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ABSTRACT The purpose of this exploratory research study was to investigate the challenges facing the management
of morale in administrative environments. Inadequate understanding of the concept and its importance poses a
threat to organizational success and even survival. The quantitative method was used for data collection. A
structured questionnaire was designed as a measuring instrument to collect data. The target population comprised
employees, middle managers and top managers in the private sector as well as the local government. A total of 409
respondents participated in the survey. Descriptive statistics were used in this research study. It was found that job
satisfaction, performance appraisals, leadership style and stress management training were key success factors in
managing employee morale. The findings indicate that employee morale can enhance cooperation and motivation
in an organization.

INTRODUCTION

Very few employees are satisfied with their
organization as a place of work (Rajan 2014).
The majority spend between one to two-thirds
of their time at the workplace (Zirwatul et al.
2014). Unappreciated employees produce less
and contribute fewer ideas to an organization
(Chambers and Honeycutt 2009). Zirwatul et al.
(2014) state that satisfaction in the working en-
vironment is important to employees’ well-be-
ing and morale.

The importance of managing morale has been
a primary focus and managers clearly underesti-
mate its importance. Effective management of
morale poses a challenge to South African or-
ganizations and managers dare not ignore this
challenge (Harrison 2007). Employees in the pri-
vate sector and metropolitan municipalities in
South Africa experience morale problems, but
few employers have found ways to resolve these
problems. Research indicates that employees
need to believe that their efforts create a posi-
tive social change and that managers should
appreciate the value of their employees’ inputs
(Saager et al. 2012). Maintaining high employee
morale should be a priority for every manager.
Managers who keep their employees involved,
engaged and connected will ultimately improve
their morale. The well-being of employees af-
fects an organization’s performance and produc-
tivity. Improving the employees’ sense of well-

being will increase their morale and consequently
their performance (Cotton and Hart 2003).

This study is considered timely and relevant
because little attention is being paid to the chal-
lenges and difficulties encountered in manag-
ing employee morale successfully. The study
was carried out at a time when management real-
ized that the morale of South African employees
was a matter for concern. Since little research
had been done in South Africa in this field, the
researcher believed that the study’s findings
would substantiate greater attention to employ-
ee morale in the corporate world. At the same
time, valuable new knowledge would become
available in the subject field. This study was the
first of its kind in South Africa and will add value
to the business sector. The study would also
contribute to the limited practical knowledge
pertaining to morale in the South African busi-
ness sector. The research would establish wheth-
er key factors such as job satisfaction, perfor-
mance appraisal, leadership styles and employ-
ee stress have an impact in the working context
as essential stimulators of improved employee
morale.

The paper outlines the research objectives,
the literature pertaining to the problem, and the
particular method adopted for the study. The
findings and their discussion present the re-
search question. A synthesizing discussion
subsequently addresses the research question,
followed by concluding thoughts.
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Research Objectives

In light of the above, the objective of the
study was to investigate key success factors
relevant to managing morale in administrative
environments, both in the private and local gov-
ernment sectors. The four specific factors per-
taining to this study focused on the importance
of job satisfaction, performance appraisal, lead-
ership style, and the effect of stress on employ-
ee morale.

Literature Review

Many organizations today are bedeviled by
underperformance and inefficient achievement
of their organizational goals (Mustapha and
Utomi 2014). Globalization and competition in
the business world have forced organizations
to seek new and sustainable means in the face
of fierce competition to succeed in their opera-
tions (Tudu and Pathak 2014). Ever since the
Industrial Revolution (1760-1820), when people
first began to work in large factories and office
buildings, there have been managers concerned
with the wellbeing of their subordinates. This
concern was grounded in employee morale.
Many early managers believed that treating their
workers more humanely would increase their
productivity. After the Industrial Revolution,
however, employees were considered just an-
other instrument in the production of goods and
services. Subsequent research emphasized the
importance of worker satisfaction as a key in-
gredient of employee morale (Zirwatul et al. 2014).
The well-known Hawthorne studies conducted
from 1924 to 1932 by Elton Mayo, a professor in
industrial relations, demonstrated the over-
whelming importance of social factors for be-
havior in the workplace, stating that productiv-
ity would improve if management succeeded in
managing employee morale. The morale and pro-
ductivity of employees could be significantly
boosted when managers became more sensitive
to their social needs (Newell 2002). For the pur-
poses of this study, the importance of employee
morale is discussed, as are factors that influ-
ence employee morale.

Importance of Employee Morale

Employee morale plays a vital role in an or-
ganization’s success. Employee morale refers to

satisfaction in the workplace and a consequent
desire to attain the organization’s objectives.
Morale, which can range from very high to very
low, is the degree of enthusiasm and the willing-
ness of an organization’s employees to pull to-
gether to achieve a common goal (Nagaraja 2007).
A key factor to ensure positive employee morale
in the working environment is for managers to
communicate with their employees (Mustapha
and Utomi 2014). Current employees in the South
African economy experience low morale coupled
with negative feelings (Steyn 2011).

A high morale is based on positive feelings
among employees, for example enthusiasm, a
desire to obey orders, and willingness to coop-
erate with co-workers. The following are advan-
tages of high employee morale: willing coopera-
tion to attain the organization’s objectives, loy-
alty to the organization and its leadership, sound
superior and subordinate relations, employees
who are interested in their jobs and in their orga-
nization, who are proud of their organization,
willing to build and work in teams, and thus feel
empowered (Sageer et al. 2012).

A low morale is based on negative feelings
among employees, for example, dissatisfaction
with working conditions and therefore, discour-
agement. Low employee morale affects produc-
tivity, and the consequences include high rates
of absenteeism and labor turnover, a decrease in
work quality, a decrease in productivity, an ex-
cessive number of complaints and grievances,
frustration and a lack of discipline (Nagaraja
2007; Mustapha and Utomi 2014). Consistent
low morale destroys employee commitment, af-
fects the organization’s product or service, and
alienates customers. Poor morale is contagious;
it might begin with one dissatisfied employee
and expand into a general malaise, or spread from
one department to another. Eventually the en-
tire organization will suffer (Chambers and Hon-
eycutt 2009; Bach and Edwards 2013).

The literature on morale in the workplace re-
veals that employees are influenced by job sat-
isfaction, performance appraisals, leadership
styles and work stress. The importance of each
factor and its impact on employee morale is dis-
cussed below.

Job Satisfaction

Over the past four decades, job satisfaction
has generated considerable interest in research
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communities. The research sometimes produced
conflicting findings and the influence of job sat-
isfaction on a variety of factors is still widely
debated. Minavand et al. (2013) defines job sat-
isfaction as an employee’s attitude to his or her
work and the working environment. The drive to
understand and explain job satisfaction for util-
itarian reasons concentrates on reduced absen-
teeism, low staff turnover and increased pro-
ductivity, and for humanitarian reasons on the
health and well-being of workers (Taylor and
Westover 2009).

In this age of modern technology and grow-
ing transformation in organizational cultures, job
satisfaction has become a significant compo-
nent of management strategies (Ellickson and
Logsdon 2001). In fact, it has a vital role to play
in modern organizational management policies
(Halepota and Irani 2010).We live in a global
economy, and work continues to be an essential
part of our everyday lives. Employees naturally
have attitudes to or viewpoints about many as-
pects of their jobs, their careers, and their orga-
nizations. However, from the perspectives of both
research and practice, the most important em-
ployee attitude in the workplace is job satisfac-
tion (Zirwatul et al. 2014). Zhang et al. (2014)
define job satisfaction as a positive emotional
state based on an appraisal of one’s job or job
experience (Saari and Judge 2004).

Job satisfaction is a major management is-
sue in the private sector as well as in metropoli-
tan municipalities in South Africa. Mccoy et al.
(2013) state that employee morale will increase if
the relationships between employees and man-
agement are positive. Satisfied workers have
positive perceptions of and attitudes to their
organizations and are consequently more pro-
ductive. The success of every organization
therefore depends on the satisfaction, and there-
fore the happiness, of its workforce. Many stud-
ies have found that satisfied employees become
more productive, efficient and committed to their
organizations (Upadhyay and Gupta 2012; Waite
et al. 2014).

On the other hand, dissatisfied workers
means absenteeism and unproductive employ-
ee turnover (Spence 2013). Job satisfaction is
related to an employee’s perceptions and evalu-
ations of his or her job, and is affected by needs,
circumstances, and expectations. Job satisfac-
tion or dissatisfaction is an emotional response
to a job situation and is determined by how well
outcomes meet or exceed expectations (Chien
2013).  Employees who are treated fairly and suit-

ably compensated develop a positive attitude
to their jobs, their managers and their colleagues
(Din et al. 2010). In short, a relationship grows
(Zareen 2013) which is also directly associated
with customer loyalty. Maintaining a quality
workforce would therefore be ideal to sustain a
solid reputation and loyal customer base (Lee
and Way 2010).

Din et al. (2010) have found that morale, ca-
reer advancement, supervision, promotion and
working conditions, all contribute to job satis-
faction. Organizations, which are able to main-
tain sound social and working relationships,
sustain performance and job satisfaction, would
be positively impacted. A satisfied workforce is
critical to attracting and retaining well-qualified
personnel (Pushpakumari 2008; Chan 2013). Job
characteristics (routine, autonomy and feed-
back), the defining characteristics of the work
role (role conflict and role ambiguity), and the
characteristics of the working environment (lead-
ership, stress, advancement opportunities and
participation) remain of the utmost importance
to job satisfaction (Rad and Yarmohammadian
2006; Nibakuze 2013).

It is therefore evident that job satisfaction
boosts morale, instills confidence, and provides
employees with the courage to learn more about
their working environment.

Performance Appraisals

A performance appraisal is a formal manage-
ment tool to evaluate the quality of an employ-
ee’s performance. This appraisal is usually pre-
pared by the employee’s immediate supervisor
(Grote  2002; Sholihaha and Sutrisno 2014). Sep-
cot (2011) believes that the performance apprais-
al reflects the objectives that have been accom-
plished and the contributions of the employee.

A fundamental aspect of employee recogni-
tion is its impact on improving job performance.
A performance appraisal is a powerful tool in
achieving strategic goals and focusing the en-
ergy of organizational members on achieving a
mission and living up to the organization’s vi-
sion and values (King and Demarie 2014). All
employees should be made aware of the direct
connection between their performance and
achieving the organization’s goals (Grote 2002).

Research by Dr. Gerald Graham of Wichita
State University found that employees appreci-
ated personalized instant recognition from their
direct supervisors. In this particular study, em-
ployees perceived that manager-initiated rewards
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for performance were least common, and that
organization-initiated rewards for employee pres-
ence were most common. In other words, the
technique that has the greatest motivational im-
pact is practiced the least, despite it being easier
and less expensive (Nelson 2005). A survey by
the International Association of Administrative
Professionals (Nelson 2005) revealed that as
many as thirty percent of employees would be
happy with a simple letter of appreciation from
their managers. Only seven percent of the re-
spondents reported having ever received such
a letter.

Dattner (2010) and Bussin (2013) specified
that a well-designed performance appraisal sys-
tem included the following: recognizing and re-
cording the employee’s contributions, giving
employees useful feedback on their perfor-
mance, ensuring a more effective and equitable
reward system, developing the professional ca-
pabilities of employees, communicating the or-
ganization’s values and culture, and ensuring
evidence-based, legally defensible personnel
decisions. Another critical criterion of valid mea-
surements is ensuring that appraisal items actu-
ally measured the intended or target behavior. If
not, the system would encourage unacceptable
work behaviors and have unintended and fre-
quently negative outcomes. The most frequent-
ly used appraisal criteria are traits, behaviors,
and task outcomes (McClintic 2006).

Consequently recognition is of the utmost
importance, and employees increasingly be-
lieve that their job satisfaction depends on
acknowledged performance (Nelson 2005).
Sound management of the appraisal process
improves service delivery and provides three
important measurements: information deliv-
ery, performance oversight, and performance
effectiveness. These measurements promote
understanding, managing and improving the
organizational environment.

Performance appraisals coordinate the per-
formance of managers, staff, customers and sup-
pliers in an integrated environment (Riverside
2011). West (2010) argues that sound manage-
ment of the performance appraisal process also
improves employee morale, ensures optimal team
and individual contributions, and guarantees
goal achievement. Moreover, the time required
to formulate strategic changes and optimize
motivational plans is reduced, and transparen-
cy is increased (Nel 2013).

Relationship between Leadership Style
and Employee Morale

The relationship between an organization’s
leadership style and its employees’ morale is cru-
cial. Organizations that fail to train future lead-
ers, face a number of challenges (Monroe 2013).
Ivancevich et al. (2014) state that leadership de-
velopment encourages others to simplify the
achievement of defined goals.

Different leadership styles may have either a
positive or a negative correlation with organiza-
tional performance. The leadership style of ad-
ministrative managers plays a vital role in an
organization’s overall operational performance
(Wang et al. 2010).

Twenty-first century society yearns for a
leadership of possibility, based more on hope,
aspirations and innovation than on replication
of historical patterns. Today’s leaders recognize
that they cannot create financially successful
organizations, or equitable and sustainably
peaceful ones by repeating historical approach-
es to business (Abbas and Yaqoob 2009). They
have to inspire people to move from a current
reality to a more desirable future. Traditional
managerial frameworks primarily focused on
motivation (Adler 2010), even if this is not true
of South African organizations.

Leadership is a process of social influence
whereby leaders seek voluntary participation of
their subordinates in an effort to realize organi-
zational goals. This social influence involves
good performance and developing shared val-
ues, a shared vision and efficiency (Paterson
2013). Effective leadership is the extent to which
a leader continually and progressively leads and
directs his or her followers to a destination, which
had been defined and accepted by the whole
group (Omolayo 2007). McColl-Kennedy and
Anderson (2002) write that although there has
been reluctance to acknowledge the existence
of emotions in a work setting, it has become
clear that employees are exposed to situations
that elicit emotions that can influence their feel-
ings, attitudes and behaviors. Emotions appear
to play a significant role in employees’ enthusi-
asm for their work. Leaders who understand
human emotions seem able to motivate their sub-
ordinates to work more effectively and efficient-
ly. Employees who lose their enthusiasm for work
no longer invest the same effort and it becomes
increasingly difficult to achieve the organiza-
tion’s objectives (Cunningham 2014).
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Developing valued employees is critical dur-
ing periods of economic uncertainty. If organi-
zations are to remain productive during a down
cycle, their leaders must be committed to retain-
ing the talent that is needed for the present and
the future. Mattone and Xavier (2013) believe
that leaders should plan for the future and com-
pare goals with the current situation in order to
design realistically attainable plans. This plan-
ning effort should encompass recognition and
development of emerging leaders (Kaye 2010).

An organization’s leadership style is one of
the most important factors pertaining to employ-
ee morale (Smallwood and Ulrich 2010). Success-
ful goal achievement depends on an organiza-
tion’s managers and their leadership style. This
is the ability of a manager to persuade subordi-
nates to invest maximum effort. This ability is
obviously related to the extent of the manager’s
respect for his or her subordinates. It operates
honestly and with integrity, promotes efficien-
cy, and maintains open lines of communication
between employees and their direct managers
(Rad and Yarmohammadian 2006). Training ses-
sions for communication skills, listening skills,
motivation and genuine support, play an impor-
tant role in improving organizational manage-
ment performance (Abbas and Yaqoob 2009;
Erasmus et al. 2014).

Organizational managers can effect change
by charisma, individualized consideration, intel-
lectual stimulation and motivating their subor-
dinates. Doing so would improve employee mo-
rale beyond expectations (Mattone and Xavier
2013). Enhanced capacity for individual and or-
ganizational transformation must be accompa-
nied by moral responsibility because powerful
social and institutional cultures are created, and
if not handled responsibly could become either
liberating or oppressive (Hay 2010). Organiza-
tions that fail to organize their future leaders
face challenges in managing the morale of their
employees (Monroe 2013).

The Effects of Work Stress

Highly complex and stressful workplaces
present specific challenges to organizational
leaders in order to manage the workforce and
maintain employee commitment and morale
(Tudu and Pathak 2014). Hon et al. (2013) warn
that work-related stress could damage morale
and cause employees to become disloyal.

Newell (2002) defines work stress as a situa-
tion in which employees face a perceived threat,
which they feel unable to cope with. Stress in
the workplace has either psychological or phys-
iological effects, or a combination of both. Pro-
longed strain causes illness, which is debilitat-
ing for the individual, and has serious conse-
quences for employee morale. Work stress is
ascribed to tension, discomfort, uncertainty, in-
decisiveness and distress due to social and
physical circumstances. The availability of so-
cial support, on as well as off the job, is a vital
determinant of work stress. Lyons and Schneider
(2009) describe the most common causes of work
stress as role ambiguity, an unpleasant working
environment, too little participation in decision-
making, conflict with other employees, and in-
sufficient support from co-workers.

Stress is accompanied by a multitude of fac-
tors, some of which are elements of a particular
situation while others are individual reactions
to stressful situations. In view of their superior
visioning and potential ability to reframe stress-
ful situations into opportunities, it is expected
of managers to enhance their subordinates’ per-
formance (Lyons and Schneider 2009). In today’s
working environment, it is essential for employ-
ers to develop stress management strategies for
their employees. Keeping stress at bay will en-
sure a high morale and the overall wellbeing of
employees (Tudu and Pathak 2014).

The primary objective of this study was to
investigate key success factors relevant to man-
aging morale in administrative environments. It
is evident from the literature that job satisfac-
tion, performance appraisals, leadership styles
and work stress, all have a huge impact on mo-
rale in the modern working environment. Em-
ployees who are satisfied with their employers
would be willing to put in extra effort. Perfor-
mance appraisal systems offer an essential tool
in addressing morale issues in order to reinforce
excellence. It also became evident that leader-
ship style has an impact on morale and job satis-
faction, and therefore commitment and produc-
tivity. According to the literature, stress gives
rise to behavioral changes (reduced effective-
ness and inadequate goal achievement). It can
be stated unequivocally that morale is a key per-
formance area. The South Africa business sec-
tor will add value by managing its employees
better.
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RESEARCH  METHODOLOGY

Rationale

This paper examined data from both the pri-
vate sector and metropolitan municipalities in
South Africa to determine perceptions on mo-
rale in the workplace. Such information would
relate to factors that contributed to a positive
morale in order for organizations to be more pro-
ductive and efficient.

Design

A quantitative research design was used to
identify how employees perceived morale in their
places of work. Exploratory research involving
descriptive statistics was used in this study.

Instrument Design

A self-structured questionnaire was devel-
oped to ascertain the demographics of the re-
spondents and to assist in identifying potential
problems related to morale management in the
South African private sector and metropolitan
municipalities.

The questionnaire was divided into two main
categories, namely a biographical section (A),
and a section that covered the management of
morale in the workplace (B). Section A contained
demographic questions (age, gender, and years
of service at current organization). Section B
covered perceptions of morale in the workplace,
job satisfaction, performance appraisals, leader-
ship styles and work stress.

The questionnaire provided derivatives to
each question, and the respondents had to se-
lect the applicable answer. The questionnaire
consisted of closed questions that were self-
explanatory and added to the user-friendliness
of the instrument. However, as closed questions
required either a “Yes” or “No” answer, it does
not always provide satisfactory information.
Questions were based on a five-point Likert
scale, with the variations-Strongly agree, Agree,
Not Sure, Disagree, and Strongly Disagree.

The questions in the questionnaire focused
on the importance of morale, job satisfaction,
performance appraisals, leadership style and
work stress. In order to eliminate misunderstand-
ings, a pilot study was conducted to check for
typographical errors and to identify possible

ambiguities. This helped compile a clear set of
questions. A covering letter accompanied the
questionnaire, explaining the need for and the
purpose of the research. The questions in the
self-structured questionnaire originated from a
literature study.

Target Population

The target population comprised three un-
quantifiable groups that represented employees,
middle managers and top managers in both the
private sector and in metropolitan municipali-
ties (local authorities) in South Africa. In this
research the private sector included all compa-
nies, organizations and institutions whose pri-
mary goal was to produce goods or services to
be sold to the general public at an economically
significant price (Grobbelaar 2006).  A metropol-
itan municipality (the public sector) in South Af-
rica renders all the functions of local govern-
ment to a city or metropolis. South Africa has
eight such metropolitan municipalities: Buffalo
City, City of Cape Town, City of Johannesburg,
City of Tshwane, Ekurhuleni, eThekwini, Man-
gaung and Nelson Mandela Bay.

Data Collection

Since the population in the private sector
and the metropolitan municipalities was too large
to include in the investigation, purposive sam-
pling was used to collect data. After consulta-
tion with contact persons at the metropolitan
municipalities, permission was obtained to dis-
tribute the questionnaire. An internal memoran-
dum was circulated, explaining that the research-
er has obtained approval to conduct research,
describing the purpose of the study, and en-
couraging staff members to support the envis-
aged research. The questionnaire was distribut-
ed via the municipal intranet.

The researcher approached a professional
body for office administrators, namely the As-
sociation for Office Professionals of South Afri-
ca (OPSA), for information. A formal letter re-
questing permission to conduct research and to
include the questionnaire in OPSA’s weekly elec-
tronic newsletter was sent to the editor. Permis-
sion was granted, and a brief explanation of the
purpose of the research accompanied the ques-
tionnaire. The researcher transferred the ques-
tionnaire from hard copy to electronic format as
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a URL-embedded text message. Electronic feed-
back was required from the respondents by click-
ing on the hypertext link to the Web browser
that presented the Web-based questionnaire.
The respondents completed and submitted the
completed questionnaires electronically.  A total
of 409 completed questionnaires was received.

Participation in the survey was voluntary and
a respondent’s willingness to click through the
electronic questionnaire served as his or her tacit
consent to participate in the research. The re-
spondents were assured of the confidentiality
and anonymity of their responses. No vulnera-
ble populations had been involved in this study.

Data Analysis

The services of a Tshwane University of
Technology statistician were acquired. Since the
study included both private and local govern-
ment sectors, the two sectors were compared.
Descriptive and inferential statistics were used
to analyze the data. Data obtained from the ques-
tionnaire were subjected to preliminary prepara-
tion before analysis. Data preparation included
data editing, coding and statistical adjustment
of the data. Upon receipt of the questionnaire,
each question was cleaned to identify omissions,
ambiguities and errors in the responses. A sta-
tistical software program, Stata Statistical Soft-
ware (StataCorp 2007), Release 10, TXStataCorp
LP was used to analyze the data. The data was
validated by statistical software and descriptive
statistics, and Chronbach’s alpha was used to
test for internal consistency.

Pearson’s chi-square test was used to test
for associations between two categorical vari-
ables (Babbie 2013). The probability value (p-
value) measured statistical significance, which
automatically incorporated the chi-square val-
ues. The results were considered significant if
the p-value was below 0.05 as this value is ac-
ceptable at a ninety-five percent confidence in-
terval (p <0.05).

RESULTS  AND  DISCUSSION

The findings of this study are discussed
against the background from the literature and
information gathered in the course of the empir-
ical investigation. Pertinent questions from the
questionnaire are repeated. The discussion cor-
responds with key success factors listed in the

literature review that are relevant to managing
morale in the workplace (that is, job satisfaction,
performance appraisals, leadership styles and
work stress).

Question 7: In which sector are you employed?

A total of fifty-four percent of the respon-
dents were employed in local government, and
forty-six percent were employed in the private
sector. This represented a fairly equal distribu-
tion of respondents in terms of their places of
work.

Question 8: How would you rate the morale
of employees at your place of work?

A significant 64.04 percent of the respondents
indicated that employee morale was low due to
negative attitudes to and dissatisfaction with the
workplace.  A minority of 35.96 percent reported a
high morale coupled with positive experiences
and enthusiasm. These results are serious be-
cause employee morale plays a vital role in any
organization’s success and low employee morale
affects productivity and commitment.

Question 9: Private sector versus local
government and employee morale

A majority of eighty percent of private sec-
tor respondents reported a high morale. On the
other hand, 71.12 percent of the respondents in
local government experienced a low morale. The
proportion of private sector to local government
is significantly different (p-value = 0.001). A very
high percentage of local government respon-
dents reported low morale. This situation should
be of serious concern for local government man-
agement.

Question 10: I am satisfied with my
organization as a place of work
(job satisfaction)

Only 36.99 percent of the respondents se-
lected “Sometimes”, 33.9 percent selected “Of-
ten”, and 18.15 percent of the respondents chose
“Very often”. These percentages are very small.
Job satisfaction is crucial because satisfied em-
ployees are more efficient and committed to their
organizations. On the other hand, absenteeism
and high employee turnover are consequences
of poor morale among workers.
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Question 11: Private sector versus local
 government and job satisfaction

It is evident from the results that few respon-
dents in local government experienced job sat-
isfaction. Respondents in the private sector were
more satisfied (p-value = 0.001). A majority of
61.62 percent of private sector respondents se-
lected “Often” in reply to Question 11, whereas
65.74 percent in local government selected
“Sometimes”. This reflects a significant differ-
ence between private and public sector employ-
ees and their job satisfaction. Research has
shown that organizations are social systems in
which human resources is the most important
factor in terms of effectiveness and efficiency.
Dissatisfied employees in the South African
metropolitan municipalities indicate an enor-
mous challenge that should be of serious con-
cern to government managers.

Question 12: Employee morale versus job
 satisfaction

The aim of this cross-tabulation question was
to determine whether morale was associated with
employee job satisfaction. It is evident from the
results that respondents who were “Very often”
satisfied with their organization as a place of
work, had a high morale (43.81%), whereas those
who were “Sometimes” satisfied experienced a
low morale (50.80%). There is a significant dif-
ference between job satisfaction and morale (p-
value = 0.001), and job satisfaction has an im-
pact on the morale of employees.

Question 15: The relationship between
managers and employees and job satisfaction

A significant eighty-eight percent of the re-
spondents, “Strongly agreed” and “Agreed” that
their relationships with their managers contrib-
uted to their job satisfaction. Employees who
enjoyed a supportive relationship with their im-
mediate supervisors experienced greater job sat-
isfaction than those who did not.

Question 16: Private sector versus public
sector and performance appraisals

The results indicate that 48.2 percent employ-
ees from the private sector and 51.8 percent from

local government agreed that their organizations
used performance appraisals for evaluation pur-
poses. These results indicate no significant dif-
ference (p-value = 0.536) between utilizing per-
formance appraisals in the private versus the pub-
lic sectors. A clear concern, however, is that only
about half of the organizations in both sectors
measure the productivity of their employees.

Question 17: Did your manager talk to you
about your progress on the job during the past
six months?

A significant 52.05 percent of the respon-
dents said that their managers never talked to
them about progress. Research has found that
employees prefer individual, instant recognition
of and credit from their direct supervisors and
that such recognition contributed significantly
to their job satisfaction. Most employees value
day-to-day recognition by their supervisors,
peers and team members.

Question 18: Private sector versus local
government and discussing work progress
during the past six months

A majority of 60.58 percent of the respon-
dents in the private sector had been interviewed
about their work progress during the past six
months. However, 64.47 percent in local govern-
ment did not report any form of communication
about their work progress. This raises a serious
concern. It is evident from the results that there
is a significant difference (p-value = 0.001) be-
tween respondents in the private sector and
those in the public sector in terms of communi-
cation with management about work progress.

Question 20: I regularly receive recognition
or praise for doing my job efficiently

The respondents had to select between
“Yes” or “No” to indicate whether they were
recognized or praised for working efficiently. A
significant 54.79 percent indicated that they re-
ceived no recognition or praise for working effi-
ciently. This is a serious concern. It reflects neg-
ative attitudes that would encourage unsatis-
factory work and produce unintended and fre-
quently negative organizational outcomes.
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Question 22: Leadership style affects an
employee’s job satisfaction, commitment
and productivity

A very high percentage of the respondents,
97.95 percent, indicated that leadership style af-
fects an employee’s job satisfaction, commitment
and productivity. The relationship between an
organization’s leadership style and its employ-
ees’ performance is important. Different leader-
ship styles may correlate either positively or
negatively with employee morale.

Question 23: My manager’s leadership
style meets my expectations

The results indicate that 43.5 percent of the
respondents were “Very often” and “Often” sat-
isfied, and that 33.9 percent were “Sometimes”
satisfied with their manager’s leadership styles.
These results confirm that training sessions
(communication skills, listening skills, motiva-
tion, and employee support) play an important
role in improving the performance of organiza-
tional managers.

Question 24: Indicate to what extent you
experience work stress

The distribution between “Very often”
(24.32%), “Often” (28.08%) and “Sometimes”
(36.64%) is fairly equal. This means that a major-
ity of 89.04 of the respondents experienced work
stress. Organizations should be concerned, be-
cause prolonged work stress could cause health
and wellness problems that are debilitating for
individuals with serious morale consequences
in the workplace.

Question 25: Gender versus work stress

A majority of 64.79 percent of the female re-
spondents said they “Very often” experience
work stress compared to 35.12 percent of the
male respondents. The reason for this finding
might be that women are under more pressure to
balance a career and family, and therefore likely
to experience more work stress than their male
counterparts. In the modern culture, women are
still expected to take care of young children and
to manage their households. Although attitudes
are changing, women still bear most of the house-
hold responsibilities. In view of complexities in

the modern working environment, stress release
programs should be considered for both male
and female employees. There is no significant
difference (p-value = 0.199) between gender and
work stress.

Question 26: The most common causes of
work stress

The respondents had to “mark all applicable
boxes”, so that more than one option could be
selected. Note that numerous answers could be
given, each with its own variable. The results in-
dicate that 25.62 percent of the respondents find
insufficient participation in decision-making
stressful. Another 24.54 percent indicated that an
unpleasant working environment was a concern.
Insufficient support from co-workers (2.69%),
conflict with other employees (6.51%), and the
threat of redundancy (10.65%) were other com-
mon causes of work stress. These results clearly
indicate that work stress is caused by several
factors, some of which are elements of a particu-
lar situation, whereas others are individual char-
acteristics in reaction to stressful situations.

Question 28: Does your organization offer
 initiatives like stress management and
programs to reduce work stress?

A significant 65.75 percent of the respon-
dents indicated that their organizations offered
no initiatives to reduce work stress. This out-
come strengthens the notion that support is a
crucial determinant of work stress and morale.

Question 29: Private sector versus local
government and stress management training

A significant 53.63 percent of the respon-
dents from local government and 46.35 percent
in the private sector indicated that their organi-
zations did not offer initiatives for stress man-
agement. Although there is no significant differ-
ence between the two variables (p-value = 0.667),
it is important to note that demands on employ-
ees are increasingly harsh. Organizations should
consider their employees’ well-being and offer
stress management training.

CONCLUSION

This study concluded that managing morale
in both the private sector and metropolitan mu-
nicipalities poses a challenge to South African
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managers that cannot be ignored. Based on the
findings of the quantitative questionnaire and
backed by a thorough review of the relevant
literature, the researcher clearly identified pri-
mary success factors (job satisfaction, perfor-
mance appraisals, leadership style and work
stress) related to managing morale.

Employee morale determines their produc-
tivity. Enthusiastic and motivated employees are
committed to doing a job well. Understanding
what matters to employees and ascertaining key
aspects that affect the acceptability of their work-
ing environment improves morale.

It was evident from the results that a very
small percentage of the respondents were satis-
fied with their organizations as places of work.
Organizational success depends on efficient and
effective performance of the organization’s em-
ployees. A contented workforce is therefore in-
dispensable for purposes of enhancing motiva-
tion and morale. An environment in which em-
ployees feel valued and respected is a bold step
in terms of appropriate morale management and
adaptation to change.

An essential tool in addressing the morale
of employees is appraisal systems that reinforce
excellence. Performance appraisals are frequent-
ly considered obstacles to effective performance
management, especially when employees are not
motivated by the feedback they receive. Con-
structive feedback will increase employee mo-
rale and improve individual and thus organiza-
tional performance.

The study results and the literature review
indicated that leadership style affects employee
morale, workplace cohesion, job satisfaction,
commitment and productivity. Numerous ways
are available to create an inclusive environment
in which managers inspire their subordinates,
create learning opportunities, and stimulate prob-
lem solving. Employees need the most effective
blend of management, leadership skills and abil-
ities to enhance their performance. The relation-
ship between an organization’s leadership style
and its employee performance is a significant
contributor to employee morale.

Stress is associated with pressure, tension
and frustration. The majority of the respondents
in this study experienced stress in their working
environment. Stress gives rise to unwanted be-
havior changes (reduced effectiveness and in-
adequate achievement). Employees experience
stress in situations that are subjectively per-

ceived as out of control, and their stress is char-
acterized by feelings of powerlessness and an
inability to cope. Peer support and supportive
leadership are very important. In addition to the
fact that most of the respondents experienced
stress at work, their organizations also failed to
offer training initiatives to reduce work stress.
These findings support views that stress is a
highly subjective phenomenon to the detriment
of an organization.

RECOMMENDATIONS

The following recommendations are suggest-
ed to improve the morale of employees. Manage-
ment should provide the necessary support and
cooperation to enable employees to be satisfied
with their places of work. Organizations should
become more concerned about the contentment
of their employees since satisfied employees are
more productive. Employee performance should
be recognized by formal appraisal systems. Man-
agers should plan their business strategies based
on recognizing the value of individual accomplish-
ment. Employee morale is dependent on realistic
expectations and a professional orientation to
work. Different leadership styles can therefore
improve job performance.

Appropriate training and development
should be offered to managers to equip them
with different leadership skills. Organizations and
their managers should create a culture of trust.
Managers earn trust and improve employee
morale by being accessible. Stress management
courses and training programs should be made
available, aiming to reduce work stress among
employees. The quality of an organization’s per-
formance would improve if managers remained
on the alert for warning signs of poor morale.
Timely recognition of such signs would prevent
the deterioration of a healthy organization. Man-
agers should be well informed about the impor-
tance of employee morale. An inadequate un-
derstanding of the concept, its importance and
measurement could pose a threat to the organi-
zation’s success and survival.

LIMITATIONS  OF  THE STUDY

The study included only metropolitan mu-
nicipalities in the public sector. The results of
the survey therefore cannot be generalized to
the whole of the South African public sector.
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