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Abstract: 

This article examines the perceptions of Senior Management Service (SMS) members regarding the 

nexus between employee performance and organisational outcomes within the KwaZulu-Natal 

education sector. Prompted by persistent discrepancies between individual performance ratings and 

institutional achievements, the study explores how senior leaders interpret and experience the strategic 

alignment of performance management systems. Adopting a qualitative research design, data were 

gathered through semi-structured interviews with SMS members across the department. Thematic 

analysis revealed that, while SMS members generally acknowledge a strong correlation between 

employee performance and organisational success, systemic challenges, including inconsistent 

evaluation practices, limited accountability, and insufficient capacity-building undermine the 

effectiveness of existing performance management frameworks. The findings underscore the necessity 

for a more integrated, transparent, and strategically aligned approach to managing employee 

performance in the public sector. Key recommendations include aligning individual goals with 

departmental objectives, fostering a culture of continuous feedback, and equipping managers with the 

requisite tools and training to lead performance-driven teams. 
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Introduction 

In South Africa’s public education sector, the alignment between employee performance and 

organisational outcomes remains a persistent and complex challenge. Despite the implementation of 

structured performance management systems, most notably the Performance Management and 

Development System (PMDS), many departments continue to experience a disconnect between 

individual performance ratings and institutional results. This issue is particularly evident in the KwaZulu-

Natal education sector, where performance ratings often reflect individual effectiveness, yet strategic 

targets and service delivery outcomes remain unmet (Armstrong, 2022; Knies et al., 2024). The PMDS, 

introduced by the Department of Public Service and Administration (DPSA) in 2018, was designed to 

enhance accountability and improve service delivery across government departments. However, its 

implementation has faced persistent challenges, including limited capacity, ineffective communication, 

and misalignment between individual Key Result Areas (KRAs) and departmental objectives. For 

instance, in the 2023/24 cycle, while 50 Senior Management Service (SMS) members were rated as 

“fully effective,” only 30 of 42 strategic targets were achieved, and the department received a qualified 

audit opinion. Recent audits by the Auditor-General of South Africa (AGSA) have revealed widespread 

issues in performance reporting across provincial education departments, including unreliable indicators 

and incomplete alignment with Medium-Term Strategic Framework (MTSF) outcomes. These 

discrepancies raise critical questions about the strategic coherence and practical impact of current 

performance management practices (Razak et al., 2025; Cubi-Molla et al., 2023). This study explores 

how SMS members perceive the relationship between employee performance and organisational 

performance, with a focus on understanding how performance is interpreted, measured, and 

strategically aligned within the public sector. The research is guided by three theoretical frameworks: 

Goal-Setting Theory (Locke & Latham, 2002), which emphasises the importance of clear, challenging 

goals and feedback mechanisms in driving performance; Alderfer’s ERG Motivation Theory (Alderfer, 

1969), which explores how employee needs, existence, relatedness, and growth impact motivation and 

engagement; and Resource-Based Theory (RBT) (Barney, 1991), which positions internal capabilities 

such as leadership competence and human capital as strategic assets for organisational success. These 

frameworks provide a multidimensional lens through which to examine performance alignment, 

particularly in resource-constrained and bureaucratically complex environments like public education. 

While existing literature has explored performance management in the public sector, few studies have 

focused specifically on the perceptions of senior managers within provincial education departments. 

Moreover, limited attention has been given to the strategic alignment between individual KRAs and 

departmental objectives, and how this alignment influences service delivery outcomes. Recent studies 

have highlighted demographic and systemic factors that affect performance management and work 

engagement in the public sector but have not sufficiently addressed the leadership perspective within 
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education departments (Tshukudu & Nel, 2020; Mustafa-Sadiku, 2025). The purpose of this study was 

to investigate how senior managers interpret and experience the relationship between employee 

performance and organisational outcomes. In doing so, it aimed to identify systemic challenges, 

strategic misalignments, and opportunities for reform. The significance of the study lies in its potential 

to inform policy development, leadership training, and performance management practices that are both 

contextually relevant and strategically effective. This research contributes to the growing body of 

knowledge on public sector performance management by providing empirical evidence from senior 

leaders in the education sector. It integrates motivational and strategic management theories to explain 

performance dynamics and offers practical, policy-oriented recommendations for improving 

performance alignment. The decision to pursue this topic was motivated by recurring performance gaps 

observed in departmental reports and audit outcomes, as well as the pressing need for more effective 

leadership and accountability mechanisms in South Africa’s public education system. The central aim of 

this study was to explore the perspectives of Senior Management Service (SMS) members on the 

relationship between employee performance and organisational performance. Specifically, the research 

sought to understand how performance management practices are perceived and experienced within 

their organisational contexts. The guiding research question was: “How do SMS members perceive and 

experience performance management practices within their organisational context?” The study was 

informed by conceptual assumptions that shaped its analytical framework, including the belief that SMS 

members’ experiences are influenced by organisational culture and leadership styles, and that a 

potential disconnect may exist between formal performance management policies and their practical 

implementation. These assumptions were explored through thematic patterns that emerged from 

participant narratives, offering rich insights into the lived experiences of senior managers and the 

organisational dynamics that influence performance outcomes. 

Literature Review 

This literature review examined the relationship between employee and organisational performance in 

the public education sector, highlighting a gap in understanding the role of senior management in driving 

institutional outcomes. It focused on four key enablers—goal alignment, performance management 

systems, training and development, and employee engagement exploring their impact on strategic 

coherence, motivation, and accountability. By analysing these elements, the review established a 

conceptual foundation for assessing how senior management perceptions and practices influence 

performance, thereby informing the research design and guiding recommendations for improved 

performance alignment in KwaZulu-Natal’s education sector. 

https://doi.org/10.51137/wrp.ijarbm.352
https://www.wr-publishing.org/


International Journal of Applied Research in Business and Management (ISSN: 2700-8983) 

an Open Access journal by Wohllebe & Ross Publishing, Germany. 

Volume: 06 Issue: 05 Year: 2025 

https://doi.org/10.51137/wrp.ijarbm.352   

 

 

 

Wohllebe & Ross Publishing, Germany – The Open Access Publisher. 

More information and current publishing opportunities at wr-publishing.org 

Definition of Key Terms 

To ensure conceptual clarity, the following key terms are defined as they are used throughout the study. 

Senior Management Service (SMS) Members are strategic public officials tasked with policy 

implementation and organisational oversight. Scholars such as Horton (2008) and Sing (2024) 

underscore their pivotal role in driving transformation and promoting ethical governance, although 

challenges such as limited capacity and political interference remain prevalent (Mafunisa, 2013). 

Employee Performance refers to the effective execution of job responsibilities in alignment with strategic 

objectives. Research by Armstrong and Taylor (2014), as well as Mohammad et al. (2025), links 

performance to factors such as motivation, leadership style, and employee engagement, with 

transformational leadership shown to significantly enhance outcomes. Organisational Performance 

denotes the achievement of strategic goals through efficient operations. The Balanced Scorecard 

framework by Kaplan and Norton (1996), along with insights from Virani and van der Wal (2023), 

highlights the importance of multidimensional performance indicators, including service delivery and 

internal processes. Despite these frameworks, persistent issues such as poor resource management 

and weak accountability continue to hinder performance in the public sector. 

The Conceptual and Theoretical Framework 

 

Figure 1: Conceptual and theoretical framework 
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Conceptual Framework 

Employee performance, particularly at the senior management level, is widely recognised as a key driver 

of organisational effectiveness (Mishra & Yadav, 2024; Meyer, 2022; Nwachukwu & Chladkova, 2021). 

In the public education sector, where strategic leadership is essential for service delivery, the 

performance of Senior Management Service (SMS) members plays a pivotal role in shaping institutional 

outcomes. However, the impact of individual performance is often undermined by systemic challenges 

such as misalignment between Key Result Areas (KRAs) and strategic objectives, as well as weak 

monitoring and evaluation mechanisms. According to the Public Service Commission (2018), these 

issues limit the effectiveness of performance management systems and hinder the translation of 

individual efforts into meaningful organisational results. To address this disconnect, the study is guided 

by a conceptual and theoretical framework that examines the relationship between employee 

performance and organisational performance, mediated by four key enablers: goal alignment, 

performance management systems, training and development, and employee engagement. These 

enablers are critical for ensuring that individual contributions are strategically aligned, effectively 

supported, and continuously developed within the organisational context. 

Goal alignment ensures individual objectives like Key Result Areas (KRAs) are strategically connected 

to broader departmental and organisational goals, drawing on Goal-Setting Theory which highlights the 

motivational impact of clear and challenging goals (Locke & Latham, 2002). The Balanced Scorecard 

framework (Kaplan & Norton, 2004) supports participative goal-setting, while empirical studies (Van der 

Walt & De Klerk, 2021; Singhi et al., 2023) show that goal clarity and autonomy boost engagement and 

performance, though fragmented implementation remains a concern (Hill & Plimmer, 2024).  

Similarly, performance management systems such as PMDS offer structured mechanisms for 

expectation-setting, feedback, and evaluation, aligning individual performance with strategic objectives. 

These systems are underpinned by motivational theories (Vroom, 1964; Herzberg, 1993) and recent 

models like CORE (Aguinis et al., 2024), which advocate for adaptive and holistic approaches, though 

challenges in developing regions call for more flexible frameworks (Setyawan et al., 2024). 

Building on the role of performance management systems in aligning individual efforts with strategic 

goals, training and development emerge as complementary mechanisms that invest in human capital to 

enhance employee capabilities and leadership potential. Training and development are strategic 

investments in human capital, enhancing employee capabilities and leadership through initiatives 

grounded in Resource-Based Theory, which views internal competencies as key to competitive 

advantage (Barney, 1991). When aligned with strategic goals, training boosts productivity and innovation 

(Huselid, 1995; Noe, 2020), but requires leadership support and ongoing evaluation (Brinkerhoff, 2006). 
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Recent research highlights the need for strategic alignment and robust evaluation in the public sector 

(Mustafa-Sadiku, 2025; Tshukudu & Nel, 2020).  

In addition to training and development, employee engagement plays a pivotal role in driving individual 

and organisational performance. Employee engagement, defined by emotional and cognitive 

commitment, drives innovation and discretionary effort, supported by Alderfer’s ERG Theory. Studies 

link engagement to performance and innovation (Projogo & Sohal, 2003; Saks, 2022), with trust and 

leadership being critical (Martins & Coetzee, 2021). However, limited strategic involvement of senior 

management in the public sector hampers alignment. Together, these enablers—training, engagement, 

goal alignment, and performance management—mediate individual and organisational performance, 

underpinned by Goal setting, Resource-Based, and ERG theories, forming a robust framework for 

improving outcomes in the KwaZulu-Natal education sector. 

Theoretical Framework 

The theoretical framework guiding this study integrates three complementary theories—Goal-Setting 

Theory, Resource-Based Theory (RBT), and Alderfer’s ERG Theory to provide a multidimensional 

understanding of performance in the public sector. Goal-Setting Theory, developed by Locke and 

Latham (1968), emphasizes the motivational power of specific, challenging goals supported by feedback 

and participation. Recent studies reinforce its relevance: Wei et al. (2024) found that increasing negative 

feedback can reduce goal commitment, especially among employees with low growth mindsets, while 

Pervaiz, Li, and He (2021) demonstrated that participative goal setting enhances proactive behavior, 

mediated by perceived insider status and moderated by power distance. These insights support the 

study’s focus on feedback dynamics and inclusive leadership practices among Senior Management 

Service (SMS) members in KwaZulu-Natal. 

Alderfer’s ERG Theory complements Goal-Setting Theory by addressing foundational human needs—

existence, relatedness, and growth—as drivers of motivation and performance. Che et al. (2022) 

showed that satisfaction of relatedness and growth needs significantly mediates the relationship 

between employee–organization relationships and engagement, while Thangal et al. (2021) linked 

unmet growth and relatedness needs to burnout and reduced job satisfaction. These findings highlight 

the importance of psychological safety, meaningful work, and personal development, particularly for 

SMS members tasked with transformation and ethical governance. ERG Theory thus enriches the 

framework by ensuring that motivational needs are met, creating conditions for sustained engagement 

and performance. 

Resource-Based Theory (RBT), originally proposed by Penrose and refined by Barney, focuses on 

leveraging valuable, rare, inimitable, and non-substitutable resources such as leadership, culture, and 

individual mindsets—for competitive advantage. Malhotra et al. (2024) emphasized the role of 
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benchmarking and internal capabilities in sustaining performance, while Dhrubo (2025) expanded RBT 

by integrating interior resources like values and shared meanings. These developments align with the 

study’s emphasis on strategic resource utilization and cultural dimensions of performance. By combining 

three approaches—Goal-Setting Theory for clear objectives, ERG Theory for addressing core 

motivational needs, and Resource-Based Theory for strategic resource use—organisations can create 

a well-rounded strategy to boost employee performance and overall effectiveness. While ERG’s flexible 

progression contrasts with Goal-Setting’s more linear approach, this integrated framework offers a 

practical solution for improving outcomes in the KwaZulu-Natal education sector. 

Linking Theories to Research Objective 

The research objective of this study is to explore senior management perspectives on the relationship 

between employee performance and organisational performance in the education sector in KwaZulu-

Natal. To address this objective, the study integrates Goal Setting Theory, Resource-Based Theory 

(RBT), and Alderfer’s ERG Theory to form a multidimensional analytical framework. Goal Setting Theory 

contributes by emphasising the importance of goal clarity, challenge, and feedback elements that are 

central to effective performance management and strategic alignment. RBT complements this by 

focusing on the strategic utilisation of senior management capabilities, leadership, and motivation as 

key organisational resources, offering insight into how resource strengths or limitations influence 

performance outcomes. ERG Theory adds depth by addressing the motivational foundations of 

performance through the fulfilment of existence, relatedness, and growth needs, which are particularly 

relevant in public sector environments where employee engagement and well-being are critical. 

Together, these theories provide a cohesive framework that links goal alignment, resource optimisation, 

and employee motivation, enabling a comprehensive exploration of how senior management 

perceptions and practices can be leveraged to enhance performance alignment and drive organisational 

success in the KwaZulu-Natal education sector. 

Identified Gaps in the Literature Review 

The literature review highlights a significant gap in understanding how Senior Management Service 

(SMS) targets in the Annual Performance Plan (APP) align with broader departmental strategic 

objectives. While existing studies have explored the relationship between employee and organisational 

performance, they often rely on correlational analyses and overlook the causal mechanisms and 

strategic contributions of SMS-level managers. For example, although the Guideline for the 

Management of Competency Assessments for the SMS in the Public Service outlines expected 

competencies, it does not sufficiently address how these are operationalised to support departmental 

goals. Similarly, Nduati and Wanyoike (2022) examine performance management’s impact on 

organisational effectiveness but do not focus on the strategic role of SMS members. 
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Further, the review analysed key concepts such as SMS, employee performance, and organisational 

performance, identifying various influencing factors and challenges. Studies by Masenya et al. (2022) 

and Ngubane (2022) underscore the importance of strategic planning and performance management 

systems in improving public sector outcomes. However, they also reveal persistent implementation 

challenges and a lack of integration of SMS perspectives in strategic processes. This suggests a 

disconnect between policy frameworks and practical execution, particularly at the senior management 

level. 

Additionally, while the literature supports the use of theoretical models such as Goal-Setting Theory, 

ERG Theory, and Resource-Based Theory to understand performance dynamics, it lacks focused 

inquiry into how SMS members perceive and enact these frameworks in practice. Building on these 

insights, the current study aims to fill this gap by exploring SMS members’ perceptions of the relationship 

between employee performance and organisational performance, specifically within the KwaZulu-Natal 

education sector. This approach aligns with the study’s objective to uncover how senior management 

perspectives can be leveraged to enhance performance alignment and drive strategic success. 

Methods and Data 

This study adopted a qualitative research design to explore the effectiveness of senior management 

and its influence on organisational performance within the public education sector. The methodology 

encompasses key components, including the research design, target population and sampling 

strategies, data collection instruments and procedures, a pilot study to refine tools and approaches, data 

analysis techniques, and measures taken to ensure the trustworthiness and ethical integrity of the 

research process. 

Research Design  

This study adopted a qualitative research design grounded in a phenomenological approach to explore 

how Senior Management Service (SMS) members experience and interpret performance management 

practices within their organisational context. Phenomenology is particularly suited for examining lived 

experiences and the subjective meanings individuals assign to their roles, especially in complex and 

dynamic environments. By focusing on the personal and professional realities of SMS members, this 

approach enables a deeper understanding of how performance management is perceived and enacted 

in practice (Odongo & Ntara, 2024). The research followed an inductive approach, allowing patterns and 

themes to emerge from the data rather than testing predefined hypotheses. This strategy aligns with the 

study’s aim to generate insights from participants’ experiences and perspectives, contributing to theory 

development and practical understanding. The research strategy involved collecting rich, descriptive 
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data through qualitative methods, ensuring that the voices of SMS members were central to the analysis 

and interpretation of performance management dynamics. 

Population and Sampling  

The study targeted a population of 60 Senior Management Service (SMS) members within the selected 

department. A purposive sampling strategy was employed to ensure that participants were selected 

based on their roles, expertise, and relevance to the research objectives. This non-probability sampling 

method prioritised the selection of individuals with specific knowledge and experience in performance 

management, organisational performance, and the findings of the Auditor-General. A sample of 10 SMS 

members was chosen, each possessing a thorough understanding of the performance management 

framework and its practical implications. This approach ensured that the data collected was contextually 

rich, meaningful, and directly aligned with the study’s focus, thereby enhancing the depth and relevance 

of the findings over generalisability (Ahmad & Wilkins, 2025). 

Instrumentation and Data Gathering 

Semi-structured interviews were conducted with 10 SMS members to gather in-depth and contextually 

relevant data. This approach, which blends predetermined questions with flexibility for open-ended 

responses, enabled participants to share detailed insights and perspectives (Magaldi & Berler, 2020; 

Ruslin et al., 2022). An interview guide, aligned with the research objectives, focused on key areas such 

as the relationship between employee and organisational performance, challenges in implementing 

performance management systems, the impact of performance management practices, and strategies 

for improvement among Senior Management. Additionally, document analysis was utilised to 

supplement and triangulate the interview data, as recommended by Morgan (2022), who highlights its 

value in enhancing the credibility and depth of qualitative research. 

Pilot Study and Data Analysis 

Thematic analysis, as outlined by Braun and Clarke (2006), was employed to systematically identify and 

interpret patterns within the qualitative data, which included interview recordings, transcripts, and notes. 

This flexible and rigorous approach was selected for its effectiveness in revealing recurring themes 

related to SMS members’ perceptions and experiences of employee and organisational performance 

(Braun & Clarke, 2006; McLeod, 2024). The analysis followed a structured process: familiarisation with 

the data, generation of initial codes, identification and review of themes, definition and naming of 

themes, and final reporting. This method ensured that the data were organised to directly address the 

research objectives while preserving the authenticity of participants’ voices, consistent with McMillan 

and Schumacher (2006). 
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Trustworthiness and Ethical Considerations of the Study 

To ensure the rigour and reliability of the study, Lincoln and Guba’s (1985) criteria for trustworthiness 

were applied, supported by more recent interpretations (Nowell et al., 2017; Rashid, 2025). Credibility 

was achieved through prolonged engagement with participants and the use of verbatim quotations to 

accurately reflect their views. Transferability was supported by providing detailed contextual information 

about the participants and their organisational settings, enabling readers to assess the applicability of 

findings to similar contexts. Dependability was ensured through transparent documentation of the 

research process, including data collection and analysis procedures. Confirmability was maintained by 

keeping an audit trail and grounding findings in participant responses, thereby minimising researcher 

bias (Nowell et al., 2017). Ethical considerations were rigorously upheld throughout the study, including 

obtaining informed consent, ensuring voluntary participation, protecting confidentiality and anonymity, 

and securing institutional ethical clearance. All data were securely stored and anonymised to safeguard 

participant identities (Wa-Mbaleka, 2019). Data collection and analysis adhered to established ethical 

guidelines, with measures in place to prevent harm and protect privacy. This ethical framework 

reinforced the principles of respect, transparency, and academic integrity, ensuring responsible and 

credible research practice (McLeod, 2024; Rashid, 2025). The study also detailed the qualitative case 

study methodology, sampling, data collection, and analysis techniques, providing a robust foundation 

for the presentation and interpretation of findings. 

Results 

This section presents the findings related to the first research objective: exploring senior management 

perspectives on the link between employee and organisational performance in KwaZulu-Natal’s 

education sector. The data were drawn from semi-structured interviews with ten Senior Management 

Service (SMS) members representing various directorates within the department. Demographic 

characteristics such as professional experience, gender, and educational background provided 

important context, offering deeper insight into how individual backgrounds may shape perceptions of 

performance. Thematic analysis of the interview data revealed recurring patterns and key themes, 

reflecting participants’ lived experiences and strategic viewpoints. These themes provide a clearer 

understanding of how employee performance is seen to impact overall organisational outcomes in the 

public education sector. 

Demographic Information 

The demographic profile of the participants provided valuable context for interpreting the study’s 

findings: 
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Figure 2: Years of experience of participants 

The participants’ years of experience in senior management roles ranged from less than three years to 

over a decade, offering a valuable mix of emerging and seasoned leadership perspectives. This diversity 

enhances the richness of the data, allowing for insights that reflect both fresh approaches and long-term 

strategic thinking. However, a critical view must consider whether the range was evenly distributed and 

how experience levels may have influenced the depth or focus of responses. While seasoned SMS 

members may offer more comprehensive reflections, newer managers could bring innovative or less 

conventional viewpoints. Balancing these perspectives is essential for a well-rounded understanding of 

leadership dynamics. 

 

Figure 3: Gender of participants 

The sample consisted of eight males and two females, indicating a clear gender imbalance. While this 

limited female representation may affect the inclusivity of perspectives, the presence of both genders 

still contributed to a degree of diversity in viewpoints. A critical analysis should consider how this 

imbalance might have influenced the dynamics of participation and the nature of insights shared. Future 

research would benefit from a more gender-balanced sample to ensure broader representation and 

more equitable contributions. 

1

51

3

YEARS OF EXPERIENCE OF PARTICIPANTS 

LESS 3 YEARS 4 - 6 YEARS 7-10 YEARS OVER 10 YEARS

8

2

Age composition of the participants

MALE FEMALE
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Figure 4: Educational Background 

The participants’ advanced academic qualifications—two Doctorates, four Master’s degrees, and four 

Honours degrees, added credibility and depth to the insights shared. However, this homogeneity may 

have limited the diversity of perspectives, potentially excluding practical or non-academic viewpoints. 

While the shared educational background likely facilitated rich discussions, it also raises concerns about 

representativeness and generalisability. Future research would benefit from including participants with 

varied educational experiences to ensure a more balanced and inclusive understanding. 

Thematic Analysis of Qualitative Data 

Thematic analysis was employed to interpret the qualitative data collected from senior management 

participants, allowing for the identification of key patterns and insights. This analytical approach 

facilitated a deeper understanding of how employee and organisational performance are perceived and 

interconnected within the public education sector. Based on the analysis, one overarching theme 

emerged, supported by two interrelated sub-themes: employee performance and effective resource 

management. These themes reflect the strategic dimensions that senior managers associate with 

organisational success. The table below presents a summary of the main theme and its corresponding 

sub-themes. 

 MAIN THEME 

Foundations of organisational success - Performance and Resources 

 SUB-THEMES 

1.1 Employee Performance as a strategic driver 

1.2 Effective Resource Management 

Table 1: Themes for the study 

2

4

4

Educational qualifications

DOCTORAL DEGREE MASTERS DEGREE HONOURS DEGREE
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Discussion 

Main Theme: Foundations of Organisational Success – Performance and Resources 

The thematic analysis of the qualitative data revealed a central theme: Foundations of Organisational 

Success – Performance and Resources. This theme encapsulates the strategic interplay between 

employee performance and the effective management of organisational resources as fundamental 

drivers of success in the public education sector. Senior management participants consistently 

emphasised that achieving institutional goals depends not only on individual performance but also on 

the optimal allocation and utilisation of both human and material resources. These insights align with 

broader research, which underscores the importance of strategic planning in aligning resources with 

institutional missions and stakeholder needs, particularly in resource-constrained environments. 

Building on the central theme, the first sub-theme—employee performance as a strategic driver, 

emerged as a key factor influencing the achievement of organisational goals within the public education 

sector 

Sub-theme 1.1: Employee Performance as a Strategic Driver 

Employee performance emerged as a pivotal strategic driver of organisational success within the public 

education sector, directly addressing the study’s core research question: How does senior management 

influence organisational performance? The findings reveal that employee performance is not merely a 

reflection of individual effort but a critical lever for institutional effectiveness. Senior Management Service 

(SMS) participants consistently emphasised that employee commitment, effectiveness, and quality of 

work are central to achieving departmental mandates and improving learner outcomes. As Participant 

P1 noted, “positive employee performance creates and contributes to increased productivity and also 

improved client satisfaction… ultimately employee performance does lead to improved outcomes in 

academic results.” This sentiment was echoed by P5, who highlighted the “powerful nexus between the 

performance of employees and school functionality,” and P7, who stressed the direct correlation 

between employee performance and service delivery. 

These perspectives collectively underscore a shared understanding among senior managers that 

human capital is not only operationally important but strategically indispensable. The theme aligns 

closely with the study’s objectives, particularly the aim to explore how leadership practices and human 

resource strategies influence performance outcomes. From a theoretical standpoint, the findings are 

strongly supported by Resource-Based Theory (RBT), which positions skilled and motivated employees 

as core internal resources for achieving sustained competitive advantage. SMS participants’ recognition 

of employees as pivotal to organisational success reflects RBT’s assertion that intangible assets such 

as expertise, commitment, and organisational culture are critical to long-term performance (Barney, 
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1991). Goal-Setting Theory provides a motivational lens, positing that specific and challenging goals, 

supported by feedback and clarity, enhance employee motivation and performance. Participants’ 

emphasis on aligning individual efforts with departmental objectives and fulfilling educational 

responsibilities reflects the practical application of goal-setting principles within the public education 

context (Locke & Latham, 1990). 

Additionally, Alderfer’s ERG Theory reinforces the importance of growth and relatedness needs, evident 

in participants’ prioritisation of recognition, professional development, and alignment with organisational 

values. These non-monetary factors were seen as essential for sustaining engagement and productivity, 

particularly in resource-constrained environments (Alderfer, 1969). 

Supporting literature, including Armstrong (2022), Knies et al. (2024), and Razak et al. (2025), validates 

the role of strategic human resource management (SHRM), leadership style, and employee satisfaction 

in driving performance. Kiplimo and Odiyo (2024) further argue that integrated HR practices are 

essential for aligning employee efforts with organisational excellence. However, cautionary perspectives 

from Tarakci et al. (2018) warn that performance feedback, if misapplied, can lead to counterproductive 

behaviours, while Knies et al. (2024) caution against uncritical adoption of private sector models in public 

institutions due to bureaucratic and political constraints. 

In conclusion, employee performance is a strategic lever for organisational success, but its impact 

depends on enabling factors such as leadership quality, organisational culture, and supportive systems. 

A proactive strategy anchored in clear goal setting, continuous feedback, and context-sensitive HR 

practices is essential for translating individual efforts into sustainable organisational impact. This theme 

complements Sub-theme 1.2, Effective Resource Management by highlighting the human dimension of 

organisational performance and its interdependence with resource alignment and strategic leadership. 

Sub-theme 1.2: Effective Resource Management 

Effective resource management emerged as a central theme in addressing the study’s research 

question: How do senior management practices influence organisational performance in the public 

education sector? The findings reveal that managing human, financial, and material resources is not 

merely an operational necessity but a strategic imperative for sustaining performance and ensuring 

service delivery. Senior Management Service (SMS) participants consistently emphasised that resource 

allocation must align with institutional goals to achieve outcomes efficiently. As Participant P1 noted, 

organisational performance is measured by “how well the department achieves its outcomes… 

implementing its strategies and managing the resources to deliver on its mandates.” Similarly, P7 

highlighted the importance of administrative efficiency and accountability in resource utilisation, while 

P5 underscored human capital as a foundational element of organisational success. 
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The study demonstrates that resource management extends beyond technical functions to become a 

strategic enabler of educational outcomes. In resource-constrained environments, non-financial factors 

such as recognition, career development, and value alignment were identified as critical for sustaining 

employee engagement and productivity. Participants prioritised growth opportunities and appreciation 

over financial incentives, reinforcing the role of a values-driven culture and transformational leadership 

in fostering high performance. Interestingly, resource limitations were not universally perceived as 

barriers; several participants described how constraints stimulated innovation, with institutions 

leveraging internal training, mentorship, and promotion pathways to maintain morale and drive 

performance. This adaptive approach aligns with the Resource-Based Theory (RBT), which posits that 

internal capabilities, such as skilled personnel and organisational culture, are essential for achieving 

sustained competitive advantage (Barney, 1991). 

The findings also resonate with Strategic Human Resource Management (SHRM) principles, advocating 

for the integration of HR practices with organisational strategy. Participants emphasised aligning 

resource planning with performance goals and fostering employee engagement through recognition and 

development opportunities, reflecting SHRM’s focus on strategic alignment and capacity building. 

Additionally, Alderfer’s ERG Theory provides further insight, highlighting the importance of growth and 

relatedness needs in maintaining morale and productivity, particularly in resource-limited contexts 

(Alderfer, 1969). Technological integration emerged as another key driver of efficiency and transparency. 

The adoption of digital dashboards, AI-driven tools, and performance management systems was 

identified as instrumental in enhancing accountability and enabling data-informed decision-making. 

These innovations support the theoretical argument that leveraging internal capabilities and systems 

strengthens organisational resilience and adaptability (Barney, 1991; Duchek, 2019). However, 

cautionary perspectives from scholars such as Cubi-Molla et al. (2023) warn against applying uniform 

resource management strategies across public institutions, citing complexities related to competing 

priorities and valuation challenges. This underscores the need for context-sensitive and adaptable 

approaches tailored to the unique realities of each educational institution. 

In conclusion, effective resource management is both a technical necessity and a strategic imperative 

for public education institutions. By aligning resources with strategic priorities, fostering adaptability, and 

leveraging technology, senior management can build resilient systems capable of sustaining 

performance in dynamic and resource-limited environments. This theme directly links to the study’s 

objectives by demonstrating how leadership practices influence organisational outcomes through 

strategic resource alignment, operational efficiency, and human capital development. 
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Conclusion 

This study provides a comprehensive examination of senior management effectiveness and its influence 

on organisational performance within the public education sector. Drawing on empirical insights and 

established theoretical frameworks, the research highlights the strategic importance of leadership, 

employee performance, and resource management in driving institutional success. From a practical 

standpoint, the findings offer actionable strategies to enhance public sector performance. These include 

implementing structured leadership development programmes to strengthen strategic capabilities, 

aligning Key Result Areas (KRAs) with organisational objectives to reinforce accountability, and adopting 

performance dashboards to facilitate data-driven decision-making. Creating supportive work 

environments that foster recognition, autonomy, and professional growth is equally vital. Moreover, the 

use of evidence-based evaluation methods can help refine leadership strategies and improve service 

delivery outcomes. The study also contributes to theoretical discourse by integrating Goal-Setting 

Theory, Alderfer’s ERG Theory, and Resource-Based Theory (RBT). Together, these frameworks 

underscore the significance of goal clarity, the fulfilment of psychological needs, and leadership 

competence as strategic organisational assets. This integrated theoretical approach offers a strong 

basis for advancing research in strategic human resource management, especially in resource-limited 

public education settings. In terms of policy implications, the research highlights the need for structured 

leadership development, effective talent management, and policies that support the well-being of 

managers. Strategic alignment of KRAs, evidence-informed decision-making, and the implementation 

of standardised operational guidelines are also essential for enhancing cross-departmental coherence 

and collaboration. At the managerial level, the study underscores the need for alignment between senior 

management objectives and broader organisational goals. Clear articulation of performance 

expectations, recognition of leadership capabilities, and investment in talent development and 

succession planning are critical. Employing evidence-based evaluation tools can further support 

continuous improvement in decision-making and operational efficiency. To translate these insights into 

practice, education departments should adopt a holistic and integrated approach. This involves 

prioritising leadership development, aligning performance management systems with institutional goals, 

and cultivating a culture that values engagement, recognition, and well-being. Strategic resource 

management encompassing both financial and non-financial assets must be context-sensitive and 

geared toward sustaining performance. The integration of technology and data analytics can further 

enhance transparency, responsiveness, and operational efficiency. While the study offers valuable 

insights into the relationship between senior management effectiveness and organisational 

performance, certain limitations must be acknowledged. The focus on a single sector may constrain the 

broader applicability of the findings, as public education systems often operate within unique contextual 

parameters. Additionally, the qualitative nature of the research, while rich in depth, limits the ability to 
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quantify specific variables such as the impact of digital tools or the extent of technology adoption. These 

findings may also reflect a transitional phase in digital integration, which continues to evolve across 

public sector institutions. 

Future research should build on these findings by: 

• Evaluating the long-term impact of improved Performance Management and Development 

System (PMDS) implementation on learner outcomes and service delivery. 

• Conducting comparative studies across provinces or departments to identify best practices 

and contextual challenges. 

• Exploring the influence of leadership styles and organisational culture on performance 

outcomes. 

• Expanding digital integration in performance management to improve efficiency, 

transparency, and data utilisation. 

Despite these limitations, the study lays a strong foundation for future research employing broader 

samples and mixed-method approaches to deepen understanding and enhance the generalisability of 

results. 
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