulation and methodological triangulation where all have dissimilar uses to examine 

the validity and discern the various opinions about the event (Alzheimer Europe, 2009).  

 

Denzin, (2012) lists the following as reasons for using triangulation: 

 

 The outputs of dissimilar instruments bring value to one another by 
explaining  different characteristics of an event 

 Where one set of possibilities confirms a hypothesis generated by another set of 
possibilities 

 Where one set of possibilities makes clear unforeseen findings resulting from 
another set of possibilities 

 Where one set of possibilities refutes a hypothesis produced by another set of 
possibilities. 
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3.5.1.4 Advocacy/Participatory 
 

This form of research focuses on the needs or condition of people from marginalized or 

susceptible groups. This type of research usually has a political agenda and it tries to 

bring reform which can be a positive change to the lives of the respondents/participants 

(Alzheimer Europe, 2009).  

 

This study used quantitative research where data was collected by using a questionnaire 

which was sent electronically through the KZN Department of Arts and Culture's internal 

global mailing address to all prospective participants. Quantitative research was 

seleceted for the study because the respondents are geographically dispersed and there 

are many employees in the Arts and Culture global mailing list. A questionnaire is the 

most appropriate research tool chosen to collect data from the respondents. The data is 

analysed quantitatively. The respondents were be able to complete the questionnaire at 

their own pace (Sekaran & Bougie, 2014). 

 

3.6 RESEARCH INSTRUMENT 
 

The research instrument is the device that is used for measuring the data. Instruments 

can either be subject-completed or researcher-completed. The difference between the 

two is that subject-completed are completed by respondents/participants and re-searcher 

completed are completed by the researcher.  

 

The research instrument which was used is a structured electronic questionnaire 

consisting of close-ended questions which were organised into five sections. This 

research instrument was selected because the study uses a random sampling technique; 

therefore, all employees with e-mail access and who are listed on the global mailing list 

received the questionnaire. Although the employees are geographically dispersed, this 
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method can be administered with ease. The use of an electronic e-mail based 

questionnaire is beneficial in that it is cost effective to administer and ensures quicker 

response times and rates.   

 

Electronic questionnaires improve the validity and reliability of the study because a 

respondent can only answer once ( this is how the questionnaire has been set up in 

Questionpro, the programme does not allow for more than one response) and the 

computer does not allow for more than one response from each respondent; it improves 

data quality since there are prompts alerting the respondent if they have missed a 

question or an answer is incomplete in most cases; there is less error in the processing 

of the data because human error is eliminated in data input and the researcher will be 

able to make changes to the questionnaire to “resolve unforeseen problems or to 

incorporate preliminary results or new developments” (Gelder, Bretveld & Roeleveld, 

2010). 

 

3.7 QUESTIONNAIRE DESIGN  

 

A questionnaire is an instrument used in research which consists of research questions 

which are used to collect data. It is crucial that questionnaires be designed properly in 

order to achieve their desired purpose.  

 

The questionnaire for this study is divided in four sections, Section, A, D, C and D.  

 

Section A seeks to gather biological information about the respondents.  

 

Sections B and C uses the Likert scale where section B focuses on talent planning and 

section C is based on talent management practices. The Likert scale used is a five point 
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scale where the respondents can choose from either strongly disagree, disagree, don’t 

know, strongly agree or agree.  

 

The questions in section B is for management only because they involve talent planning 

which is a strategic practice involving management. It was also vital to have a line of 

questioning directed at management because one of the problems highlighted is the 

failure of management in the public sector, as there seems to be little management 

commitment and managers are not familiar with talent management practices. With the 

line of questioning one would be able to determine if this is the case in the KZN 

Department of Arts and Culture.  

 

Section D is a combination of the ordinal scale and Likert scale where respondents 

provide an indication about how they feel in their positions.  

 

The Likert scale in Section D consists of a four point scale where respondents can choose 

from either very good, good, fair or poor.  

In order to access the employees, permission to conduct the study was requested from 

the Head of Department. A memo was rafted, requesting permission to send out the 

questionnaire to the employees of the KZN Department of Arts and Culture.  

 

3.7.1 The Steps That Were Followed in Creating the Questionnaire: 
 

 Determine the purpose of the study or what the study aims to achieve 

 Determine what is being measured  

 Select a data collection method  

 Select a measurement scale/scoring  



 

58 
 

 Writing of the questions 

 Pilot test the questions and revise them if necessary  

 Administer the questionnaire (Chikumbi, 2011) 

 

3.7.2 The Questionnaire Structure 
 

 Plain language should be used that the respondents will understand  

 Questions should be kept short 

 Avoid double questions  

 Start questionnaire with non-threatening questions 

 Questions should not be worded in a leading way  

 Ensure that the questions match the measurement tool selected, and answer 

groups are precise 

 Questions should be arranged in a logical order 

 The researcher should be consistent in how they ask questions  

 Instructions of the questionnaire should be clear and concise (Maree, 2010) 
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3.8 RESEARCH RELIABILITY AND VALIDITY  
 

3.8.1 Research Reliability  
 

Research Reliability is described as “The extent to which results are consistent over time 

and an accurate representation of the total population under study is referred to as 

reliability and if the results of a study can be reproduced under similar methodology, then 

the research instrument is considered reliable” (Golafshani, 2003). 

 

The results of the study are reliable because responses were received electronically and 

the Questionpro programme calculated the statistics and it is not possible to alter results 

since they are generated by the computer. The results are a fair representation of the 

total population, the response rate being 57%, having received 170 responses from 300 

questionnaires that were sent out.  

 

3.8.2 Research Validity 
 

“Validity determines whether the research truly measures that which is intended to 

measure or how truthful the research results are” (Golafshani, 2003). 

 

3.9 SAMPLING PROCEDURES 
 

In sampling, a unit is selected from the total population so that the researcher is able to 

study the particular sample. They type of methodology utilized to select the sampling 

technique used in the study depends on the type of analysis performed. The following 

sampling methods can be used: observational sampling, simple random sampling, 

http://www.investopedia.com/video/play/simple-random-sample/
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systematic sampling, cluster sampling, simple stratified sampling and proportional 

stratified sampling (Walliman, 2005).  

 

The target population for the study were employees of the KZN Department of Arts and 

Culture who have e-mail access and are listed on the global e-mail list. A total of 150 

responses were deemed to be sufficient for this study, since the entire ''population'' of 

officials with access to e-mail is 300. This number excludes staff members who are not 

on the Arts and Culture global address list, for example those employees at Library 

Services who use the plho.kzntl e-mail address.   

 

The sampling technique for this population was random sampling:  a subcategory of a 

population where each member of the subcategory has an equal chance of being 

selected. This sampling technique is supposed to be an unbiased representation of the 

population (Sekaran & Bougie, 2014). 

 

3.10 ADMINISTERING THE QUESTIONNAIRE  
 

The questionnaire was created on questionpro and was sent to the 300 respondents from 

the Arts and Cultures global mailing list. The website allows the researcher to send 

reminders to the respondents and response data from the questionnaire is collected and 

stored by the website.  

 

Not all the respondents received the questionnaire which meant that the researcher had 

to resend it to a few employees, but it was difficult to check as respondents were 

geographically dispersed.  

 

http://www.investopedia.com/terms/s/systematic-sampling.asp
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Of all the survey invitations that were sent out, 170 employees responded and answered 

the questionnaire.  

 

3.11 DATA CODING  
 

The data for this study was processed and the results were generated on SPSS 

(Statistical Package for Social Sciences). A Statistician from UKZN assisted with the 

SPSS statistical analysis of the results.  

 

3.12 ETHICAL ISSUES  
 

Research ethics is especially interested in the study of ethical issues that come about 

when humans are involved as participants in research. There are three main objectives 

in research ethics. “The first is to protect human participants. The second objective is to 

ensure that research is conducted in a way that serves interests of individuals, groups 

and/or society as a whole. The third objective is to examine specific research activities 

and projects for their ethical soundness, looking at issues such as the management of 

risk, protection of confidentiality and the process of informed consent” (Research Ethics, 

2013). 

 

3.12.1 Risk 
 

No respondents were harmed during the research.  

 

3.12.2 Confidentiality  
 

There were some respondents who were weary of filling in the questionnaire because 

they feared that it would affect their employment relationship. The respondents were 
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reassured that the survey was confidential and no names would be needed and that 

responses automatically go to the questionpro programme for statistical analysis.  

 

3.12.3 Informed Consent  
 

An e-mail was circulated to the employees at Department of Arts and Culture informing 

them of the study and what it was about. Those who wanted to participate could do so by 

selecting the link that would take them to the actual questionnaire.  

 

There was also an introduction on the actual questionnaire with additional information 

including the supervisor details. Since voluntary participation is very important, at the 

beginning of the questionnaire, the respondents had to click that they consent to 

answering the questionnaire before they could proceed.  

 

3.13 CONCLUSION  
 

The research methodology that was used for this study is explained in this chapter. The 

biographical and educational information of the respondents was discussed. Chapter 3 

focused on research design and questionnaire design. 

 

Biographical information from Section A of the questionnaire was analyzed and shown 

using charts and tables.  
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CHAPTER 4: ANALYSIS OF RESULTS 
 

4.1. INTRODUCTION  
 

This chapter presents the data collected from the respondents through scientific figures 

and tables. This is accompanied by a discussion of the research findings. The first section 

of the chapter gives a brief description of the respondents and their work level and 

academic qualifications. It then goes on to group the data as per the talent management 

activities as discussed in the literature review and in the questionnaire.  

 

The questionnaire was loaded on Questionpro and the Questionpro programme did the 

initial analysis of the data. There were 170 respondents who answered the questionnaire 

from beginning to end but Questionpro also includes responses of those who started the 

questionnaire but did not finish and those who skipped some questions which is why on 

some questions are more or less than 170 respondents who answered from beginning to 

end.  

 

4.2. DESCRIPTION OF RESPONDENTS  

 
Figure 4.1 – Responses to Gender   

40.84%

59.16%

Gender 

Male

Female
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Table 4.1 – Responses to Gender  

 

There were 59.16% female and 40.84% male respondents as seen in Figure 4.1 and 

Table 4.1 

 

 
Figure 4.2 – Responses to Number of Years you have worked at the Department of Arts 
and Culture  

  

20.94%

16.75%

21.47%

27.23%

13.61%

Number of years you have worked at the 
Department of Arts and Culture

Less than 1

1-2

3-5

6-10

Over 10

What is you gender? Number of  responses Percentage  

Male 78 40.84% 

Female 113 59.16% 

Total 191 100% 
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Table 4.2 – Responses to Number of Years you have worked at the Department of Arts 
and Culture  

Number of years you have worked 
at the Department of Arts and 
Culture? 

Number of responses Percentage  

Less than 1 40 20.94 

1-2 32 16.75 

3-5 41 21.47 

6-10 52 27.23 

Over 10 25 13.61 

Total 190 100 

 

Figure 4.2 and Table 4.2 indicates the percentage of respondents according to the 

number of years that they have worked for the Department of Arts and Culture. The 

highest percentage, 27.23%, of the respondents have worked for the Department 

between 6-10 years. The next highest group 21.47% has worked for the Department 

between 3-5 years. 20. 94% of the respondents have worked for less than a year at the 

Department, 16.75% have worked between 1-2 years and the smallest group 13.61% 

have worked for over 10 years at the Department.   
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Figure 4.3 – responses to Number of Years you have worked in your Current Position  

 

Table 4.3 – Responses to Number of Years you have worked in your Current Position  

Number of years you have worked 
at your current position? 

Number of responses Percentage  

Less than 1 42 22.11 

1-2 38 20 

3-5 49 25.79 

6-10 45 23.68 

Over 10 16 8.42 

Total 190 100 

 

Figure 4.3 and Table 4.3 indicates the percentage of respondents according to the 

number of years they have worked in their current position in the Department of Arts and 

Culture. The highest percentage rating 25.79% belonged to the group who have worked 

between 3-5 years, 23.68% having worked between 6-10 years, 22.11 for less than a 

year, 20% for between 1-2 years and 8.42% for over 10 years.   

22.11%

20.00%

25.79%

23.68%

8.42%

Number of years you have worked in your 
current position 

Less than 1

1-2

3-5

6-10

Over 10
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Figure 4.4 - Responses to Job Status  
 

Table 4.4 – Responses to Job Status  

Job Status  Number of responses Percentage 

Level 2-6 63 32.98% 

Level 7-8 73 38.22% 

Level 9-10 28 14.66% 

Level 11-12 19 9.95% 

Level 13-16 8 4.19% 

Total 191 100 

 

Responses from all levels were received with level 7-8 (supervisory employees) was the 

highest with 38.22% of the responses, followed by level 2-6 (entry level employees) 

32.98, 14.66% from level 9-10 (assistant management), 9.95% level 11-12 (deputy 

management) and the lowest was senior management level 13-16 at 4.19% as indicated 

in Figure 4.4 and Table 4.4.   

32.98%

38.22%

14.66%

9.95%

4.19%

Job Status

Level 2-6

Level 7-8

Level 9-10

Level 11-12

Level 13-16
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Figure 4.5 – Responses to Highest Qualification  

 

Table 4.5 – Responses to Highest Qualification  

Highest Qualification Number of responses Percentage  

Matric 18 9.28% 

Diploma 70 36.08% 

Degree 56 28.87% 

Post-Grad Diploma 12 6.19% 

Honours 25 12.89% 

Masters  10 5.15% 

PhD 3 1.55% 

Total 194 100 

  

9.28%

36.08%

28.87%

6.19%

12.89%

5.15%

1.55%

Highest qualification 

Matric

Diploma

Degree

Post-Grad Diploma

Honours

Masters

PhD
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Most respondents of the study had some form of tertiary education with 36.08% 

possession a diploma followed by 28.87% with a degree, 12.89 with honours, 6.19 with a 

post grad diploma and 5.15 with masters degrees. Only 9.28% of the respondents did not 

have a tertiary qualification and possessed a matric certificated as can be seen in Figure 

4.5 and Table 4.5.  

 
Figure 4.6 – Responses to Current Studies  

 

Table 4.6 – Responses to Current Studies  

Current Studies Number of responses Percentage  

Diploma 13 7.6% 

Degree 19 11.11% 

Post-Grad 
Diploma 

8 4.68% 

Honours 19 11.11% 

Masters  18 10.53% 

PhD 3 1.75% 

None 91 53.22% 

Total 171 100 

7.60%

11.11%

4.68%

11.11%

10.53%

1.75%

53.22%

Current Studies

Diploma

Degree

Post-Grad Diploma

Honours

Masters

PhD

None
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Figure 4.6 and Table 4.6 depicts that just over half of the respondents are currently not 

studying 53.22%, while 11.11% are studying a degree, 11.11% honours, 10.53% masters, 

7.6% a diploma, 4.68% a post grad diploma and 1.75 a PhD.  

 

 
Figure 4.7- Responses to Are your Studies Being Paid for by the Department 

 

Table 4.7 – Responses to Are your Studies Being Paid for by the Department  

Are your studies being paid for by 
the Department? 

Number of responses Percentage  

Yes 19 10.5% 

No  99 54.7% 

Not Applicable 63 34.80% 

Total 181 100 

 

When asked if the Department pays for your studies, only 10.5% replied yes, 54.7% 

replied no while 34.80 felt that the question was not applicable to them as seen in Figure 

4.7 and Table 4.7.  

10.50%

54.69%

34.81%

Are your studies being paid for by the 
Department 

Yes

No

Not Applicable
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4.3. TALENT PLANNING STATISTICAL RESULTS  
 

 

In order to ascertain as to whether Talent Planning was appropriated effectively in the 

Department of Arts and Culture, Senior Managers whom by nature are responsible for 

identifying talent, were asked to assess  the Department’s ability in achieving their talent 

planning objectives. A rating scale ranging from 1 to 5 was used to assess senior 

management on 10 aspects of talent planning, totalling to a score of 50. The Descriptive 

Table below illustrates that the 6 Senior Management employees sampled gave the 

Department a mean score 25, 6 out of 50. This can be translated to a rating of 51%.  

Considering the significance talent or skill maintenance holds in the efficacy and 

functioning of an organization, this score is extremely low. 

 

Table 4.8 – Talent Planning Descriptive Statistics  

 

 N Minimum Maximum Mean Std. Deviation 

Talent planning 6 18.00 36.00 25.6667 6.77249 
Valid N (listwise) 6     
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Figure 4.8 – Mean Scores for Senior Management with Regard to the Departments 
Talent Planning  
 

Graph 8 above shows mean scores of managers (out of 5) with regards to aspects of 

Talent Planning. Emerging of critical concern are the two lowest rated items on the scale. 

Firstly the mean score of 2.29 (translating to a rating of 45%) for the item ‘The Department 

has a comprehensive talent strategy that addresses the future skills requirement in the 

Department’ and the mean score (translating to a rating of 50%) for the item ‘The 

Department has a policy in place to retain key talent. The graph also illustrate that Senior 

Managers feel that not enough effective career discussions are held with employees 

(score of 2.86 and rating of 57%) and that there is a lack of mentoring (mean of 2.83 and 

rating of 56%). Further an issue and which will possibly result to dire consequences for 

Variables  
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the Department is that Senior Managers feel that Department’s evaluation systems and 

processes to identify talent internally is weak giving that component a mean score of 2.86 

(translating to a rating of 57%). Therefore if the Department is to best improve its Talent 

Planning, Talent Identification and Skills Maintenance it is important according to Senior 

Managers to improve on the highlighted components. 

 

4.4. TALENT MANAGEMENT PRACTICES STATISTICAL RESULTS 
 
In order to measure Talent Management within the Department, Talent Management was 

broken down various components consistent with definitions of Talent Management. 

These constituted of Employee Engagement, Training and Development, Rewards and 

Recognition, Performance Appraisal and Career Growth and Development. Scales of 

various totals were developed to measure each and means (and score ratings were 

developed). 

 

4.4.1. Employee Engagement 
 
In order to measure satisfaction levels with regards to employee engagement, a scale 

constituting of 6 items (with a maximum score of 5) was developed. The overall total of 

the scale was 30. The below table shows how respondents rated the Department of Arts 

and Culture with respects to this component. The table shows that the 164 respondents 

sampled gave the Department a mean rating of 13.05 (translating to a rating of 43%). 

This suggests that employees at the KZN Department of Arts and Culture are not satisfied 

with employee engagement, a potential hindrance to Talent Management within the 

Department. 
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Table 4.9 – Descriptive Statistics Employee Engagement  

 N Minimum Maximum Mean Std. Deviation 

Employee Engagement 164 6.00 23.00 13.0305 3.22837 
Valid N (listwise) 164     

 

To probe further a One Way Anova test performed was between Job Status Level against 

Employee Management. The following output was obtained: 
 

Table 4.10 – TEST of Homogeneity of Variances Employee Engagement  

Levene 
Statistic df1 df2 Sig. 

.725 4 158 .576 

 

Levene’s test of homogeneity reported a sig value of 0.576 which is more than the alpha 

level of 0.05 indicating that the assumption of homogeneity of variances was not violated 

for this test. 

 

Table 4.11 – ANOVA Test Results Employee Engagement  

 Sum of Squares df Mean Square F Sig. 

Between Groups 94.259 4 23.565 2.344 .057 

Within Groups 1588.735 158 10.055   

Total 1682.994 162    

 

Sig= 0,057which is greater than our alpha level of 0.05. This indicates that there were no 
significant differences in the rating of employee engagements between respondents of 
different of job status. . The Means plot below supports this conclusion as it shows 
minimal variation in mean scores between the different employees. The range of mean is 
between 11 to 13.5.  
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Figure 4.9 – Mean of Employee Engagement  
 

4.4.2. Training and Development 
 

In order to measure the efficacy of the Department with regards to Training and 

Development as a component of Talent Management, a scale constituting of 3 items (with 

a maximum score of 5) was developed. The overall total of the scale was 15. The below 

table shows how respondents rated the Department of Arts and Culture with respects to 

this component. The table shows that the 164 respondents sampled gave the Department 

a mean rating of 8.17 (translating to a rating of 54%). This suggests that according to 

employees at the Department of Arts and Culture, Training and Development as a 

component of Talent Management could be better improved.   
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Table 4.12 – Descriptive Statistics Training & Development  

 N Minimum Maximum Mean Std. Deviation 

Training & Development 162 3.00 15.00 8.1728 2.16861 
Valid N (listwise) 162     

 

A deeper probe using One way Anova was done to asses as whether any differences 

occurred between respondents of different hierarchies in the Department.  The below 

output was obtained: 

 

 

Table 4.13 – Test of Homogeneity of Variances Training and Development  

Levene 
Statistic df1 df2 Sig. 

.414 4 156 .798 

 

Levene’s test of homogeneity reported a sig value of 0.798 which is more than our alpha 

level of 0.05 indicating that the assumption of homogeneity of variances was not violated 

for this test. 

 

Table 4.14 – ANOVA Test Training and Development  

 Sum of Squares df Mean Square F Sig. 

Between Groups 20.574 4 5.143 1.163 .329 

Within Groups 689.687 156 4.421   

Total 710.261 160    

 

Sig= 0,329 which is greater than our alpha level of 0.05. When comparing answers 

according to and individuals job status and salary level, there was no significant 

differences. There was no evident relationship between the answers and the job status 

or salary levels. The Means plot overleaf supports this conclusion as it shows minimal 

variation in mean scores between the different employees. The range of mean is between 

7.1 and 8.6.  
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Figure 4.10 – Mean of Training and Development  

 

 

  



 

78 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 4.11 – Responses to Before a Vacancy is Advertised, a Candidate is Sought 

Internally  

 

Table 4.15 - Responses to Before a Vacancy is Advertised, a Candidate is Sought 

Internally  

Before a vacancy is advertised, a 
candidate is sought internally    

Number of responses Percentage  

Strongly Disagree 57 34.13% 

Disagree 59 35.33% 

Don’t know 41 24.55% 

Strongly Agree 0 0% 

Agree 10 5.99% 

Total 67 100 
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35.33%

24.55%

0.00%

5.99%

Before a vacancy is advertised, a candidate is 
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Strongly disagree

disagree

Don’t know

Strongly agree

agree
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34.13% of respondents disagreed to that a candidate is sought internally before a 

vacancy is advertised, while 34.13% strongly disagreed, 24.55% did not know and a very 

low 5.99% agreed to this statement.  

 

4.4.3. Rewards and Recognition 
 

In order to measure the efficacy of the Department with regards to Rewards and 

Recognition, a scale constituting of 3 items (with a maximum score of 5) was developed. 

The overall total of the scale was 15. The below table shows how respondents rated the 

Department of Arts and Culture with respects to this component. The table shows that the 

165 respondents sampled gave the Department a mean rating of 8.86 (translating to a 

rating of 59%). This suggests that according to employees at the Department of Arts and 

Culture, Rewards and Recognition as a component of Talent Management could be better 

improved. This also crucial if the Department aims to retain their skilled employees and 

keeping them satisfied. 

 

Table 4.16 – Descriptive Statistics Rewards and Recognition  

 N Minimum Maximum Mean Std. Deviation 

Rewards & Recognition 165 3.00 15.00 8.8667 2.79270 
Valid N (listwise) 165     

 

For this Talent Management component, a One Way Anova to test as to whether 

significant differences between level of qualification and rewards and recognition existed. 

The following output was obtained: 

 

Table 4.17 – Test of Homogeneity of Variances Rewards & Recognition  

Levene 
Statistic df1 df2 Sig. 

.825 6 158 .552 
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Levene’s test of homogeneity reported a sig value of 0.552 which is more than our alpha 

level of 0.05 indicating that the assumption of homogeneity of variances was not violated 

for this test. 

 

Table 4.18 – ANOVA Test Results Rewards & Recognition  

 Sum of Squares df Mean Square F Sig. 

Between Groups 58.255 6 9.709 1.257 .281 
Within Groups 1220.812 158 7.727   

Total 1279.067 164    

 

Sig= 0,281 which is greater than our alpha level of 0.05. This indicates that there were no 

significant differences of the scoring between respondents with respects to their 

qualifications in terms of their assessment of the Department in its ability to foster rewards 

and recognition. From Talent Management this means that for the Department to improve 

in this component, it needs to uniformly and consistently focus on improving the 

dispensation of rewards and recognition across all employees.   

 

Table 4.19 – Descriptives Rewards & Recognition  

 N Mean Std. Deviation Std. Error 

95% Confidence Interval for Mean 

Minimum Maximum Lower Bound Upper Bound 

Matric 17 10.0000 2.31840 .56230 8.8080 11.1920 6.00 15.00 

Diploma 59 8.9661 2.93002 .38146 8.2025 9.7297 4.00 15.00 

Degree 46 8.7826 2.95833 .43618 7.9041 9.6611 3.00 15.00 

Post Grad Diploma 10 9.0000 1.82574 .57735 7.6939 10.3061 7.00 12.00 

Honors 24 8.6250 2.65088 .54111 7.5056 9.7444 4.00 15.00 

Masters 7 7.2857 2.87021 1.08484 4.6312 9.9402 3.00 11.00 

PHD 2 6.0000 1.41421 1.00000 -6.7062 18.7062 5.00 7.00 

Total 165 8.8667 2.79270 .21741 8.4374 9.2960 3.00 15.00 
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It is however important to note though that although the differences were not recorded to 

be statistically significant, the lowest score ratings came from the 2 highest qualified 

respondents (a mean of 6 and a rating of 40%). This should serve a dire warning for the 

Department. 

 

Figures 4.10 – Responses to I attend most of the Training Set Out in my Personal 

Development Plan (PDP – EPMDS)  

 

Table 4.20 – Responses to I Attend Most of the Training Set out in My Personal 
Development Plan (PDP – EPMDS)  

I attend most of the training set out 
in my Personal Development Plan 
(PDP-EPMDS)    

Number of responses Percentage  

Strongly Disagree 26 15.66% 

Disagree 74 45.18% 

Don’t know 3 1.81% 

Strongly Agree 8 4.82% 

Agree 54 32.53% 

Total 165 100 

14.21%

40.99%

1.81%

14.21%

29.52%

I attend most of the training set out in my 
Personal Development Plan (PDP-EPMDS)   

Strongly Disagree

Disagree

Don’t know

Strongly agree

agree
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Training and development is essential in talent management. The Departments Training 

and Development policy in lined with the performance appraisal policy EPMDS and it’s 

essential that gaps identified in the EPMDS are addressed. Its worrying to see that 

45.18% of the respondents disagreed that they attend training identified in the EPMDS, 

32.53% agreed that they attended most of the training, 15.66% strongly disagreed, while 

4.82% strongly agree and 1.8% don’t know. 

 

4.4.4. Performance Appraisal 
 

In order to measure the efficacy of the Department with regards to Performance and 

Appraisal, a scale constituting of 4 items (with the maximum score of 5) was developed. 

The overall total of the scale was 20. The below table shows how respondents rated the 

Department of Arts and Culture with respects to this component. The table shows that the 

166 respondents who answered the question, respondents gave the Department a mean 

rating of 10.37  (translating to a rating of 52%).  Once again, this suggests that according 

to employees at the Department of Arts and Culture, Performance and Appraisal as a 

component of Talent Management could be better improved. This also crucial if the 

Department aims to retain their skilled employees and keeping them satisfied. 

 

Table 4.21 – Descriptive Statistics Performance Appraisal  

 N Minimum Maximum Mean Std. Deviation 

Performance Appraisal 166 4.00 20.00 10.3735 3.18790 
Valid N (listwise) 166     

 

One way Anova was used to asses to whether significant differences occurred between 

employees of different hierarchal levels with regards to performance appraisal. The 

following output was obtained:  
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Table 4.22 – Test of Homogeneity of Variances Performance Appraisal  

Levene 
Statistic df1 df2 Sig. 

2.063 4 159 .088 

 

Levene’s test of homogeneity reported a sig value of 0.88 which is more than our alpha 

level of 0.05 indicating that the assumption of homogeneity of variances was not violated 

for this test. 

 

Table 4.23 – ANOVA Test Performance Appraisal  

 Sum of Squares df Mean Square F Sig. 

Between Groups 115.307 4 28.827 2.966 .021 

Within Groups 1545.571 159 9.721   

Total 1660.878 163    

 

The Anova output above reported, Sig= 0,021 which is lower than the alpha level of 0.05. 

This indicates that there were significant differences of the scoring between respondents 

with respects to their job status levels in terms of their assessment of the Department in 

its ability to foster an effective Performance Appraisal system. The Descriptive Table and 

the Means Plot below supports the conclusion. It shows a mean score of 8,0 (translating 

to a rating of 40% ) for Level of 13-16 employees, in contrast with level 2-6 employees 

who scored a mean rating of 11.09 (translating to a rating of 55%). Although there is a 

discrepancy or skewness in numbers between Level 13-16 and the rest of the employees, 

Level 13-16 ratings should not be at all taken lightly and should serve as warning that not 

improving Performance Appraisal could result to the ‘abandonment of the ship’ by the 

Departments senior management.  
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Table 4.24 – Descriptives Performance Appraisal  

 N Mean Std. Deviation Std. Error 

95% Confidence Interval for Mean 

Minimum Maximum Lower Bound Upper Bound 

Level 2-6 52 11.0962 3.73778 .51834 10.0556 12.1368 5.00 20.00 

Level 7-8 62 10.4839 2.65961 .33777 9.8085 11.1593 4.00 17.00 

Level 9-10 26 10.1923 3.42951 .67258 8.8071 11.5775 6.00 20.00 

Level 11-12 17 8.7059 1.79460 .43525 7.7832 9.6286 6.00 11.00 

Level 13-16 7 8.0000 3.05505 1.15470 5.1745 10.8255 5.00 13.00 

Total 164 10.3415 3.19209 .24926 9.8493 10.8337 4.00 20.00 

         

 

 
        

 

Figure 4.13 – Mean of Performance Appraisal   



 

85 
 

4.4.5. Career Development  
 

In order to measure the efficacy of the Department with regards to Career Growth and 

Development, a scale constituting of 6 items (with the maximum score of 5) was 

developed. The overall total of the scale was 30. The below table shows how respondents 

rated the Department of Arts and Culture with respects to this component. The table 

shows that the respondents who answered the question, respondents gave the 

Department a mean rating of 16.6 (translating to a rating of 55%).  Once again, this 

suggests that according to employees at the Department of Arts and Culture, Career 

Growth and Development as a component of Talent Management could be better 

improved. This also crucial if the Department aims to retain their suitably qualified 

employees. 

 

Table 4.25 – Descriptive Statistics Career Growth & Development  

 N Minimum Maximum Mean Std. Deviation 

Career Growth & Development 161 9.00 30.00 16.6646 3.52658 
Valid N (listwise) 161     

 

To probe as to whether differences in ratings occurred between employees of different 

qualification levels, a One way Anova Test was run. The following results were obtained. 

 

Table 4.26 – Test of Homogeneity of Variances Career Growth and Development  

Levene 
Statistic df1 df2 Sig. 

1.106 6 154 .361 

 

Levene’s test of homogeneity reported a sig value of 0.361 which is more than our alpha 

level of 0.05 indicating that the assumption of homogeneity of variances was not violated 

for this test.  
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Table 4.27 – ANOVA Test Career Growth & Development  

 Sum of Squares df Mean Square F Sig. 

Between Groups 138.302 6 23.050 1.917 .081 

Within Groups 1851.587 154 12.023   

Total 1989.888 160    

 

The Anova output above reported a sig value of 0.081. This suggests that there were no 

significant differences between employees of different of qualification levels in terms of 

their assessment as to whether the Department facilitated career growth and 

development. Descriptive scores reported in the table below supports this thesis of a 

minimal difference. As proposed with other components of Talent Management, mean 

score highlighted in the data suggests that the Department needs to improve on this 

aspect. 

 
Table 4.28 – Descriptives Career Growth & Development  

 N Mean 

Std. 

Deviation 

Std. 

Error 

95% Confidence Interval for 

Mean 

Minimum Maximum Lower Bound Upper Bound 

Matric 17 18.5294 4.34623 1.05412 16.2948 20.7640 12.00 28.00 

Diploma 55 16.2545 3.37868 .45558 15.3412 17.1679 9.00 22.00 

Degree 46 16.1522 3.41869 .50406 15.1369 17.1674 11.00 30.00 

Post Grad 

Diploma 
11 17.3636 2.57964 .77779 15.6306 19.0967 13.00 23.00 

Honors 23 17.2609 3.62087 .75500 15.6951 18.8266 11.00 24.00 

Masters 7 17.0000 2.94392 1.11270 14.2773 19.7227 12.00 20.00 

PHD 2 12.0000 .00000 .00000 12.0000 12.0000 12.00 12.00 

Total 161 16.6646 3.52658 .27793 16.1157 17.2135 9.00 30.00 
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4.5. FACTORS RELATING WORK ENVIRONMENT STATISTICAL RESULTS 
 

Factors relating to work environment are critical when it comes to Talent Management. In 

order to measure the Department’s efficacy in creating an environment that creates 

stimulating work, opportunities for progression and rewarding pay and benefits, a scale 

constituting of items was developed (with a maximum attainable score being 4). The 

following Descriptive Table and Figure reports the findings: 

 

Table 4.29 – Descriptive Statistics Factors Relating to Work Environment  

 N Minimum Maximum Mean Std. Deviation 

Pay and Benefits 169 1.00 4.00 2.2012 .79117 

Stimulating Work 165 1.00 4.00 2.2970 .79037 

Feeling of accomplishment 166 1.00 4.00 2.3675 .84776 

Opportunities for 

Progression 
168 1.00 4.00 1.9226 .96649 

Manageable Workload 165 1.00 4.00 2.3515 .86818 

Effective Managent 166 1.00 4.00 2.2530 .84342 

Finance Assistance in 

furthering studies 
163 1.00 4.00 1.9202 .88179 

Valid N (listwise) 157     
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Figure 4.14 - Mean Scores for Factors Relating to Work Environment  
 

Mean rating of Factors above illustrates that respondents in terms of the satisfaction 

levels with current position in the Department are generally fair and that the Department 

could further improve on these components to better enhance Talent Management.  

Lowest rated are opportunities for Progression (mean score of 1.920 and a rating of 47%) 

and Finance Assistance in furthering studies (mean score of 1.920 and a rating of 47%). 

This suggests that within Department organisational culture, respondents feel that the 

Department does not do enough to enhance or further career progression and does not 

provide benefits or invests adequately in further capacitating the skill base of its 

employees. This therefore becomes a good recipe for a ‘Brain Drain or Exodus’ between 

government employees whom most likely seek integration into structures that will further 

their career progression and growth.  

Variables  
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4.6. EMPLOYEES PERCEPTIONS ON CURRENT POSITIONS STATISTICAL RESULTS 
 

Table 4.30 – Alignment of Position to Qualification and Experience  

Thinking of your current job, which of 
the statements below applies to you?  

Number of responses Percentage  

My current position is aligned to my 
academic qualifications  

28 16.87% 

My current position is aligned to my work 
experience 

29 17.47% 

My current position is aligned to both my 
qualification and work experience  

76 45.78% 

None of the above 33 19.88% 

Total 166 100 

 

The highest percentage 45.78%, stated that their current position is aligned to both their 

qualification and work experience as shown in Table 4.30. 19.88% of the respondents felt 

that their current position was neither aligned to their academic qualification or work 

experience, while 17.47% is aligned to just their work experience and 16.87% to just the 

academic qualification.  
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4.31 – Description of Current work Commitment  

Which of the statements below describes 
your current work situation?  

Number of responses Percentage  

I plan on staying in my current job for the 
long term 

19 11.38% 

I am planning to stay in my current job for 
the short term 

24 14.37% 

I am thinking about moving jobs 32 19.16% 

I am actively applying for jobs 74 44.31% 

None of the above 18 10.78% 

Total 167 100 

 

In total 44.31%, of respondents are actively looking for other employment followed by 

19.16% who are thinking about moving jobs. Some 14.37% of the respondents plan on 

staying in their current positions in the short term while 11.38% plan on staying in the long 

term. Some respondents, 10.78%, feel none of the statements describe their current work 

situation.  
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CHAPTER 5: INTERPRETATION OF DATA 
 

5.1 INTRODUCTION 
 

Chapter 5 presents, interpret and summarizes the findings from the study as discussed 

in Chapter 4. The data will be interpreted in relation to the research problem /questions 

that were discussed in Chapter 1 with the aim to answer the research problem/questions. 

 

According to Chikumbi, 2011 when interpreting data, a mean score under 3.0 on a five 

point scale is regarded as a low score.  

 

5.2 LIMITATIONS AND PROBLEMS ENCOUNTERED 
 

The responses for the study were low initially and the questionnaire was initially going to 

be up for a week but because of the slow responses, the time was extended to two weeks. 

 

There are 32 employees in Senior Management positions at the Department of Arts and 

Culture KZN but only 6 were able to start and complete the questionnaire which is very 

disappointing because in order for talent management to be successfully implemented it 

needs the buy-in of senior management. Talent management is a strategic tool which has 

be aligned to the Departments goals and strategies set by top management. The 

researcher would have liked to have more senior management input for this study.  
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5.3 MAIN RESEARCH QUESTION 
 

The main research question for the study is: 

 

What policies and activities are in place at KZN Department of Arts and Culture to 
foster and support talent management? 

 

5.4 RESEARCH OBJECTIVES  
 

5.4.1 Research Objective 1 
 

Determine what policies or practices at KZN Arts and Culture are in place that 
foster/hinder talent management 
 

From the paper written by Barkhuizen, (2014) it can be seen that there is still much to be 

done by the South African public sector when it comes to talent management. The public 

sector is plagued by workforce and operational problems that cannot be solved by 

traditional HR policies and activities.  

 

The item on retention policy scored low in the talent planning section for senior 

management with a mean of 2.57. The Department does have a retention policy which 

outlines possible strategies that the Department can used to retain employees. The policy 

is very bare and the strategies that the Department is currently implementing are weak 

which consist of: Effective recruitment, EPMDS, granting of bursaries, Employment 

Equity, exit interviews and employee wellness initiatives. The Department does not offer 

financial incentives, flexi-time, job rotation, promotions but to name a few which are more 

innovative solutions to employee retention. This policy doesn’t foster or hinder talent 

management but if it had been structured correctly and had been more innovative in its 
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approach it would have fostered talent management. A retention policy is very important 

in markets where the workforce is constantly changing jobs. 

 

One of the lowest scored items in the study with a mean of 1.92 was financial assistance 

in furthering studies. The majority of respondents felt that the Department was not doing 

enough in this item. There are currently 80 or 46.78% respondents who are studying but 

the Department only sponsors 19 or 10.5% as seen in Figure 4.7 and Table 4.7. The 

Department has a Bursary Management Policy and the mere fact that the Department 

does offer some form of financial assistance in furthering studies is a benefit to 

employees. The problem that exists is that there are not enough funds assigned to 

bursaries because if you look at Figure 4.7 and Table 4.7 the percentage of students 

whose studies are being paid for by the Department is low and quite disappointing 

especially since government is knowledge and labour intensive. Clause 9.4(e) of the 

Policy states that “Preference must be given to employees pursuing first degrees or 

diplomas or a base qualification relating to their work. The order of priority is the National 

Senior Certificate, First Diploma or Degree, Post Graduate certificate/diploma or honours 

or B-Tech, Masters and Doctoral Degrees”. This clause is a hindrance to talent 

management because top performing individuals in possession of a tertiary qualification 

might be reluctant to join the Department knowing that the awarding of bursaries is not 

done in an equitable manner and because of budget constraints a person might wait years 

to get a bursary. Employees within the Department might get poached by organisations 

offering bursaries in an equitable manner based on merit. Learning and development are 

motivators for employee retention.   

 

The Training and Development Policy aligned with the Departments EPMDS (2010) 

policy. The gaps and needs identified in the performance appraisals (EPMDS) will be 

filled through training and development as outlined in the Training and Development 

Policy.  This policy fosters talent management. A problem identified is that respondents 

feel that they do not attend most of the training outlined in their Personal Development 

Plan (PDP) as part of the EPMDS.  
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The highest percentage of respondents fall within the strongly disagree and disagree 

band with 15.66% strongly disagreeing and followed by 45.18% disagreeing as seen in 

Figure 4.10 and Table 4.20.   

 

KZN Arts and Culture Recruitment and Selection Policy (1999) – This policy as it stands 

is not strategic in nature and generally deals with HR recruitment and selection. It sets 

out the different steps in the recruitment and selection process. A very important aspect 

of career development is recruiting internally before a vacancy is advertised. Most of the 

respondents as per Figure 4.11 and Table 4.15 attest to the fact that candidates are not 

sought internally before the vacancy is advertised. Opportunity for progression was rated 

very low with a mean of 1.923 as per Figure 4.14. This is one of the main reasons for 

employee turnaround. It hinders career development and is demoralizing especially in 

cases where a person is acting in the position for months and then an external recruit is 

appointed. This policy is a hindrance to talent management because it has the potential 

to do so much more. 

 

KZN Arts and Culture Employment Equity Policy (2002) – The Employment Equity policy 

is a hindrance to talent management because positions are filled according to factors 

such as race, gender or disability instead of merit.  In some cases positions are left vacant 

because there are no candidates who are eligible for the posts as per the employment 

equity requirements. In other cases positions would be filled with unsuitable candidates 

in order to meet the prescribed quotas which is detrimental to service delivery.  
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5.4.2 Research Objective 2 
 
Determine the role that management is playing to ensure that talent management 
practices are adopted  
 

Barkhuizen, (2014) states that there is also a lack of management commitment to talent 

management in the public sector. Talent management is crucial if an organisation is to 

remain competitive and attract, retain and develop high performing employees.  Talent 

management will not succeed with the buy-in to top management.  

 

The lowest scores in talent planning and which should be a cause for concern, were talent 

strategy (2.29 mean), succession planning (2.43 mean) and retention policy (2.57 mean). 

Senior management felt that Department did not have any policies or strategies in place 

to address the said items as seen in Figure 4.8.   

 

Items such as mentoring and coaching of employees, effective career discussions, the 

Departments internal talent evaluation process scored under a 3.0 mean which means 

that they received low ratings.  

 

From the above results it is clear that the Department has not done much in terms of 

talent management. The results show that the respondents feel that there are no policies 

or strategies in place dealing with talent management. Although there are no strategic 

and policy interventions, the respondents of the study were implementing a few talent 

management practices within their Chief Directorate/ Directorate by creating opportunities 

for their employees to participate in challenging experiences outside their work, they were 

nurturing the skills of top talent within their respective Chief Directorate/Directorate and 

they felt that talent management was incorporated in the Departments strategic plans. 

The above items scored above a mean of 3.0 and the responses for them are positive 

and fostering talent management as seen in Figure 4.8.    
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5.4.3 Research Objective 3 
 

Employee perception of talent management practices like employee engagement 
& satisfaction, training & development, mentoring and succession planning, 
rewards and recognition, room for advancement if any within Arts and Culture 
 

The employees perceptions of talent management components had low score ratings 

with employee engagement scoring 45%, training and development scoring 54%, rewards 

and recognition scoring 59%, performance appraisals scoring 52% and career growth and 

development scoring 55%. The percentage scores indicate that the employees at Arts 

and Culture KZN are not happy with the current state of things. This can also be seen in 

Table 33 where the majority of the respondents 44.31% state that they are actively looking 

for other employment while 19.16 are thinking about moving jobs and only 11.38% of the 

respondents are committed to staying with the Department for the long term while 14.37% 

intend on staying for a short term. More should be done to improve all the areas 

highlighted above.  

 

5.4.4 Determine if officials are the right fit for their positions  
 

When the respondents were asked if their current position was aligned to their academic 

qualification and their work experience, 45.78% agreed to this while 17.47% said that it 

was aligned to their work experience and 16.87% said to their academic qualification and 

19.88% said none of the above as seen in Table 4.30 These statistics seem very good at 

first glance.  
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Upon further investigation of the entry level positions and by cross tabulating the 

information on Questionpro from the questionnaires using the response on job status in 

Figure 4.4 and Table 4.4 and Figure 4.5 and Table 4.5 on highest qualification by 

comparing the respondent’s actual qualifications and the academic requirement for their 

positions, it was discovered that there are: 

 10 level 7-8, 1 level 9-10  employees with Post Graduate Diplomas 

  7 level 7-8, 10 level 9-10 employees with honours degrees 

 2 level 7-8, 1 level 9-10 employees with masters degrees  

 

The employees mentioned above are considered to be over an employee who can 

perform duties above their current position because of their educational 

qualification. The academic requirement for salary level 7-8 is normally a diploma 

and a few years’ experience. This is the supervisory level. Employees at level 9 -

10 are assistant manager and their minimum academic requirement for their 

position is a diploma and a few years’ experience, this group is also considered 

able to perform duties above their current position because of their qualifications. 

An important aspect of talent management is identifying talented people and each 

organisation has its own criteria for this. An academic qualification is a good 

barometer of separating B & C performers from A performers.  The focus of the 

study was identifying entry level employees who can be considered to be talented.  

 

Furthermore by cross tabulating the information in Figure 4.6 and Table 4.6 on 

Questionpro on current studies, the following employees are in the entry level 

positions but are pursuing qualifications above the requirements of their position: 

 2 employees at salary level 2-6 pursuing a post grad diploma 

 2 employees at salary level 7-8 persuading their post graduate diploma 

 6 employees at salary level 2-6 pursuing a honours degree 

 7 employees at salary level 7-8 pursuing their honours degree 

 9 employees at salary level 7-8 pursuing their masters degrees 
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 2 employees at salary level 7-8 pursuing their PhD’s 

 

5.5 CONCLUSION 
 

From the data analysis in chapter 4, one can see that various problems exist at the 

Department of Arts and Culture KZN with the existing HR policies and employee 

perceptions about the state of things, talent planning and management involvement in 

career development. At face value it seems that most people are the right fit for their 

positions but upon further investigation, it doesn’t seem right that an entry level employee 

is sitting with a masters degree, there is a miss match of some sort.  

 

Senior management have shown an interest in talent management by obtaining the 

highest mean in talent planning by indicating that they understand, are capable and willing 

to fulfill their roles in developing talent within the Department. Management buy in is 

crucial for the successful implementation of talent management within an organization.  

 

A general problem that exists in all public offices is that policies such as the Employment 

Equity Policy means that certain positions are appointed in terms of race, gender or 

disability lines. This results in positions, especially top positions being left unfilled due to 

the lack of qualified candidates for these positions or they are filled with unsuitable 

candidates which is a hindrance to service delivery.  
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CHAPTER 6: SUMMARY CONCLUSION & RECOMMENDATIONS  
 

It is well document in literature that talent management practices in the South African 

public sector are not receiving the required attention and are poorly applied. A study 

conducted by Barkhuizen, (2014) found that “poor workforce planning and talent retention 

strategies” were the most problematic. Arts and Culture KZN like most public sector 

offices is facing similar problems.  

 

Khan et al., (2009) highlighted the following drivers which create a need for talent 

management: 

 The need for better talent and improved business performance  

 Talent management is a source of value creation 

 The business environment is more multifaceted, demanding and dynamic. The 

public sector in particular is facing service delivery problems, operational problems 

(over expenditure, fruitless expenditure), workforce problems and so much more 

 The public are demanding more from government departments who have to 

operate in a struggling economy with a limited budget  

 Workforce dynamics have changed in the last couple of years and there has been 

a shift where employees now have more choices and power in dictating the 

employment relationship. They are interested in things such as work-life balance, 

meaningful and challenging work, are more loyal to their career than they are to 

their organisations and so on 

 

There are a few talent management strategies or practices that the Department of Arts 

and Culture can implement that will assist the Department in: improving efficiency, 

lowering risk, decreasing employment costs, better develop and engage employees and 

plan more strategically for leadership positions.  
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For this research the following are recommended: 

 

6.1 TALENT STRATEGY  
 

The first step that the Department should take is to draw up a talent management strategy 

which should be aligned to the organisations goals and strategies and their daily 

operational activities. The Department should follow the steps as depicted in Figure 1 – 

Talent Strategy Methodology in the literature review.  

 

The talent management strategy should be documented, clearly showing how the 

Department intends on integrating talent management into the Departments strategy and 

goals. The strategy should cover essential talent management practices such as talent 

planning, succession planning, training and development, career development, 

performance appraisals, employee engagement and rewards and recognition.  

 

The strategy and plan should be communicated to all employees of Arts and Culture so 

that they are aware of the direction the Department is taking and they will be able to 

understand better how their work fits into the overall strategy and what is required of them.  

 

The medium term goal would be for the Department to have a talent management policy.  
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6.2 RECOMMENDATIONS 
 

A few of the policies at Arts and Culture should be amended so that they foster talent 

management.  

 

The Department of Public Service and Administration (DPSA) sets out norms and 

standards that government departments should adhere to and is governed by the Public 

Administration Management Act No 11 2014. Part of this is drawing up policies in labour 

relations, human resources, ethics, transformation and so on. Most government 

departments draw up and structure their policies in line with those of the DPSA. All 

government policies must not contravene that of the DPSA. The DPSA has revolutionized 

traditional HR in the public sector. They have various polices that support talent 

management such as: 

 

 Employee Performance Management and Development System 

 Implementing Strategic Human Resource Management in the Public Services – A 

Manual for Use by Departments 

 Human Resource Development Strategy for South Africa (HRD-SA) 2010-2030 

 White Paper on Human Resource Management in the Public Service  

 Managing Staff Retention 

 Guide on the Practice of Career Management in the Public Service  

 

The policies above tackle the various talent management activities in detail. Most 

government Departments use the DPSA policies and amended them to suit their 

environment.  The DPSA does not have a policy dedicated to talent management as yet 

but the policies listed above cover workforce planning, employee engagement, Training 

and Development, Rewards and recognition, Performance appraisals and Career growth 

and development which are activities of talent development.  
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The Department should: 

 

 Amend the Recruitment and Selection policy and allow for candidates to be first 

sought internally for positions before they are advertised. This is something that is 

common amongst government departments such as: Office of the Premier, 

Treasury, and Department of Health etc. If this is a norm and is something that will 

benefit the employees at Arts and Culture KZN, then why is it not adopted? The 

recruitment and selection policies at DPSA makes allowance for this.  

 

Internal recruitment will benefit both employees and the Department. The DPSA 

released a Circular on 8 June 2015 (DPSA, 2015) titled Reducing the Recruitment 

Period and the Vacancy Rate in the Public Service which states that as part of 

Outcome 12 of governments Medium Term Strategic Framework of Government 

2014-2019, the public service should reduce: 

 

 The average vacancy rate in respect of funded posts to at most 10% and 

 The median period it takes to fill a funded vacancy to 6 months 

 

Internal recruitment will assist the Department is achieving the above requirements 

of the DPSA. 

 

The benefits of internal recruitment are: 

 

 Shorter turnaround times and positions will be filled faster  

 It is cost effective and saves time. The whole recruitment process is time 

consuming and expensive especially in the public sector where there are 

thousands of applications  
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 Internal employees are already familiar with the Department and know how 

it works and the Department would have already invested in training of the 

internal candidate so there will be less training required. There will also be 

a better organisational fit with internal candidates   

 Internal recruitment will improve the Departments image of offering long 

term employment security which will increase employee retention and 

attract those candidates wanting a job with security  

 This will be a motivator for employees to work harder because it gives them 

a possibility of being promoted to a better position  

 This will improve career development for employees and will contribute to 

employee engagement and employee retention. 

 The assessment methods for internal candidates are more accurate since 

there will be prior work information and reliable internal references  

 

 Arts and Culture should develop a policy that covers horizontal movements due to 

academic or experience purposes. This policy is also very common in government 

departments and the bigger departments such as Treasury, Health etc have 

successfully implemented it. Arts and Culture should also follow in suite because 

this will benefit employees. As shown in the analysis of results there are many 

employees who are perusing tertiary qualifications and most of them have to pay 

for themselves. The said employees are not given the chance to move to a Chief 

Directorate/Directorate that is more aligned with their academic qualification. 

Sometimes an employees is qualified in more than one field. An employee end up 

frustrated and disengaged in a position that they cannot use their skills and 

knowledge. There are sometimes various posts that can’t be filled because the 

Department struggles to find someone with the right requirements but someone 

could be inside the Department who is willing to take the opportunity if offered. 

Horizontal movement was a major concern amongst respondents and most 

indicated that they would accept the opportunity if given.   
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 More innovative strategies should be added to the Retention Policy because as it 

is it is silent and ineffective. There are various methods that can be implemented 

that can attract employees to stay within the department as discussed in the 

literature review. Promotion and cash incentives are very important when trying to 

retain employees but this is not even included as options in the current Retention 

Policy.  

 

While a talent management policy is being developed each manager should have 

activities running within their Chief Directorate/ Directorate to encourage talent 

management like: 

 

 Job rotation 

 Mentoring system so that knowledgeable employees will be able to transfer skills 

and knowledge to lower level employees 

 Mangers should be having regular career discussions with their employee in order 

to determine what their career development needs and how they can both draw up 

a career path with steps to get to the employees career goals (Hartzenberg, 2002). 

Career development is the responsibility of both the employee and their 

responsible manager 

 Cross training – allowing an employees to get training on a different position to that 

they were hired for. This will be beneficial to both the employee and the 

Department.  

 Mangers should identify top performing employees and ensure that they are 

stimulated and challenged  

 A very good programme that is used by most top companies in the public sector is 

a Management Trainee Programme where top performing employees would be 

identified and earmarked from management positions. The said employees would 

be put in a programme lasting between 2 – 3 years where they will be mentored 

and groomed. Management skills were one of the skills identified as lacking in the 

South African labour force in the Adcop 2013 study especially amongst women.  
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The above activities do not have to involve all employees at once, it can be done in 

phases with a few employees as pilot projects.  

 

6.3 LIMITATIONS   
 

Although the research has reached its aims, there were a few unavoidable limitations. 

 

There was a very poor response from Senior Management and therefore the results of 

talent planning section are not as strong since the respondents only represented a very 

small percentage of the Senior Management population. The results are still a reflection 

of what the few that answered thought.  

 

Talent management in the public sector is a new phenomenon and there is little literature 

available on the topic. More research needs to be done on this topic in order to develop 

HR and management theories to better understand talent management within the public 

sector context.  

 

6.4 RECOMMENDATIONS TO OVERCOME LIMTATIONS  
 

In terms of poor management response. It would have been better to request assistance 

from the HOD’s office by asking for a slot in the agenda for the Senior Management before 

their management meetings. The questionnaire would be circulated and management 

would be able to fill it in and it would be better this way since they would all be in one 

room.   
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The unavailability of literature is a difficult problem to find a solution to because until 

government policy makers start paying more attention to talent management and 

constructing policies regarding the subject not much can be written about it. Once policies 

are drafted, there will be activities and things will start to happen. Until then, not much 

can be written.  

 

6.5 TOPICS FOR FURTHER RESEARCH 
 

 An assessment organisational development of talent pools and talent inventories 

for selection and succession processes 
 

 An examination of the importance of public sector management participation in 

talent management for successful implementation   

6.6 CONCLUDING REMARKS  
 

Implementing a talent management strategy and practices would bring great benefit to 

the Department and its employees. The Department is operating in in a fast paced world 

which is constantly changing and changing the way in which organisations operate. The 

South African government faces problems which are unique to this country such as labour 

unrest and the falling Rand. Government jobs are knowledge based which is why it is 

crucial that human capital is handled efficiently and effectively. Arts and Culture has to 

move away from traditional HR practices in order to be more competitive, manage their 

workforce better and to save costs.  

 

The Department of Arts and Culture has an educated and ambitious workforce who when 

managed correctly could bring many benefits to the Department. At the present moment 

not enough is being done to challenge them and make use of their skills because the HR 

policies that are in operation are hindering this.   
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Talent management is something new to the public sector but is something that will assist 

the Department in achieving the goals of their mandate and improving service delivery 

through the proper management of its workforce since they are the most important asset.   

 

Talent management is the responsibility of senior management as well as the HR 

Department. Khan et al, (2009) advises that senior management and HR should “Move 

away from a seat at the table to setting the table” meaning this group should be laying 

down the ground work for talent management through talent planning and strategic 

alignment and finding ways in which they can bring about positive change to the lives of 

the employees at Arts and Culture. The senior management respondents of the study 

have indicated that they are willing and capable of guiding, training and developing 

employees. The Department has so much potential and it can become a leader in talent 

management in the public sector and an employer of choice amongst top performing 

candidates.  
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