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Abstract

This research study analysed the role that expeziptayed in the development
of bar managers’ social competencies. Given thaakomture of the bar
environment, social competencies were perceivetetessential managerial
competencies that enable bar managers to manadeye®p and consumers to
ensure that employee and consumer satisfactionaiataned. The literature
reviewed discussed the importance of managerial petencies and the
composition of social competencies. Experience coaseptualized to develop
an understanding of the informal learning methadugh which competency
development occurs. Data was captured throughttatasce interviews, which
were based on the Critical Incident Technique (Clhe data was analysed
using the open coding procedures of grounded thebms research study
proposed a process to explain how experience bodd to the development
of social competencies. The proposed process, wisichalled the Social
Competency Cache Development Process (SCCD Prouoéssptely indicated
that experience contributed to bar managers’ samahpetencies through a
reflection process, the residues of experience, tarmligh the familiarity of
situations and results. This research study fohatl éxperience contributed to
the development of bar managers’ social competenei¢hin a process that
established an awareness of unfamiliar social ctengees or reinforced the
effects of familiar effective social competenciEgperience was also found to
promote the transition between novel situations famdgiliar situations, which
in turn enabled bar managers to effectively assessl situations and select
effective responses to social situations. Consedtyexxperience improved the
probability of bar managers implementing effectisecial competencies to
ensure employee and consumer satisfaction. In esserperience shaped bar
managers’ accumulation of social competencies loynpting the addition of

new social competencies or the reinforcement dcdteng social competencies.
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Chapter 1: Introduction

1.1 Introduction and Rationale of the Research Stud vy

The South African travel industry is composed @& 8outh African hospitality
and tourism industries (George, 2001:17). Theseicepriented industries
contribute towards the service sector of the Séditican economy and overlap
in their service offerings (George, 2001:17).

The hospitality industry is primarily concerned lwfproviding food, drink, and

accommodation, but also promotes a warm and fryeexbperience that benefits
consumers” (George, 2001:18). The tourism industmy, the other hand,
focuses on the term “tourism”, which, accordingdeorge (2001:17), refers to
the “activity that occurs when tourists travel”.€ltourism industry is described
as being “serviced by a number of industries”,udatg the hospitality industry
(George, 2001:17). This implies that tourists salso be included within the
consumer segment of the hospitality industry. HoavevGeorge (2001:19)
points out that the definition of the hospitalibhdustry provided above, implies
that “not all consumers are tourists” and as suclviges a basis on which the

hospitality and tourism industries may be differatatd.

Given this differentiation, the focus of this resdastudy is on the hospitality
industry, with specific reference to the bar and ectors of this industry.
According to George (2001:18), ensuring that aisereulture is developed
within the hospitality industry is paramount. Levaad Chambers (2000:25),
who note that “hospitality is first and always avéee industry”, support the
notion of a service culture within the hospitalitglustry. A service culture is
defined as a system of values and beliefs that asiph the concept of

providing consumers with quality service (Kotlerovieen and Makens,



2003:882). A service culture “focuses on serving aatisfying the customer”
(Kotler, et al., 2003:41).

As previously mentioned, this research study istreenon the hospitality
industry with a specific focus on the bar and peloter of the hospitality
industry. According to the Restaurant Associatibrsouth Africa (2007:2), a
pub is an organisation that sells alcohol and Iigkals or snacks. The Tobacco
Products Control Act 83 of 1993 (Tshabalala-Msima2@00: Government
Gazette Number 21610), which is the legislationt@ding the smoking of
tobacco products in public areas, defines bargabd as “a public place where
the primary business of the place is to sell altioHzeverages to the general
public, for consumption on the premises”. Thesendeins suggest that bars
and pubs are primarily involved in the sale of hlgla beverages to the general
public for consumption on the premises. Hence, ghdsfinitions exclude
occasions or events such as social parties, where is no commercial trade
involved. Additionally, these definitions expligittmention the location of
consumption of alcoholic beverages at the prenmigesale and consequently
exclude liquor stores, which provide alcoholic brages for consumption on
alternative premises. These definitions also mant@ primary focus of bars
and pubs as the sale of alcoholic beverages. im these definitions suggest
that those organisations providing alcoholic begesaas a secondary or
supplementary service offering should be omittecenwheferring to bars and

pubs.

Based on the definitions of bars and pubs preseaibede, it is evident that
both the terms “bar” and “pub” seem to primarilycéis on the selling of
alcoholic beverages to the public for consumptionthe premises of sale.
Hence, for the purpose of this research studytéhms “bar” and “pub” are
seen to relate to hospitality organisations, wtaoh primarily concerned with

the sale of alcoholic beverages for consumptiothenpremises of sale. Given



its fluidity and dominance within the South Africaontext, the term “bar” will
be used to indicate either a bar or a pub withm ¢bntext of this research

study.

The literature pertaining to the South African bactor seems to be relatively
limited. Therefore, it is suggested that the gdnehnaracteristics of the South
African bar sector be inferred from the United Kdogn (UK) bar sector. The
UK bar sector is consumer-driven, in that consurtastes influence bar
offerings (Pratten, 2003:257). This is evidenthe tange of different types of
bars, including theme bars, sporting bars, famagsbsmoke free bars, and beer
bars (Pratten, 2003:257). Although South Africa nm@t possess the exact
same type of bars, it is suggested that the Sodtitaf bar sector is also
influenced by consumer tastes and is therefore ™iman terms of adapting

service offerings to match consumer demands.

Fridjon (2004:9) provides an overview of the natof¢he South African liquor
industry in the Research Report on the Liquor Ihgusnd indicates that there
are “5000 restaurant” liquor licenses and “25 00B0- 000 other” liquor
licenses registered in South Africa. The “25 0@D-000 other” liquor licenses
relates to registered bars (Fridjon, 2004:9). Bnd{2004:9) also estimates that
there are “between 20 000 — 200 000 illegal outlatsluding shebeens.
According to Magoda (2007), there are 1536 regsitdrars in the Eastern
Cape, of which 24 are located in the Grahamstogione(Njovane, 2007).

The South African bar sector seems to be facintaicechallenges, such as a
decline in revenue and legislative changes. Thésdlenges will be briefly
discussed. Firstly, the South African bar sect@nse to be experiencing a
decline in revenue. Statistics South Africa (206%lndicates in the Food and
Beverages September 2006 Report that income frderimg services, which

includes bars, has declined from 5, 2 million Ram&eptember 2005 to 1, 8



million Rand in September 2006. Furthermore, adogrdo Statistics South
Africa (2006a:12.4), the income recorded from nestat and bar sales
decreased from 229, 3 million Rand in Septembed206@24, 2 million Rand
in June 2006. It is important to note that thegerks are limited as they only
include registered organisations and, thereforeg, mo& be accurately indicative

of the total fluctuation in revenue experiencedhmsy South African bar sector.

Secondly, the South African bar sector has expee@iegislative change. This
may be seen in the drafting of anti-smoking legjista (Tshabalala-Msimang,
2000: Government Gazette Number 21610). Accordmdréddy (2006:10),
bars face fines up to R20 000 for failing to compiyh the Tobacco Products
Control Act 83 of 1993. Further legislative changeghe South African bar
sector may be seen in the attempt of the NelsondglanMunicipality to curb
drinking hours (Matavire and Capazorio, 2005:1).eThNelson Mandela
Municipality has looked to employ set times for tlsale of alcohol.
Accordingly, bars are permitted to carry out tHaisiness from “10 am to 2"
am every day of the week (Matavire and Capazori@)52l). Given the
legislation enforced by government authorities, it suggested that bar
managers need to assume the role of maintainingucoar satisfaction by
managing their interaction with consumers. Thisliagpthat bar managers are
in direct contact with their consumers. Additiogalbar managers will need to
manage their interaction with employees to ensouaé émployee efforts are in
line with the required legislation. Consequently,is suggested that bar
managers must interact with both employees anducoess in order to manage
the environmental challenges evident in the barteodnand to contribute
towards employee and consumer satisfaction. Hemitlein the context of this
research study, managements’ attempts to satigijogees and consumers are
suggested to be imperative to the establishmeatefvice culture.



The service profit chain, which is presented inufég 1.1, suggests that
consumer satisfaction and employee satisfactionreleded (Heskett, Jones,
Loveman, Sasser and Schlesinger, 1994: 164). Carsaatisfaction entails
meeting the needs of targeted consumers to prooootgumer retention, and is
evident in consumer loyalty (Heske#, al., 1994:166). Consumer loyalty is
seen as a “direct result of customer satisfactigptéskett,et al., 1994:165).
Consumer satisfaction is “largely influenced by ttadue of services provided
to customers” (Hesketét al., 1994:165). “Value is created by satisfied, loyal
and productive employees” (Heske#t, al., 1994:165). Hence, in order to
satisfy consumers, bar managers must be concentledatisfying employees

as well.

Figure 1.1: The Service Profit Chain
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(Adapted from Heskettf al., 1994:166)

Employee satisfaction, which appears to contriboteonsumer satisfaction, is
evident in employee retention and employee prodigtiHeskett, et al.,
1994:166). Employee satisfaction seems to be lin&idte values and attitudes



that employees have towards their jobs and thelityato “achieve results for
customers” (Hesketet al., 1994:168). Thus, satisfied employees appear @ be

prominent aspect of consumer satisfaction.

In essence, the service profit chain proposesdhmgtloyee satisfaction drives
or contributes towards consumer satisfaction (Heséteal., 1994:164). Hence,

in order to maintain a service culture, which cibmiites towards consumer
satisfaction (Kotler,et al., 2003:41), bar managers would need to ensure
employee satisfaction as well. This notion is basedhe premise that satisfied
employees contribute towards consumer satisfa¢tieskettet al., 1994:164).
Managers would therefore need to manage both emgsognd consumers to

ensure that both parties are satisfied.

Management’s attempt to manage both employees @msLimers in order to
develop a service culture and thereby simultangopsimote employee and
consumer satisfaction highlights the significanéem@anagerial performance.
Effective or superior performance by managers rsgieed to be related to the
possession and utilization of competencies (Burgpyr®89 in Moore, Cheng
and Dainty, 2002:314; Murray, 2003:306; Stuart adnddsay, 1997:28).

Competencies represent a “combination of observamieapplied knowledge,
skills and behaviours that create a competitiveanthge for an organization”
(Jauhari, 2006:123). The concept of competenciedl Wwe further

conceptualized in chapter two of this researchystud

Against this backdrop, it is important to recognibat the service orientation
within the hospitality industry is underpinned Bnace encounters (Chapman
and Lovell, 2006:79). Service encounters within Heespitality industry are
perceived to be “social in nature, because theopatsmode of delivery is
intertwined with the provision of the tangible thithat initiated the encounter”
(Chapman and Lovell, 2006:79). Within the bar cahtthe tangible product in



guestion relates to the alcoholic beverages thaswoers desire. Service
encounters appear to be based on the direct cornatiom and interaction

between consumers and employees. Hence, this decaction provides the
basis for viewing service encounters within the @@amtext as social in nature.
Kay and Russette (2000:53) highlight the effecttlod social nature of the
hospitality industry by indicating that social coetgncies are essential
managerial competencies required in the hospitaligustry. Social

competencies may be defined as the “ability to weitk people” (Smit and de
J Cronjé, 2002:17), including communication skiiecial awareness, conflict
resolution and motivating people (Cherniss and ale, 2001:31). Tas (1988,
in Jauhari, 2006:126) supports this notion by iatigy that “sensitivity to

guest issues, developing positive customer relsiteomd striving to achieve a
positive working relationship”, are among the catimanagerial competencies
essential in the hospitality industry. This implteat a manager’s duty, in terms
of social interactions with employees and consumisrscritical within the

hospitality industry.

Given the premises that the hospitality industrgsgablished on the grounds of
social interaction (King, 1995 in Brotherton, 19B8B), it is argued that
hospitality managers require social competencid®e importance of social
competencies within the South African hospitalitgustry, and therefore the
South African bar sector, heightens the need tarrenthe development of

social competencies.

Competencies are perceived to be developed by fwothal and informal

learning methods (Svensson, Ellstrom and Aberg,42@D). Formal and
informal learning methods are “to some extent nefated” (Cheetham and
Chivers, 2001:249). Formal learning methods inclogdessional development

programmes and educational programmes, while irdbri@arning methods



include the experiences that individuals utilize develop competencies
(Cheetham and Chivers, 2001:249).

This research study focuses on the informal legrmrethod through which
experiences are used to develop social competenteg2003:707) suggests
that managerial experience may shape manageriall&dge and confidence.
Kor (2003:709) also points out that managerial erpee “contributes to
managerial competence”. This suggests that theadirk between experience
and managerial competencies. However, the researcliggests that
experience, when viewed from a developmental sestgrjld not be limited to
managerial experience. It is suggested that expegse throughout one’s life

may contribute towards the development of socialetencies.

1.2 Purpose of the Research Study

The primary aim of this research study is to aralifee role that experience
plays in developing bar managers’ social compeg¢=naivhich in turn enable
the effective management of employees and consuimerssure employee and
consumer satisfaction. This aim may be subdividetb ithe following

objectives. Firstly, to identify examples of crdlcincidents that facilitate the
effective management of employees and consumecsn8ly, to analyse these
critical incidents to identify their underlying sat competencies. Thirdly, to
analyse the role of experience in the developmérnthe underlying social

competencies.

1.3 Importance of the Research Study

Research has been conducted into the formal leamigthods of competency
development within the hotel sector of the hosptahdustry (Brophy and
Kiely, 2002; Chapman and Lovell, 2006; Garavan, 7t99auhari, 2006).
Cheetham and Chivers (2001) and Paloniemi (2006)wtted research into



the informal learning methods of competency devalept. Cheetham and
Chivers (2001) conducted research into the infortealning methods that
professionals use to learn while Paloniemi (200@)@ned the conceptions of
experience, workplace learning and competenceetmd of learning from

experiences, Mumford (1995:12) conducted reseantth the approaches that

senior executives use to learn from experience.

Despite previous research into the informal methafdearning, there appears
to be a lack of research in terms of the inform@hrhing methods of

competency development within the hospitality intdus

This research study therefore firstly contributesards the body of knowledge
related to informal learning methods. This will behieved by investigating
how experience, as an informal learning method, bmysed to develop bar
managers’ social competencies. The researcher apmeel the Social
Competency Cache Development Process (SCCD Praredgmonstrate the
manner in which experience contributes towards dieeelopment of bar
managers’ social competencies. The researcherfdherproposes the SCCD
Process as a process that illustrates the mannghioch experience develops

social competencies.

Furthermore, this research study may add to thpitatisy and human resource
management body of knowledge by contributing to timeited literature

pertaining to bars in the South African context.r&lgpecifically, this research
study may yield an improved understanding of tHe that experience plays in

the development of social competencies within bars.

In order to establish and discuss the role thagéeepce plays in developing bar
managers’ social competencies, this research semdgloys a qualitative

research methodology. The research paradigm fotldwéhis research study is



anti-positivist or phenomenological in nature (@olind Hussey, 2003:47).
Semi-structured interviews were conducted with ls&x managers based on
structured questions. The Critical Incident TechridCIT) was used to frame
the interviews. Data was analysed using the opedingoprocedures of
grounded theory (Chell, 2004:49).

1.4 Outline of Chapters

Chapter one presented the introduction and ra&oohlthis research study. It
was noted that the hospitality industry focusesleveloping a service culture,
which emphasizes the need to ensure consumeilastitosf. This research study
is concerned with the bar and pub sector of theitadgy industry. Hence, this
chapter presented a working definition of bars gnbs as hospitality
organisations which are first and foremost conakmih the sale of alcoholic
beverages for consumption at the premises of 3dle.characteristics of the
South African bar sector were presented to proddeoverview of the bar
sector. Thereatfter, this chapter drew upon theigemprofit chain to indicate
that employee and consumer satisfaction are reldtes argued that the
maintenance of a service culture, which emphasaesumer satisfaction,
requires employee satisfaction as well. Thus, mamnagperformance entails
ensuring both employee and consumer satisfactianagerial performance is
perceived to be linked to the possession and atiim of competencies. Based
on the premise that the hospitality industry isigoo nature, it is argued that
bar managers require social competencies. Thistehalicated that the focus
of this research study is on the informal methodeafning. Additionally, this
chapter proposed that experience, as an inforraahileg method, plays a role

in the development of the social competencies reguy bar managers.

Chapter two develops an understanding of what apetency is. In Chapter

two, the concept of managerial competencies andérneeived link between

10



managerial competencies and performance is outlBedial competencies and
competency development are also discussed witlérséitond chapter of this

research study.

In Chapter three, the focus is on how experiencgribmtes to the development
of social competencies. Kolb’s Learning Cycle (KollBoyatzis and
Mainemelis, 2001:228), behavioural theory (Skinn&838, in Tennant,
1997:95) and the Conscious Competence LearningiM@homson and Von
Solms, 2006:12) are used to demonstrate how exmerieontributes to

competency development.

Chapter four presents the research methodologythastemployed within this
research study, including the data collection aradadanalysis techniques

utilized and the ethical considerations that wered.

Chapter five illustrates the SCCD Process to pteenresearch results. The
SCCD Process describes the manner in which thenlaagers utilized their
social competencies and the manner in which expegieontributed to the

development of their social competencies.
The results of the research study are discussé&hapter six, while Chapter

seven concludes this research study by highlightihg key findings,

implications, and limitations of this research stud

11



Chapter 2: Managerial Competencies

2.1 Overview

The primary aim of this research study is to arelifee role that experience
plays in developing bar managers’ social compeg¢=naihich in turn enable
the effective management of employees and consuimerssure employee and
consumer satisfaction. In order to accomplish #imm, an understanding of
competencies needs to be established. This chiastér explores the concepts
of competence, competency and competencies todeaviworking definition

of competencies. Thereafter, managerial competereedefined to emphasize
the range of competencies required by managersedBas the notion that
competencies are related to enhanced performancexoration of the link

between managerial competencies and performangzoisded. Managerial

performance within the hospitality industry is paEwed to be related to the use
of social competencies. Social competencies reptesanajor theme of this
research study and are therefore explored. Lastlg, chapter examines the

development of social competencies.

2.2 Competence, Competency and Competencies

The purpose of this section is to develop an unadeding of what
competencies are. Hence, this section discussesoiineepts of competence,
competency, competencies, individual competenciesl arganisational

competencies to achieve its purpose.

The managerial literature displays a range of dedms regarding the
composition of competence, competency and competnéor example,
Woodruffe (1991, in Cheng, Dainty and Moore, 20@3)p indicates that

“competence” refers to the area of work in whichirahvidual is perceived to

12



be competent, while “competency” suggests an ghilitperform a task. This
definition proposes that competence refers to aa avf work whereas
competency refers to the ability associated wittiopenance. Burgoyne (1989,
in Moore, et al., 2002:314) defines competence as the “ability willihgness
to perform a task”. This definition notes that adividual must possess certain
abilities and the willingness to perform a taskweéwer, this definition does not
consider the outcome of employing such abilitiesytBzis (1982, in Moorest
al.,, 2002:314) on the other hand, suggests that campetrefers to “an
underlying characteristic of a person which resulteffective and/or superior
performance in a job”. This definition explicitipdicates that the outcome of

competence is effective performance.

Spencer and Spencer (1993, in Abraham, Karns, SimaiwvMena, 2001:843)
define a competency as an “underlying characterstian individual that is
causally related to criterion-referenced effectwel/or superior performance in
a job or situation”. Meyer (1996:34) defines congpety as the “integration of
knowledge, skill and value orientation, demonstidtea defined standard in a
specific context”. Moore,et al. (2002:316) states that an individual's
competency “becomes a combination of relevantoaltieis that underlie aspects

of successful professional performance”.

Hence, the term “competence” seems to be assoacidtied specific context or
area of work. Furthermore, “competency” appeanelate to the attributes and
characteristics displayed by an individual to achieffective performance in
relation to a defined standard. Thus, an individdenonstrating behaviour to
support the relevant area of work, in which they seen to be competent in,

would be “exhibiting competency” (Mooret al., 2002:316).

The plural of competency according to Abrahaen, al. (2001:843), is

competencies, which refers to “a panoply of therattaristics, behaviors and

13



traits necessary for successful job performanceimgetencies may be defined
as “the skills, knowledge, behaviours, and attisudejuired to perform a role
effectively” (Brophy and Kiely, 2002:167). A compety “therefore describes
a feature of a person’s ability to perform theib jeffectively” (Brophy and
Kiely, 2002:167). An individual’'s competencies tbfare represent those
“behaviours that contribute towards achieving” efifee individual

performance (Brophy and Kiely, 2002:167).

Based on the previous discussion, “competence”appe relate to an area of
work in which individuals are perceived to be cotepé Additionally, the
terms “competency” and “competencies” seem to réfethe characteristics
required to perform a task in an adequate, effecbiv superior manner. This
suggests that the notions of “competence”, “compteand “competencies”,
are related to the ability of effective performanéairthermore, the terms
“competency” and “competencies” seem to encompassyrelements such as
individual skills, knowledge, values and attitud€snsequently, the researcher
proposes that “competencies”, for the purpose o tlesearch study, are
defined as the skills, knowledge and values redquag individuals to perform

effectively.

Skills are defined as task-related behaviours thay be “acquired through
learning and improved with practice” (Dale, 1998HKatz (1955:34) describes
the outcome of a skill as the manifestation of genfince. Hence, a skill
relates to the behaviours of “doing” (Meyer, 19%5:3r performing a task,
which may be learned or developed. Knowledge isddfas the “information,
theory, arguments or concepts” that individualsennalize to facilitate
understanding (Meyer, 1996:35). Lastly, values esent the “basic belief
about a condition that has a considerable impogtaaod meaning to
individuals” (Hellriegel, Jackson and Slocum, 1%4%).

14



These elements appear to contribute towards arvidchail's ability and

willingness to perform a task effectively and cansently to the level of
performance. It appears that an individual’s slal&l knowledge would relate
to the ability to effectively perform a task, whasean individual's values may
relate to the willingness to perform the task. Abaially, values are perceived

to relate to the outlook or attitude that indiviuattach to performing a task.

The management literature seems to differentiatepetencies based on either
an organisational perspective or individual perpec Hagan (1996:150) and
Prahalad and Hamel (1990:83) discuss organisatiomadpetencies whereas
Abraham,et al. (2001:842), Jauhari (2006:131) and Ruth (2006:208lyse

individual competencies. Organisational competencae defined as the
“processes, systems, and practices”, such as rigaimethods and technical
processes, that contribute towards an organisaticompetitive advantage
(Murray, 2003:306). Organisational competenciegareeived to represent the
collective competencies found within the organg@s human resources
(Murray, 2003:305), including the “knowledge, skijll and capabilities

embedded in the organization’s structure, technglogrocesses, and
interpersonal relationships” (Lado and Wilson, 1992). Hence,

organisational competencies refer to a holistispuece-based perspective of
competencies in which the organisation is concégtd “as a collection of

competencies” (Garavan and McGuire, 2001:148).

Individual competencies include managerial compmésy and “comprise of
personal attributes, skills, and behaviours togrerfa function or task of a job
in a designated but superior way” (Murray, 2003)3@&ased on the definition
of competencies presented earlier in the chapter,aa mentioned previously,
for the purpose of this research study, individc@mnpetencies represent the

skills, knowledge and values required by an indigido perform effectively.
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Organisational competencies and individual compmeésnappear to be related
(Murray, 2003:306). This relation is thought toifidate the transformation of
individual competencies throughout the organisatitm ensure that a
competitive advantage is realised (Murray, 2003}30Q6earning routines,
including *“training methods, performance appraisaviews, motivation
techniques, change programs, technical process” laathing subsystems
(Murray, 2003:306) facilitate the transformationindividual competencies to
organisational competencies by enabling “a bettgpacity to collect and
disseminate knowledge” (Murray, 2003:306). Orgaioss appear to be
utilizing learning subsystems “as the basis foalgl&thing desired behaviour”
and thereby achieving the intended transformatidibglla, Nevis and Gould,
1996, in Murray, 2003:307). For example, a managersabsystem may be
utilized to display the “set of skills managers expected to develop” (Dibella,
et al., 1996, in Murray, 2003:307). It appears that teeeloped managerial
skills are then used to leverage employee competerand thereby enhance
organisational competencies. Consequently, indalidompetencies appear to
contribute towards organisational competenciesividdal competencies, in
essence the skills, knowledge and values thatittteil effective individual
performance, are seen to collectively culminatéhm organisation’s ability to
achieve competitive advantage, which in turn regmés the strength of the

organisation’s competencies.

Managers undertake their jobs with certain indialducompetencies
(Mintzberg, 1994:12). These competencies are tberefermed managerial
competencies. According to the definition of conepetes stated earlier, which
indicates that competencies are the skills, knogdeaihd values required by an
individual to perform effectively, it is suggestédtht managerial competencies
represent the skills, knowledge, and values reduivyg managers. These

competencies are then seen to relate to a managbility to effectively
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perform his/her managerial duties. Managerial cdemp®es will now be
discussed.

2.3 Managerial Competencies

This section discusses managerial competenciesidhlighting the various
competencies required by managers. Katz (1955s34)seminal author on the
topic of managerial skills who states that managegsiire three types of skills
to be effective. More specifically, effective mareg possess technical skills,
human skills and conceptual skills (Katz, 1955:34)ese managerial skills are
graphically presented in Figure 2.1. Katz (195513ates that for the purpose of
analysis, the abovementioned skills may be viewsgzhrately. However, “in
practice, these skills are so closely related ithatdifficult to determine where
one ends and another begins” (Katz, 1955:37). Singgests that each skill may
be independently analysed but consideration musgiben to the practical
relation between each skill.

Figure 2.1: Managerial skills required at variousagerial levels

Top Middle Lowe
Management Management Management
Conceptual Conceptual Skills Captual Skills
Skills

Interpersonal Skills

Interpersonal Skills

Interpersonal
Skills Technical Skills

Technical Skills Technical Skills

(@ypted from Smit and de J Cronjé, 2002:17)
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Technical skills entail the use of specialized kiealge, tools and techniques to
accomplish a job (Katz, 1986:198). Technical sKkiiad to the attainment of a
goal using knowledge of a particular discipline {Srand de J Cronjé,
2002:17). Human skills are concerned with a mansgsyility to work with
people and within a team context (Katz, 1955:34cadkding to Smit and de J
Cronjé (2002:17), human skills refer to a managéakility to work with
people”, including communication skills, understargd people’s behaviour,
conflict resolution and motivating people. Conceptuskills involve a
manager’s ability to perceive the organisation ashale, and consequently
recognize the functioning and relationships betwienvarious organisational
components (Katz, 1955:35).

May (1999:336) suggests that management competeamseoften technical or
behavioural. Technical managerial competencies beyndustry specific or
occupation specific. An industry specific competertcat is of a technical
nature may reside in “knowledge of the regulatoeguirements of many
manufacturing and financial services industriesaiy11999:336). On the other
hand, human resource managers may exhibit occupspiecific competencies
in the form of their “awareness of grievance praged” (May, 1999:336). May
(1999:336) also points out that certain technicempgetencies, such as
knowledge of the relevant management structureaagdnisational structure,
are common to all managers. The technical competemroposed by May
(1999:336) appears to share a resemblance wittettaical skills described
by Katz (1986:198) and Smit and de J Cronjé (2002:1

Behavioural competencies are classified as speotficommon. Managers,
regardless of their industry, are expected to sbommon competencies such
as “self-confidence and communication skills” (M4®99:336). Additionally,

May (1999:336) highlights specific behavioural catgncies that managers

may require and which are to some degree deperatenheir position and
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industry. These include “negotiation skills, lestap and creative thinking”
(May, 1999:336).

The previous section highlighted the competencésgiired by managers. In
terms of the managerial competencies relevant i® résearch study, it is
suggested that managers require the human skilsocal competencies to
effectively work with people. The terms “social goetencies” and
“interpersonal competencies” are often used intaigkably and as such are
thought to relate to the same grouping of skille@mpetencies. This is evident
in the similarity of views regarding a manager’sliagbto work with people.
For instance, the behavioural competencies sughdsye May (1999:336)
appear to be similar to the interpersonal skillsitiomed by Katz (1955:35) and
Smit and de J Cronjé (2002:17) and to the integreiscompetencies noted by
Price (1997:348). Given the social nature of thespitality industry, these
social or interpersonal competencies appear to dbevant to enable bar

managers to perform effectively.

Katz (1955:37) suggests that although managersireejuoe abovementioned
skills, the importance of these skills may varyading to managerial level.
This is illustrated within Figure 2.1, which indtea that technical skills are the
most important for lower level managers, while eptaal skills are considered
relatively more important at the higher levels chmagement. Additionally,
Figure 2.1 illustrates that human or interpersakils are “most important at
lower levels of management, where the number adctlicontacts between
administrators and subordinates is greatest” (Ka#55:37). Katz (1955:37)
indicates that as one moves from the lower levelmanagement to the higher

levels, technical and interpersonal skills becoass important.

Interpersonal skills hold a key standing withinsthiesearch study and as

indicated by Figure 2.1, are required at all levefs management. Katz
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(1986:198) supports this idea by noting that hurshitlls are essential to
managerial effectiveness at every level. Additibnat is important to note that

interpersonal skills coexist with conceptual archtecal skills.

Based on the direct interaction that bar managedemiake in their attempts to
ensure employee and consumer satisfaction, itggested that bar managers
may attach more importance to the effectivenesisedf human or interpersonal

skills as opposed to their technical and concestals.

Hellriegel, et al. (1999:5) suggest that a manager's competenciesaare
important element in their ability to achieve indwal effectiveness. Thus, the
researcher argues that the concept of managemapetencies represents the
individual perspective of competencies in termghefcombination of elements,
including the skills, knowledge, and values thdhgoate towards a manager’s

potential for superior performance.

Based on the notion that managerial competenciegedated to effective or
superior performance (Burgoyne, 1989, in Moateal., 2002:314; Murray,
2003:306; Stuart and Lindsay, 1997:28), it is tfeeee evident that there is a

link between managerial competencies and effeatidwidual performance.

2.4 Managerial Competencies and Performance Link

This section discusses the link between manager@hpetencies and
performance by means of two performance models.eMgP96:36) proposes
a model of performance to illustrate the relaticetvieeen competencies and
performance. Figure 2.2 depicts this performancedleh@and in particular

stresses that “a competent individual will not perf to standard if he or she is
not motivated and will be unable to perform if thpportunity to perform is

frustrated” (Meyer, 1996:37).
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Figure 2.2: Model of Performance
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(Adapted from Meyer, 1996).

As per the performance model presented in FiguBe @mpetencies exist
within a larger framework and require a “fit” betve the “competence”,

“motivation”, and “opportunity” elements (Meyer, 98:37). Additionally,

managerial competencies alone are insufficientrfanagerial performance to
occur and ultimately require managers to be maivaand possess the
opportunity to perform. This in turn suggests tmanagerial competencies and
managerial performance are two separate notiorisrthg be linked. It appears
that the alignment of managerial competencies,vatdn and the opportunity

to perform may lead to managerial performance.

A second performance model, which is proposed byaBxs (1982, in
Spangenberg, 1990:2), will now be discussed. Bay/&1©82, in Spangenberg,
1990:2) describes his competency model by firsthitliming a model of

effective job performance. The idea behind thigipalar sequence lies in the

21



contribution that individual competencies have offeative performance
(Spangenberg, 1990:3).

The model, which is depicted in Figure 2.3, “suggdisat effective action, and
therefore performance, will occur when all threemponents of the model
correspond with each other” (Spangenberg, 199018k in turn reinforces the
rationale behind the performance model suggesteti&yer (1996:37), and
strengthens the idea that an individual’s compe#sncand consequently
managerial competencies, exist within a broadetegysThis system, which
requires a “fit” between the elements, is thougbt gromote effective
managerial performance. Consequently, this suppgbetsdea that managerial

competencies and managerial performance are sepmratelated entities.

Figure 2.3: A Model for effective job performance

The Job’s
Demands

The Individual’s
Competencies

Effective
actions or
behavio

Organisational
Environment

(Adapted from Boyatzis, 1982, in Spangenberg, 1890:

Figure 2.3 indicates that effective performancenade up of three elements.
Firstly, “the job’s demand” element refers to “whatperson in the job is
expected to do” and relates to assigned tasks atidsd(Boyatzis, 1982, in
Spangenberg, 1990:3). Secondly, the “organisati@malironment” element
“reveals how a person is expected to respond tgaihelemands” (Boyatzis,

1982, in Spangenberg, 1990:3). Thirdly, “the indual's competencies”

22



element entails “what a person is capable of doifBbdyatzis, 1982, in
Spangenberg, 1990:3).

Certain elements in Figure 2.2 and Figure 2.3 apfzeahare a resemblance.
For instance, the “job’s demand” element within Ufeg 2.3 relates to the
“opportunity” element depicted within Figure 2.3, laoth elements indicate an
opportunity to perform job-related tasks. The “wndual competencies”
element in Figure 2.3 relates to the “competendéerhent found within Figure
2.2, as these elements relate to the individualpatemcies associated with

performance of job-related tasks.

It was previously noted that effective manageriatfgrmance requires an
alignment between the manager’s individual compeésn their managerial
duties or tasks, and the environment in which tpheyform. In terms of the
context of this research study, it is suggested m@nagerial performance is
represented through bar managers’ efforts to ensmmgloyee and consumer
satisfaction. This would relate to the “opportuhigtement of Figure 2.2 and
the “job’s demand” element of Figure 2.3. The “angational environment’
element of Figure 2.3 relates to the social naame service orientation within
hospitality organisations. Lastly, the “competestielement of Figure 2.2 and
the “individual competencies” element of Figure 2pear to represent the
managerial competencies possessed by bar managersnable the effective
management of employees and consumers. Hencepeaaep that hospitality
managers will need to ensure alignment betweenr threanagerial
competencies, their duties as a manager, and tieoement in which they
operate. In other words, managers must possespfh@tanity to perform, the
motivation to perform, and the competence to perfouccessful attainment
of such alignment may represent a managerial campgtin its own right.

However, in terms of the focus of this researcldstit is proposed that this

23



alignment facilitates effective managerial perfonemevident in employee and

consumer satisfaction.

Given the previous discussion, it is suggested dhatanager's competencies
are linked with his/her individual's skills, knovdge and values that facilitate
effective managerial performance. Additionally, theb itself and the

environment in which managers are expected to prrédso seem to influence
the level of managerial performance or effectivene$hus, successful
alignment between a manager’'s competencies, th@agoh manager, and the
work environment is seen to contribute towards nti@nagerial competencies

required to perform effectively.

Managerial performance within the hospitality inttysis perceived to be
associated with ensuring employee and consumesfazton to maintain a
service culture (Jauhari, 2006:124). Brophy andyK{2002:169) concur with
the notion that managerial performance within tlspitality industry entails
ensuring employee and consumer satisfaction byhgdtustomer care” and
“managing staff” as key areas for middle and gdreyapitality managers. This
suggests that the level of employee and consuntesfesdion is related to

hospitality managers’ effective performance.

Given the social nature of the hospitality industmd the importance of
managerial performance, evident in employee andwoer satisfaction, the
researcher argues that managers within the hagpitatiustry require social

competencies. This argument is strengthened byptegious research by
Brophy and Kiely (2002:171), Kay and Russette (268)) Lockwood and

Jones (1989, in Jauhari, 2006:125) and Tas (18@8&uhari, 2006:126), which
view social competencies as essential managemapetencies required in the

hospitality industry. This is graphically illusteat in the Figure 2.4.
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Figure 2.4: The link between managerial performaara social competencies

within the hospitality industry

Managerial performanc
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employee loyalty

y

Managerial
competencies

Conceptua Social Technica
Competencies competencies Competencies

Previous research supports

importance of social competenc
within the hospitality industry

(Adapted from Jauhari, 2006:125)

Figure 2.4 suggests that managerial performandenite hospitality industry
entails ensuring employee and consumer satisfactionorder to ensure
employee and consumer satisfaction, managers esqumanagerial
competencies. The relative importance of social petencies within the
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hospitality industry is supported by previous reskea(Brophy and Kiely,
2002:171; Kay and Russette, 2000:53; Lockwood ames), 1989, in Jauhari,
2006:125; Tas, 1988, in Jauhari, 2006:126).

Social competencies represent the ability to affett work with others,
including “knowing and managing emotions in othgiGherniss and Goleman,
2001:29). Lockwood and Jones (1989, in Jauharig2@%) view managing
employee performance and customer demand as kely aesas for managers
within the hospitality industry. Further researghday and Russette (2000:53)
indicates that social or interpersonal skills asseatial within the hospitality
industry. Brophy and Kiely (2002:171) investigatéte skills required by
middle managers in the Irish hotel industry, andinfb “interaction with
customers” and managing staff were among the keyltrareas which middle
managers considered most important. In order iefgahese key result areas,
managers require social competencies (Brophy anelyKi2002:172).
Additionally, Tas (1988, in Jauhari, 2006:126) cocted research into the
hospitality industry and noted the following adical managerial competencies
within the hotel sector of the hospitality industry

» Understanding guest problems

» Sensitivity to guest issues

» Effective communication

» Developing positive customer relations

» Developing positive employee relations

Although the abovementioned managerial competenciese identified
through research conducted into the hotel contbgtresearcher suggests that
these findings may be applied or transferred tabtirecontext. This suggestion
is based on the notion that both the hotel cordext bar context are service-
oriented organisations within the hospitality intiys
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Based on the premises that the hospitality industspcial in nature (Chapman
and Lovell, 2006:79), it is suggested that bar myama require social
competencies to ensure effective managerial pedooa. This seems to concur
with the performance model proposed by Boyatzis8219n Spangenberg,
1990:2) in that bar managers are required to censite social nature of their
work environment and their duty of ensuring emp@®yand consumer
satisfaction to perform effectively. Additionallypar managers will need to
utilize their individual competencies to ensuret ttheeir managerial tasks are

effectively accomplished. Bar managers therefogeire social competencies.

2.5 Social Competencies

The concept of social competencies is explored iwithis section. Various
viewpoints are discussed in order to develop anerstdnding of social
competencies. Social competencies, in a nutshell,saen as “knowing and
managing emotions in others”, as well as the gbibt effectively work with
others (Cherniss and Goleman, 2001:29). The liesabn social competencies
seems to illustrate that social competencies amgposed of certain elements.
Although different authors seem to view social cetepcies as comprising of

various elements, there seems to be a thread ahoorelements.
Consideration will now be given to the various augh viewpoints concerning

what constitutes a social competency. The simiggriand differences amongst

these views are highlighted in Table 2.1.
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Table 2.1: Views on the composition of social cotepeies

The Elements of

Social Competencies Authors
Bardzil | Cherniss| Crosbie| McKenna | Mintzberg | Price Smit and| Whetten
and and (2005: | (2004 (2004:260) | (1997: de J and
Slaski Goleman| 47) 665) 348) Cronjé | Cameron
(2003: (2001: (2002: | (1995:
97) 28) 16) 131)

Communication X X X X X X

Conflict Resolution X X X X X

Developing and

influencing X X X X X X

employees

Team formation X X X X

Relationship

building X X X

Motivation and

empathy towards X X X X X

others

(Researcher’s own construction)
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Social or interpersonal competencies are thoughietawomposed of various
elements. Bardzil and Slaski (2003:97) view intespaal competencies as
comprising of communications skills, empathy ancdgomal labour. Cherniss
and Goleman (2001:28) highlight social competerscaraelement within their
Emotional Intelligence framework. This social congmee element entails
social awareness and relationship management (Skermnd Goleman,
2001:31). Social awareness “encompasses the comeyetée mpathy”, service
orientation and organisational awareness (Cherangs Goleman, 2001:31).

Relationship management involves the following cetapcies:

» Developing and influencing others
* Communication

» Conflict management

* Relationship building

» Teamwork (Cherniss and Goleman, 2001:31).

Crosbie (2005:47) highlights interpersonal skilsemcapsulating the following

elements:

» Collaboration/teamwork

* Communication skills

* People development/coaching

» Personal effectiveness/personal mastery

* Presentation skills.

According to McKenna (2004:665), interpersonal Iskihvolve the ability to
communicate supportively, manage conflict, motivated influence others.
Mintzberg (2004:260) views interpersonal competesicas inclusive of the
following:
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* Leading individuals
* Leading groups
» Leading the organisation and its units

» Linking the organisation and units

Accordingly, “leading individuals” entails teachirend coaching employees
(Mintzberg, 2004:260). “Leading groups” involveste building and conflict
resolution (Mintzberg, 2004:260). “Leading the orgation and its units”
relates to building effective organisational cudsirand managing change
(Mintzberg, 2004:260). “Linking the organisation dants units” involves
networking and negotiating (Mintzberg, 2004:260).

Price (1997:348) postulates that interpersonal @ernzies are composed of

the following elements:

» Self-confidence

» Developing and influencing others
* Communication

* Managing group processes

* Unilateral and social power

Whetten and Cameron (1995:131) refer to interpeaisskills as interpersonal
competence and suggest that these competencigéscentact resolution, team
formation, employee coaching and counseling, piogidonstructive criticism,

motivating and influencing employees, as well apewering employees.

Table 2.1 indicates the commonality and differenbesween the various
authors’ views on what constitutes social compeésn@n attempt will now be
made to combine the commonality of these viewsraento present a more

integrated picture of social competencies.
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Communication is the first common thread amongstvidrious views (Bardzil
and Slaski, 2003:97; Cherniss and Goleman, 200C&8sbie, 2005:47; Price,
1997:348; Smit and de J Cronjé, 2002:16; Whettah @Gameron, 1995:131).
Steiner and Berelson (1964, in Fauconnier, 1985128he communication as a
process, which entails the “transmission of infotiorg ideas emotion, skills,
etc. by the use” of symbols and words. Stewart,Kdek, Smit, Sproat and
Storrie (1996:23) define communication as a “cycpeocess in which
information is transmitted to a receiver, but inieththe reaction of the receiver
continuously alters or changes the sender’s ngxia$i. The above definitions
emphasize the transmission of information withine thprocess of
communication. Additionally, communication is deled as transactional as
opposed to linear (Andrews and Baird, 1995:7). Thason for describing
communication as transactional lies in the recigrotwo-way nature of
communication in which there is a mutual exchanigmessages (Andrews and
Baird, 1995:7). According to Rasberry and Lemoink986:23), every
communication transaction entails a source ana@eiver. The source refers to
the individual who “initiated the message”, whileetreceiver refers to the

individual who received the message (Rasberry armdine, 1986:23).

Managers utilize communication when interactingwataff (Price, 1997:348).
Managers are perceived to utilize such communicatmmpetencies to either
provide employees with support or constructive idsim. Timely and
constructive feedback can help improve employeisfaation and performance
(Whetten and Cameron, 1995:133) and ultimately irequ effective

communication skKills.

Additionally, managers are seen to utilize themaaunication competencies to
communicate with consumers. In order to clearly camicate, managers must
possess the capability to deal with complex isslisen and promote the

complete sharing of information (Cherniss and Galen2001:37). “Listening
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involves understanding and evaluating what othays @reston, 1979:32). The
inputs gained from listening are thought to becgmaet of an individual’s
frame of reference (Preston, 1979:32) and thereémneatribute towards an

individual's understanding of a message.

Managers also seem to employ different styles afroanication. For instance,
managers often communicate through a supportive stywhich the aim may
be “to work with the employee to set realistic imypFment goals and to assist
in training, counseling, and problem solving” (Aedis and Baird, 1995:7).
Whetten and Cameron (1995:250) refer to this stflecommunication as
supportive communication, which supports and enbsnthe relationship
between the source and receiver of the transmittedsage. Alternatively,
managers may employ egalitarian communication, aliyethe manager would
“treat subordinates as worthwhile, competent, amghtful” (Whetten and
Cameron, 1995:262). On the other hand, managers aisy employ
communication that is repressive (Whetten and Cameif995:262). The
abovementioned styles of communication are by ncangmeexhaustive.
However, the various styles of communication haweerb highlighted to
indicate that managers may employ different styaen communicating and
that these styles may reflect different levels afial competence, which have
different effects on the receiver.

The second common theme among the various autivaesis is conflict
resolution (Cherniss and Goleman, 2001:28; McKe2084:665; Mintzberg,
2004:260; Smit and de J Cronjé, 2002:16; Whetteh @ameron, 1995:131).
“Dealing with conflicts is at the heart of managisgy business” (Whetten and
Cameron, 1995:417). Conflict management emphadizesneed to listen,
empathize and negotiate (Cherniss and Goleman,:2D01The ability of
managers to manage and resolve conflict is seendompass negotiation skills
and creativity (Silberman, 2001:267).
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Andrews and Baird (1995:333) highlight the causessaurces of conflict.

These include competition for rewards, whereby oigmional members
compete for limited rewards in the form of promaBoor raises (Andrews and
Baird, 1995:333). Conflict may also be caused bycfional conflict between

organisational functions or departments (Andrewsl d&uaird, 1995:333).

Differences in values and goals between individuals organisational

departments may also lead to conflict (Andrews daird, 1995:333).

Deficiencies in information, such as not receivinmessage or misinterpreting
an instruction, may also result in conflict (Andsevand Baird, 1995:333).
Conflict may also be caused by role conflict, whafitails conflict regarding

what is expected from organisational members (Andrand Baird, 1995:334).
Incompatibilities between organisational levels asitdtus conflict, which

entails conflict associated with the status or naglof organisational members,
may also be a source of conflict (Andrews and Bal@b5:334). Additional

sources of conflict include personal differencesi ancompatibilities and

environmental stress (Andrews and Baird, 1995:334).

Rasberry and Lemoine (1986:389) note certain stejisin the realm of
managing conflict that may lead to effective demsmaking and therefore the
successful resolution of problems. Firstly, knowgeaf the parties involved in
the conflict may be useful in resolving conflictRasberry and Lemoine,
1986:389). Secondly, emotions must be considereenwisolving conflicts
(Rasberry and Lemoine, 1986:389). This is becapseple cannot be rational
and act in a thinking mode when their emotions @rerruling their logic”
(Rasberry and Lemoine, 1986:389). A cooling offipeémmay be used to ensure
that all parties involved in the conflict are nainsumed by their emotions
(Rasberry and Lemoine, 1986:389). Additionally, thassurance of the value
and importance of individuals may reduce anxietissociated with conflicts
(Rasberry and Lemoine, 1986:389).
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Developing and influencing employees is the thicanmonality between the
various authors’ views (Cherniss and Goleman, Z®)1Crosbie, 2005:47,
McKenna, 2004:665; Mintzberg, 2004:260; Price, 1998; Whetten and

Cameron, 1995:131). Developing and influencing ewygés involves the
ability to coach, mentor and counsel employeescé?ri997:348). Coaching
entails a manager transferring “advice and inforométto employees (Whetten
and Cameron, 1995:252). Mentoring offers employeaeer support and
psycho-social support (Price, 1997:341). Careelpstdpinvolves assistance
with regard to challenging tasks and techniquestlaagrotection of employees
from unfair treatment. Psycho-social support ioaesged with the anxieties
and concerns that employees may have and alsesdlatthe formation of a
“friendship within the organization” (Price, 19948. Counseling involves
teaching employees to modify their behaviour (T&ilhel970:162). This is

achieved by aiding employees in developing “a newifferent perception” of

themselves and by assisting employees to underdted own values and
potential (Tannehill, 1970:162). Developing and luehcing employees
involves the identification of development needsd ¢hereafter “handling the
emotions of others” to persuade them to move irdésred direction (Cherniss
and Goleman, 2001:37). Influencing employees aftdails the ability to reduce
resistance to new ideas (Silberman, 2001:267).eDeing and influencing of

employees therefore relates to the guiding of egygsEe towards a desired
objective or state.

The ability to form or build teams represents tharth common element of
social competencies among the various authors’ vi@merniss and Goleman,
2001:28; Crosbie, 2005:47; Mintzberg, 2004:260; Wre and Cameron,
1995:131). This particular ability or competencyrédated to the formation,
management and capability to work within teams. okding to Whetten and
Cameron (1995:551), team formation involves fowapst namely, forming,

conforming, storming and performing. These stepg faeilitate the formation
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of effective work teams. However, it is also vithlat managers use their
managerial competencies, or more precisely, treirat competencies to aid
the progress through each step. The teamwork cempgtwhich entails the

ability to effectively work within a group contextas gained importance in the
present business era, as there is now a considels on team-based work
(Cherniss and Goleman, 2001:38). Hence, a managéilgy to be a team

player and leader are essential to coordinatingnteaembers’ efforts

(Silberman, 2001:267).

Relationship building is the fifth element that epps to be common in several
of the authors’ views already discussed (Chermsis@Goleman, 2001:28; Price,
1997:348; Smit and de J Cronjé, 2002:16). Relatignbuilding seems to be
founded on the notion of networking, which in tumquires the ability to
establish trust and goodwill with others (Cherngssd Goleman, 2001:38).
Greenbaum and White (1976, in Rasberry and Lemdi886:86) distinguish
four categories of organisational communicationvoeks. Firstly, task-related
networks are related to the accomplishment of tatded goals (Greenbaum
and White, 1976, in Rasberry and Lemoine, 1986:8&condly, innovative
networks are associated with problem-solving, islearing and strategy
development (Greenbaum and White, 1976, in Rasbamg Lemoine,
1986:86). Integrative-maintenance networks, whishthe third category of
networks, “encompasses employee morale and soa@brs” within the
organisation (Greenbaum and White, 1976, in Raglaerd Lemoine, 1986:86).
Lastly, informative-instructive networks refer toet “regular information” that
employees utilize to complete their assigned tag§keenbaum and White,
1976, in Rasberry and Lemoine, 1986:86). Managerssaen to utilize the
abovementioned communication networks to buildti@iahips throughout the
organisation. Additionally, managers are also seehuild relationships with
consumers. The successful formation of these oalstips and the effective

maintenance thereof is perceived to contribute tder@mployee and consumer
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satisfaction. The establishment of trust betweenntanager and employee is
linked to the empowerment of employees (Whetten @atheron, 1995:490).
Empowered employees are seen to be more “conftdahthey will be treated
fairly and equitably” (Whetten and Cameron, 1998} 9Additionally, the
establishment of trust between the manager andoyegt may result in less
resistance to change and a feeling of security (#Wheand Cameron,
1995:490).

Additional elements that appear to be common tovtr@®us views on social
competencies include the ability to motivate othansl demonstrate empathy
towards others (Bardzil and Slaski, 2003:97; Clesraind Goleman, 2001:28;
McKenna, 2004:665; Smit and de J Cronjé, 2002:16et¢n and Cameron,
1995:131). Motivation refers to a manager’s abiityinfluence an individual’s
desire and commitment towards a task and is vigibtee individual's effort to
complete the relevant tasks (Whetten and Camerd95:262). Dale
(1998:152) notes the factors or tools which marag®ay utilize when
attempting to motivate employees. These includeardss in the form of
monetary incentives, development opportunities, llehging tasks and
feedback (Dale, 1998:152). Tannehill (1970:90) ss¢g that promotional
opportunities may also be utilized within a rewasglstem to motivate
employees. The empathy competency enables onerd¢eipe the “emotions,
concerns, and needs” of others (Cherniss and Golep@91:35). According to
Andrews and Baird (1995:136), empathy entails ustdading how others feel
and is concerned with the well-being of others. iiddally, managers should
be empathic “regardless of the topic under questi@mdrews and Baird,
1995:136).

The relation between the abovementioned elementsiidhbe noted. For

instance, conflict resolution requires managengossess communication skills.

Additionally, managers will require communicatidkills to motivate others, as
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well as form teams and build relationships. A mamagdisplay of empathy
will entail communication with the relevant partyhus, the elements that

combine to form social competencies appear to teerglated with one another.

The common elements mentioned in Table 2.1 offéouadation on which

managers can then satisfy the overall objectiv&ofal competencies, which is
to manage the emotions of others, as well as t& with others (Cherniss and
Goleman, 2001:29). Within the bar sector of thepitabty industry, bar

managers are then seen to employ their social cempes to manage and
maintain a service culture. Consequently, bar marsagre thought to utilize
their social competencies to directly interact wiioth employees and

consumers and thereby ensure that these partiss@sted.

Given that the aforementioned elements constiteesbcial competencies that
bar managers require and the service-orientatiathehospitality industry, it
appears that these elements are of significanvaete to this study. In the
context of this research study, Figure 2.5 provide&olistic view of the
elements that are regarded as constituents oflsmmapetencies. The dashed

lines represent the interrelatedness between etsmen

In terms of the development of social competendizmavan (1997:72) states
that “social skills may be improved through tramiand work experience”. In
order to further clarify the role that experienclys in developing social

competencies, it is important to understand howpsetencies are developed.
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Figure 2.5: The Constituents of Social Competencies

Communicatiol Conflict Resolutiol Team Formatio

Socia
Competencies

y

Motivating Others anc Developing anc Relationshif
Demonstrating Influencing Others Building
Empathy Towards

Others |- { e

(Researcher’s own construction)

2.6 Developing Managers’ Social Competencies

This section establishes a greater understandiegrapetency development by
noting the factors pertinent to developing compeitsn The formal and
informal learning methods associated with the dmwsent of social

competencies are discussed.
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The literature pertaining to the development of petancies suggests that
certain factors must be considered when attemptindevelop competencies.
These factors, which will subsequently be discusaezl

» The assessment of current competencies (Whetten Genderon,
1995:12)

» Behavioural change (Civelli, 1998:51)

* Repeated behaviour to reinforce behavioural chévigeray, 2003:309)

» Cognitive application (Whetten and Cameron, 19%5: 1

» Practical application (Whetten and Cameron, 1992%: 1

* The gradual and iterative process of competencyeldpment
(Cheetham and Chivers, 2001:279)

In developing competencies, Whetten and Camero®5(12) stress that
managers must be aware of their current competeiacid that they should be
motivated to improve. This suggests that managensirent level of
competencies must be assessed. Heffernan and KRE8):130) seem to
concur with the idea of assessing managerial campegds as they indicate that
organisations are employing performance managenteahniques when
measuring competencies. In assessing managerigletenties, managers are
measured against predefined competencies to igendividual strengths and
weaknesses (Heffernan and Flood, 2000:130). Thidum is thought to
facilitate the development of desired competendsaham.et al. (2001:850)
suggest that organisations should not only utijieformance management
systems to identify managerial competencies, batlshalso look to ensure
that “those same competencies are incorporateddrpérformance appraisal
process”. This in turn further strengthens the @eed link between a

manager’s competencies and performance.
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In terms of the behavioural change associated eathpetency development,
Civelli (1998:51) indicates that learning, whichphes development, needs to
encompass a behavioural change and as such refptirastic thinking. Thus,

in addition to requiring a change in behaviour, petancy development also
seems to entail a forward-thinking mindset with ihgention to develop. Such
behavioural changes require repeated applicati@mrdar to reinforce changes
in behaviour (Murray, 2003:309). In other wordsjtme behaviour or action is
required before higher-level learning routines ated upon to facilitate

competency development (Kim, 1993; Argyris, 1993:s&nt and Caffyn,

1996, all cited in Murray, 2003:307). This suggeahtst it is the establishment
of patterns of actions, which are based on learthiagjis of real importance to

competency development.

In addition to repeated behavioural modificatiooggnitive application must
also be considered in the development of competsnéiccording to Fiol and
Lyles (1985:806) and Senge (1990, in Murray 2008)30@esearch indicates
that behavioural change must coincide with cogeitchange in order to
facilitate competency development. Whetten and Came(1995:12)
emphasize the importance of cognitive applicatignwarning that “practice
without the necessary conceptual knowledge islstand ignores the need for
flexibility and adaptation to different situationsThe manner in which
cognitive application is utilized to enable adulis learn and develop
competencies will be discussed in terms of Kolbesulning Cycle in Chapter
three (Dale, 1998:174).

Murray (2003:308) stresses that learning on its @aumot valuable. Hence, the
next consideration in the development of compe&mds the practical
application of knowledge gained. Although learnisgvital to development,
Whetten and Cameron (1995:12) suggest that instégolacing too much

emphasis on strict methods of managerial developm#ention should also be

40



given to the incorporation of practical applicati@rosbie (2005:49) notes that
although learning is important, it is vital to ensthat the knowledge gained is
acted upon and employed in the desired manner.stigigests that the repeated
behavioural modifications and cognitive applicatioassociated with
competency development may not be effective withihet correct practical

application.

The above discussion highlights several insighghihts regarding competency
development. Firstly, competency development reguirthe repetitive

combination of learned actions that may result émdvioural modifications.

These actions must be repeatedly applied in omdiaring about changes in
behaviour. Changes in behaviour may then lead ® dbvelopment of

competencies. Competency development also entgil®@ess of time and as
such must incorporate an element of forward orrfsitic thinking. The process
of competency development is also believed to b#ypbased on a gradual
process of experiences. This represents a majonetheithin this research
study, as experience is thought to play a role he development of bar

managers’ social competencies.

As stated within the introductory chapter of thesearch study, competencies
are developed by both formal and informal learmmgthods (Svenssost al.,
2004:480). Cheetham and Chivers (2001:249) conduetgearch into the role
of formal learning and informal experience with asd) to competency
development. Formal and informal learning methods 40 some extent
interrelated” (Cheetham and Chivers, 2001:249)anglementary (Svensson,
et al., 2004: 480). Formal learning methods include m®sifenal development
programmes and educational programmes, while irdbri@arning methods
include the experiences that individuals utilize develop competencies
(Cheetham and Chivers, 2001:249).
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Garavan and McGuire (2001:147) are of the opinibat tformal learning

methods, such as individual training and workple@ning activities, are the
dominant sources of competency development. h®rtant to recognize that
although competency development may be facilitéitedugh formal learning
methods, such as formal education programmes, nrdofearning methods
may also be utilized to develop competencies (Ss@mst al., 2004:479).

Informal learning methods relate to the use of erpee to facilitate

development (Cheetham and Chivers, 2001:249).

In terms of developing social competencies, Kat256t40) indicates that
“human skills can be developed” through formal arfdrmal training. Garavan
(1997:72) states that social competencies may hvela®d and therefore
“improved through training”. Hollin and Trower (188.27) discuss the formal
learning methods of social competency developnretite form of the T-Group
technique, role-playing, transactional analysis batlaviour analysis. The T-
Group technique entails a group discussion, fatdd by a trainer, with the aim
of improving social behaviour (Nixon, 1974:27). Holand Trower (1986:128)
criticize the T-Group technique’s lack of clariften in terms of the desired
behavioural objectives. Role-playing entails induals playing a part in a
simulated situation that requires interaction watthers (Hollin and Trower,
1986:130). Role-playing facilitates the practicofgpecific skills and feedback
on how to improve these skills (Hollin and Trow#886:131). However, role-
playing may be perceived as “artificial” and theref not taken seriously by
individuals (Hollin and Trower, 1986:131). Transantl analysis represents a
“theory of personality and communication” for thevelopment of social skills
(Hollin and Trower, 1986:135). Transactional analydescribes conversations
as transactions, with the intention of improvingstrengthening the behaviour
associated with elements of the conversation (Nixt®74:29). Behaviour
analysis “is used to provide feedback to course begaconcerning the extent

to which each participant uses” predefined behawiocategories (Hollin and
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Trower, 1986:133). Participants are then thoughise this feedback to modify
behaviour and thereby improve certain social sk{l#ollin and Trower,
1986:133).

The abovementioned techniques may vary in praggeethere seems to be an
emphasis on behavioural change associated withdévelopment of social
skills. Thus, attempts to develop social skills egpto relate closely to the
modification of individual behaviour. Social skilgining programmes seem to
encompass instructions, modeling, behaviour rehEarsovert rehearsal,
corrective feedback, reinforcement and cognitiv&reeturing to bring about
changes in individual behaviour (Eisler and Frddsmn, 1980:32). Spence
(2003:84) also lists “instructions, modeling, belbaval rehearsal, feedback

and reinforcement”, as elements within the develapof social skills.

Instructions describe desired behaviour (Eisler &mdderiksen, 1980:32).
Modeling entails the use of models to visually deplesired behaviour (Eisler
and Frederiksen, 1980:33). Models may take the fafrtrainers or videotapes,
which ultimately enable individuals to observe dsgibehaviour (Eisler and
Frederiksen, 1980:33). Behavioural rehearsal reptssopportunities for role-
playing of the desired behaviours (Eisler and Frgden, 1980:35). Covert
rehearsal may also be utilized, whereby desiregwebr is rehearsed in the
individual’s imagination prior to role-playing (H&s and Frederiksen,
1980:35). Corrective feedback may then be providedvarious forms,
including feedback from trainers or training group,visual feedback in the
form of videotapes (Eisler and Frederiksen, 198D:B&inforcement, in the
form of praise, is given to individuals when theavh demonstrated proficiency
in their ability to display the desired behaviolEigler and Frederiksen,
1980:38). Lastly, cognitive restructuring refers ttee change in individual
values that are associated with the change in balva{Eisler and Frederiksen,
1980:39).
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The preceding discussion suggested that formatilegumethods may represent
a manner in which social competencies are develdgedever, the literature
regarding experiential leamning seems to disagidee informal learning
method of social competency development is highdidhwithin the realm of
experiential learning. Experiential learning is ided on the notion that ideas
are continuously being formed and reformed byduperiences (Cheetham and
Chivers, 2001:256). Thus, leamning in the expeiagrdense seems to be a
“continuous process grounded in experience” (Claethand Chivers,
2001:256). This suggests that experiences represdiasis for learning and
development. Experiential learning indicates tisatrtie things can be taught in
a formal way, such as data’, while other aspectvéhto be learned by
experience” (Barnett, Chambers and Longman, 198%Hre specifically,
Professor Morris’s Continuum of Learning suggelktg toncrete knowledge is
learnt in a formal manner whereas social and ietsgnal skills are learnt
through experience (Barne#t, al., 1985:4). Professor Morris’s Continuum of
Learning is illustrated in Figure 2.6.

Figure 2.6: Professor Morris’s Continuum of Leami

Concrete Teachable

A A

Knowledge
Manipulative Skills
Social Skills

Interpersonal Skills

y A
Abstract Learnable

(Adapted from Barnedtal., 1985:4)
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Figure 2.6 implies that concrete subjects in threnfof data or knowledge, are
taught through formal learning methods, while axgtnotions such as social
and interpersonal skills are learnt through infdriearning methods such as

experience (Barnetf al., 1985:4).

The previous discussion initially suggested thatfhrmal learning methods of
competency development may be used to develop |scoimpetencies.
However, the discussed literature also implied that development of social
competencies seems to be more reliant on the iadolmarning methods that

are associated with past experiences and expafiérdrning

It is suggested that the informal learning methodugh which experiences are
used to develop social competencies requires masnage adopt repeated
behavioural modifications based on the practicgbliegtion of cognitive

processes that are associated with past experiefbes, it is argued that
although the formal learning methods of competateyelopment may develop
social competencies, the focus of this researdlysgion the informal learning
method in which experiences develops social compeis. Katz (1955:40)
provides a fitting rationale for holding the infoalearning method at the
center of attention, as opposed to the formal iegrmethods. “Skills are
developed through practice and through relatingote’s own personal
experience” (Katz, 1955:40). This implies that adividual's life experiences

are potentially a source of development.

2.7 Summary

This chapter conceptualized competencies. Competgnitom the individual
perspective, were noted to entail a mixture of elets. These elements include
the skills, knowledge and values required by indlials to ensure effective

performance. Managerial competencies were alsousked in this chapter.
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Managerial competencies represent the individuidlssknowledge and values
required by managers to enable effective manageeidbrmance. It was noted
that managers require different competencies. Hewelie necessity of human
or interpersonal competencies was highlighted asgbessential regardless of
managerial level. Performance models were utilizedillustrate the link
between managerial competencies and performanderfance was found to
require an alignment between an individual’s compeies, the demands of the
job and the organisational environment or conteéifective managerial
performance within the bar context is seen as reaartce of a service culture,
which includes ensuring employee and consumerfaetiisn. The notion of
social competencies was presented by consolidatangpus authors’ views.
Given the social nature of the bar sector, the comalements that were found
to be relevant to the nature of this study includechmunication competencies,
conflict resolution competencies, team formatiormpetencies, relationship
building competencies, motivational competenciesp&hy competencies, and
the competencies associated with the developmehtirdluence over other

individuals.

Competency development and its requirements wese discussed. The
development of competencies appears to require atege behavioural
modifications, which relate to the cognitive prases associated with past
experience. The formal and informal learning meth@gsociated with the
development of social competencies were discus$eé. formal learning
methods of competency development were highlighted learning source to
develop social competencies. However, experienksgrning and more
specifically, Professor Morris’s Continuum of Leisig (Barnettet al., 1985:4)
suggested that the development of social competerisimore reliant on the
informal learning method whereby experiences aexl & a learning source.

The focus within this research study is on the rmfal learning method
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whereby experiences are used to develop social empes. The following

chapter will therefore focus on the concept of eignee.
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Chapter 3: Experience and Competency

Development

3.1 Overview

In order to establish how experience is relatedh® development of bar
managers’ social competencies, an understandingxpérience and how an
experience is leveraged to develop social compstemeeds to be established.
Consequently, the purpose of this chapter is t@gmea broad view of the
concept of experience and to offer insights intawwonstitutes an experience.
More specifically, the cognitive abilities assoetwith an experience are
discussed. Thereafter, this chapter explains theceq@ of the residues of
experience to explain how an experience contributegards changes in
individual behaviour. Experience, as it relatestonpetency development, is
presented to explain how an experience is conventedknowledge and how
knowledge, in the form of reinterpretations of poesly held constructs, is
related to changes in behaviour. Lastly, the apdres of learning from

experience are discussed.

3.2 Conceptualizing Experience

The purpose of this section is to provide a conca#ation of experience. The
cognitive processes associated with experiencalsoediscussed. The concept
of experience relates to many disciplines such lakgophy, sociology and
psychology (Marton, Hounsell, Entwistle and McKeia¢t984; Price, 1953;
Torbert, 1972). Although experience is a broad ephcelating to many
disciplines, it is often used to explain variationgerformance, to express the
impression of expertise, to indicate time spera gpecific context, or to refer
to a level of training or certification (McKnightd Sechrest, 2003:431).
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For the purpose of this research study, an indaligixperience is defined as
the process of successively construing “replicatioof events” (Kelly,

1955:72). The combination of individual experiencies then thought to

represent the broader concept of experience. ®iisitlon firstly suggests that
an experience represents an active process (McKaigh Sechrest, 2003:438).
Accordingly, this process is perceived to be “ustegl’ in the sense that
individuals are constantly being exposed to evéhtsKnight and Sechrest,

2003:433). Consequently, reconstruction of thesentsv may be added to
existing constructs of previous and related inttgtions (Dale, 1998:174).
Secondly, this definition proposes that for an egmee to occur, an individual
must possess the opportunity to reconstruct ardpret events (McKnight and
Sechrest, 2003:439). McKnight and Sechrest (20@3:480vide the example
of a person who has slept during an earthquakesé&tpently, the person does
not have the opportunity to reconstruct the eveinéd took place while the

earthquake occurred and therefore did not expeziettte earthquake
(McKnight and Sechrest, 2003:439). Thirdly, an eigee, as defined above,
suggests that individuals must recognize eventsrandnstruct these events
into a “more comprehensive system” or frameworkelda®n events that

previously occurred (McKnight and Sechrest, 2003)43

Consequently, cognitive processes enable the vatrgg previous memories by
linking “past events” with that which is being “eeqenced” (McKnight and

Sechrest, 2003:434). Weil and McGill (1989:28) pdeva simple framework
that highlights the linking of previous and preseperience through a
retrieval process. This retrieval process is terrexlreflection process. The
framework, which is illustrated below in Figure 3sliggests that individuals
experience an event and thereafter utilize a psooégeflection to link the

current experience with previously held interpiietat of the event in question.
Individuals then act or behave in response to #neterpretation of the event

being experienced.
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Figure 3.1: A framework of linking previous experes with a current

experience
Experience .| Reflect R Act
Represent Represent Represents th
exposure to reflection to link behavioural
current events present events to modifications
previous associated with
interpretations competency
developmer

(Adapted from Weil and McGill, 1989:28)

Figure 3.1 illustrates the link between an indiatls previously held

interpretation of an event and the exposure toeotirevents. Based on the
reflection of past events and that which is culyeriieing experienced,
individuals then seem to act or behave in termsetdvance to future tasks
(Weil and McGill, 1989:28). Hence, experience appda have an impact on

behaviour.

The concept of an experience is closely relatethéoevents that people are
exposed to (McKnight and Sechrest, 2003:435). Heweexperience in the
general sense does not emanate from exposurdarigla svent (McKnight and
Sechrest, 2003:433). The repeated exposure to ®wlotvs individuals to
reinterpret events that are perceived to be “caedtas relevant to events in the
future” (McKnight and Sechrest, 2003:436). Furthere individuals are
thought to recognize these repetitive exposures aecbnstruct their
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interpretations to change their behaviour regardingre tasks (McKnight and
Sechrest, 2003:433).

Experience may therefore relate to multiple evemtbjch appear to be
compounded with existing and related constructdividuals seem to recognize
the relevance between multiple events or exposamdghereafter change their

behaviour for future tasks.

It is therefore argued that bar managers experiancevent through exposure
and thereafter apply the cognitive process of céitha to link previously held

interpretations with current exposures. Furthermtie process of reflection
facilitates the development of “repertoires of siols” (Cheetham and
Chivers, 1998:267). These stores of solutions aeduo reframe difficult

problems into more comprehensible situations (Cteeat and Chivers,

1998:267). Ultimately, a reflection process mayutes reinterpretation of

constructs, thus leading to behavioural modificadi@nd consequently to a
potential enhancement in professional competendeedtbam and Chivers,
1998:267).

Within the context of this research study it iswsd that an experience can be
seen as a process which requires that bar managmoastruct prior events
based on exposure to relevant recent events ahth#s® events are recognized
as relevant to future behaviours and tasks. In gl@n, their managerial
performance is influenced in order to ensure engdoyand consumer
satisfaction. Additionally, it is suggested thagyious constructs are linked to
current exposures through a cognitive process fiéateon. These cognitive
processes appear to be associated with short-teemmony and long-term
memory (Nicholas, 2003: 357). “Short-term memorferg to a set of brief
memory stores that holds information in conscioashéNicholas, 2003: 357),

while memories of facts, images, thoughts, feelirsldls and experiences are
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thought to reside in long-term memory (Nicholas,020 357). Hence,
experiences reside within an individual's long-tememory. However, an
individual’s short-term memory is the initial soarof such experiences as an
individual first senses and recognizes the relewarfcan event and stores it in
short-term memory. The event is then transferredatperson’s long-term
memory if deemed relevant or valuable. This reicdsr the requirement of
relevance proposed by McKnight and Sechrest (2@&3:4nd ultimately

suggests that not all events are seen as relevant.

The reflection process is employed by individualsecover information from
long-term memory to short-term memory (Nicholas)2860). Information is
thought to be retrieved or recovered based orelesance to influence future
behaviours and tasks (McKnight and Sechrest, 2883:4The retrieved
information is then thought to be “compared to infation previously held”
(Dale, 1998:73), to facilitate the reconstructidrconstructs. Hence, short-term
memory and long-term memory are related in termthefinformation content

that is used by each type of memory store.

Long-term memory is of particular importance asisitthe repository of
experiences, and is ultimately composed of explmgmory and implicit
memory (Nicholas, 2003:362). Explicit memory refézs‘memory containing
knowledge that can be consciously brought to mifMitholas, 2003:362).
Explicit memory can be further differentiated insemantic memory and
episodic memory. Semantic memory represents thelitegxmemory of facts”,
while episodic memory deals with episodes and paisexperience (Nicholas,
2003:362). In terms of experience, bar manageriityato recognize an event
and consciously recall or retrieve previous relageents must therefore be
linked to explicit memory. This is based on theaidkat explicit memory can

be consciously recalled (Nicholas, 2003:362).
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In contrast to explicit memory, implicit memory cant be consciously brought
to mind (Nicholas, 2003:362). “One of the most impot kinds of implicit
memory is procedural memory” (Nicholas, 2003:36Rjocedural memory
represents the knowledge of skills or procedureschiNas, 2003:362).
Although procedural memories are not consciousught to mind, “they are
frequently acquired consciously” (Nicholas, 2002B86For instance, a guitar
player must first consciously think about his/hargér movements when
learning how to play the guitar (Nicholas, 2003:862radually, as the guitar
player's playing skills improve, his/her “consciouefforts become
unconscious” (Nicholas, 2003:362). This impliesttbkills, which have been
consciously acquired, may at some point becomeepiigal memories. In order
to form part of one’s procedural memory, impliciemory must therefore at
some point reside within explicit memory. This urrt suggests that there is a
link between explicit memory and implicit memoryorRthe purpose of this
research study, it is relevant to recognize thatnb@nagers have the ability to
recall explicit memories, and therefore experienoeated within their long-

term memory.

An experience is thought to leave residues of kedgé, skills, outlooks, and
manners (McKnight and Sechrest, 2003:445). Knowdetigy occur as a result
of repeated exposure to an event, which has cateseterpretation of that
event and subsequently produced improved undeismad new knowledge
(McKnight and Sechrest, 2003:445). Mumford (199%:1iterefore suggests
that knowledge may refer to the acquisition of neviormation or the
confirmation of past information. Refinement of [iskimay also result from
repeated exposure to an event (McKnight and Seich2803:447). For
example, teaching a child to kick a ball may irnlgigrovide an understanding
of the movements required to kick the ball (McKrtighd Sechrest, 2003:447).
After several repetitions, the child may reinfohas/her ability to kick the ball
and therefore improve his/her skills (McKnight aBdchrest, 2003:447). An
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individual's outlook or attitude towards a partiaulevent may be altered by
exposure to new or related events (McKnight andhfst, 2003:448). A
change in outlook is often perceived to be assediavith a change in
behaviour and therefore the manner in which arviddal behaves or responds
to the event in question (McKnight and Sechresd32048).

In essence, experience may cause changes in @tesibur or manner. These
changes are thought to be a result of changesawlkdge, skills or outlooks,
which are ultimately brought about by an experiefdeKnight and Sechrest,
2003:448). McKnight and Sechrest (2003:448) comtimith the example of an
earthquake to illustrate how the abovementionedlues of experience may
influence behaviours or manners. The initial exgrece of an earthquake may
cause one to panic, yet subsequent earthquakesnotagesult in the same
behaviour (McKnight and Sechrest, 2003:448). Thange in behaviour or
manner is attributed to the knowledge, skills andlomks gained from
experiencing the initial earthquake (McKnight aret&rest, 2003:448). Hence,
an individual’'s outlook or attitude towards an etvemay be altered by an
experience, which encapsulates changes in behavemsociated with changes
in knowledge, skills, outlooks and manners.

Based on the above, it can be argued that an experirefers to the process
whereby bar managers are exposed to events andafieer employ the
cognitive process of reflection to reconstruct thereviously held
interpretations. It is suggested that bar manageially conceptualize
exposure to an event within short term memory. &afer, information is
retrieved from explicit memory found within longte memory to facilitate the
reconstruction of previous interpretations. Fumtihare, it is suggested that bar
managers utilize their compounded interpretatimtated within their short
term memory and long term memory to facilitate ¢fiective management of

situations relating to employee and consumer satisih. Furthermore, it is
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suggested that through the residue of knowledghs sutlooks and manners,
experience contributes towards changes in behaviwatr may result in the

development of social competencies.

Experience may be viewed “as a source and as a afagompetence
construction” (Paloniemi, 2006:447). Paloniemi (2@@3) conducted research
to “examine employees’ conceptions of the meanihgxperience in job-
competence and its development in the workplacealorifemi (2006:443)
interviewed 43 employees from six Finnish orgamset. It was found that 46
per cent of “employees assessed work experiendbeamain source of their
competence” (Paloniemi, 2006:443). The employedsnirewed also noted
that “work experience alone is not enough” (Palomje2006:443), and
indicated that the accumulation and variety of ewpee is important to
development (Paloniemi, 2006:445). Olesen (2001Patoniemi, 2006:443)
notes that an individual's personal life historyais element in “professional
identity construction”. This suggests that althougbrk experience may be
essential to competency development, experienceedain areas other than
work, including personal experiences, may alsoesasra basis for developing

social competencies.

It is generally assumed that increased experieauses increased competence
(McKnight and Sechrest, 2003:431). This in turngasgis that all experience,
not only work experience, may be linked to compeyetievelopment. Within
the context of this research study, experience @ésned to refer to the
collection of experiences that bar managers hagamaglated throughout their
lives, and not only to the experiences gainedras@ager. The rationale behind
this is that experience occurs throughout one's Ahd as such, limiting
experience to that which occurs while employed asaaager would constrain
the idea of accumulating experience in alternatigatexts such as being a

student or a non-managerial employee. Based ompréngous discussion, the
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experience gained throughout one’s existence mamptribate to the

development of social competencies. Social competsenare viewed as
essential to enable bar managers to effectivelyagaemployee and consumer
satisfaction. The question that now needs to bereaddd is “how are

experiences used to develop competencies”.

3.3 Experience and Competency Development

Given that an understanding of experience has lestablished, this section
provides a discussion on how experience contributes competency
development. This section utilizes Kolb’s Learni@ycle (Kolb, et al.,
2001:228), behavioural theory (Skinner, 1938, imAant, 1997:95) and the
Conscious Competence Learning Matrix (Thomson aod 8olms, 2006:12)
to develop an understanding of the cognitive arithb®ural aspects associated
with the development of social competencies througtperience. Four

approaches to learning from experience are alsnsed (Mumford, 1995:12).

As noted in chapter two, repeated behavioural mzatibn (Murray, 2003:309)
and practical application (Whetten and Cameron,5198 are required to
develop competencies. It is argued that social etemzies are developed
through a process of reflection, in which bar mamagrecognize the link
between previous and current experiences. Thect®liie on previous and
current experiences may result in repeated behavimdifications, which
when practically applied, may facilitate the deysl®ent of social

competencies.

Dale (1998:174) describes Kolb’'s Learning Cycle as “accurate
representation of how adults learn” and consequentserves as a foundation
on which an understanding may be developed of hqvergences are used to
develop social competencies. Figure 3.2 presegtsajzhical illustration of this

experiential learning cycle and indicates how indirals convert an experience
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into knowledge. In order to convert an experiente knowledge, and recall
related experiences, one must grasp and transfapariences (Kolbegt al.,
2001:228).

Figure 3.2: The Experiential Learning Cycle

\4

Concrete Experien:
(Grasping an experience)

A

Active Experimentatio Reflective Observatic
(Transforming an experience) (Transforming an experience)

A

Abstract Conceptualizatic
(Grasping an experience) |

(Adapted from Kolbet al., 2001:229)

From Figure 3.2, it can be seen that concrete eéeqmey and abstract
conceptualization represent the two modes of gngspn experience, while
reflective observation and active experimentatioe ¢he two modes of
transforming an experience (Kol&, al., 2001:228). Concrete experiences are
“tangible, felt qualities” which are typically natethrough one’s senses and
therefore provide “the basis for observations aeflections” (Kolb, et al.,
2001:228). It appears that concrete experienceqgsiged through sensation of

an event and is therefore initially stored in shermm memory. Additionally, an
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experience may be grasped through abstract coradgatiion, which is reliant

on thought or analysis as opposed to the tangéisation of an experience to
initiate the reflection of past exposures (Kabal., 2001:228). Once concrete
experiences or abstract conceptualizations aregdashey are reflected upon
through a process of reflection to draw new imgiaes based on that which
was experienced (Kolbet al., 2001:228). Active experimentation involves
“actively” testing the implications of the refleati process and ultimately
contributes towards altered perceptions of an e{i€olb, et al., 2001:228). It

now appears that once an event has passed throegictive experimentation

phase, it is stored in long term memory if deemadable or relevant.

Based on Kolb’s Learning Cycle (Kolbt al., 2001:229), it can be argued that
bar managers sense an experience through expasare évent and initially
store this information in short term memory. Adaitally, bar managers may
apply conceptual analysis to that event to initiite cognitive process of
reflection. Thereafter, the process of reflectiortkd past experiences to the
exposure or analysis of a present experience aligsed that bar managers then
reconstruct abstract conceptualizations regardimg évent exposed to and
subsequently proceed to test their reconfiguraticios facilitate the
reconstruction of previously held interpretatiofhe relevant information
gained from an experience appears to be storehgterm memory.

The prior discussion has highlighted the mannemirich experiences are
converted into knowledge. In other words, the cptwal requirements of
converting experience into knowledge were discuskettrms of this research
study, an understanding of the behaviour associaté#dthe newly gained or
formed knowledge needs to be established to deeloplistic picture of both
the cognitive and behavioural aspects that arecegsd with the development

of social competencies. Behaviourism theory will discussed in order to
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clarify the behavioural aspects related to the kgweent of social

competencies.

In terms of the behavioural aspects associated aathpetency development,
Tennant (1997:95) describes the concept of behasiauto highlight the link
between education theory and behaviourism. Skind®38, in Tennant,
1997:95) suggests that when behaviour has a remgambnsequence, “it is
more likely to occur again”. This notion is illusted within the example of a
hungry pigeon that is placed in a sound-proof bath e “prominent button
which, if pecked, will result in a food pellet bgirdispensed” (Tennant,
1997:95). The result of pecking the button andghiesequent dropping of the
food pellet will, according to Skinner (1938, inf@ant, 1997:95), cause the
pigeon to abandon certain random behaviours andaitly behave in a
manner that reinforces the subsequent consequehceward associated with
the behaviour of pecking the button. Thus, Ski(@B8, in Tennant, 1997:95)
suggests that the pigeon’s behaviour is continggmdn reinforcing or
rewarding consequences. Hence, Tennant (1997:9¢)ha&sizes that the
abovementioned example highlights the link betwebahaviour and

reinforcement.

The previous discussion illustrated that behavioway be reinforced by
positive consequences or rewards. This implies leaaviour associated with
negative consequences or rewards will not be regath In light of this

research study, the above example implies thaknoevledge gained from an
experience, including the reinterpretation of poerly held constructs, may
contribute towards changes in individual behavio®uch behaviour is
suggested to be reinforced and therefore repeétin iconsequences of the
behaviour are viewed as positive. Thus, given éterpretation of constructs,
bar managers may adjust their behaviour, while shehaviour may be

reinforced if the consequences or outcomes of betavare deemed to be
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positive or rewarding. In the context of this reskastudy, positive or
rewarding behaviour is seen as managerial behavkaitrcontributes to the
successful development of social competencies. €8cin displaying the
developed social competencies is suggested totéemdproved employee and

consumer satisfaction.

Kolb’s Learning Cycle was discussed in terms ofr@kation to the cognitive
aspects associated with competency developmenb(kbdl., 2001:229). The
reinforcement of behaviours was mentioned in refatio the behavioural
aspects of competency development (Tennant, 1997®be Conscious
Competence Learning Matrix (Thomson and Von Sold@)6:12) highlights
both the cognitive and behavioural aspects assatiatith competency
development. The Conscious Competence Learning iMadr graphically
illustrated in Figure 3.3 (Thomson and Von Soln@)&12).

The Conscious Competence Learning Matrix links ltheels of competence
with the degrees of consciousness to demonstrate ihdividuals develop
competencies (Leigh, 2003:17). The Conscious Coamget Learning Matrix
indicates that individuals proceed through fourgetain developing their
competencies or skills (Thomson and Von Solms, 2006 Stage one is the
“Unconscious Incompetence” and refers to the patnivhich individuals are
not aware of skills or the relevance of skills (feon and Von Solms,
2006:12). The individual must “become consciousha/her incompetence
before learning can begin” (Howell, 1982, in Thomsand Von Solms,
2006:12). Stage two of the matrix is “Consciousoimpetence” and refers to
the point at which individuals become aware of Isk{Thomson and Von
Solms, 2006:12). At this point, the individual sfalcks the ability to implement
the skills that they have become consciously avedréThomson and Von
Solms, 2006:12). The individual does however, recxy the deficiency

between the level of their own skills and the leakskills required (Thomson

60



and Von Solms, 2006:12). The individual then acepiithe skills or training
and proceeds to stage three (Thomson and Von S@BR§:14). “Conscious
Competence” is the third stage in the learning mafihe individual “will need
to concentrate and think to be able to performttdsk” (Thomson and Von
Solms, 2006:12). The individual will therefore dpge mental models to
facilitate behaviour that constitutes implementatad the learned or acquired
skills (Thomson and Von Solms, 2006:12). The indinal will then progress to
the fourth stage of the learning matrix, whichhe tUnconscious Competent
stage”, through “practice” (Thomson and Von Sol2806:12). The practiced
skills then enter the individual’'s “subconsciousking” and become “second
nature” (Thomson and Von Solms, 2006:12).

Figure 3.3: The Conscious Competence Learning Matri
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! Individual | | second nature:
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i Individual g Stage Thre:
' becomes | Conscious
| aware ! Competence
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Incompetence
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(Adapted from Thomson ar@h\Golms, 2006:12)
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Thomson and Von Solms (2006:12) provide a practocample of how the
Conscious Competence Learning Matrix works. An vithilial, who begins
typing on a computer keyboard, will start by usinge or two fingers
(Thomson and Von Solms, 2006:12). This represemtgesone of the matrix,
when the individual becomes consciously aware skih The individual will
recognize the deficiency in their ability to typefast as they may need to and
will therefore improve their ability to type by uedjoing a training course
(Thomson and Von Solms, 2006:12). This represdatgestwo of the matrix.
The individual will most likely begin to type withoth hands and at a more
rapid pace (Thomson and Von Solms, 2006:12). Howekie individual will
also observe their hand movements to ensure agcfdmmson and Von
Solms, 2006:12). This represents stage three ofndaeix. The individual will
then proceed to stage four of the matrix throughciicing their typing skills
until they can type at an acceptable pace withoakihg at their hand
movements (Thomson and Von Solms, 2006:12). Thié akiability to type
using a computer keyboard would then be consida®d'second nature”
(Thomson and Von Solms, 2006:12). This seems tatadb an individual's
procedural memory as noted by Nicholas (2003:36®)s indicating that the
development of competencies, through practice it@es the movement of

information between explicit and implicit memory.

The Conscious Competence Learning Matrix therefsuggests that the
development of competencies requires both cognibiéties and behavioural
consideration. In terms of cognitive abilities, iwiduals will need to
consciously establish an awareness of their skiéiciency. Additionally,
cognitive abilities are also utilized to facilitattee creation of mental models to
facilitate performance of skills. In terms of beloawal consideration,
individuals will need to practice their acquiredlisk Hence, the combination of
cognitive abilities and behavioural consideratisnsuggested to be critical in

competency development. Furthermore, the transfecompetencies to the
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subconscious, as second nature competencies, $sigthe® competency

development is related to the repertoire of sohgithat experience builds.

Ultimately, Kolb’s Learning Cycle highlighted theognitive aspect of
developing social competencies by suggesting thaiwledge is created
through a reflection process (Kol al., 2001:229). The behavioural aspects
associated with the development of social compé&enwere highlighted by
behaviourism theory, which suggested that posituetcomes reinforce
behaviour (Tennant, 1997:95). The Conscious Competdearning Matrix
(Thomson and Von Solms, 2006:12) highlighted badtle tognitive and
behavioural aspects associated with the developroBmompetencies. The
Conscious Competence Learning Matrix (Thomson aod 8olms, 2006:12)
suggested that exposure to an event may faciligat@reness of social
competencies and that practice promotes the moveofiecial competencies
to an unconscious competent level where competemeiter the subconscious

and are therefore regarded as second nature campEste

Hence, experience appears to promote the develdprheoncial competencies
through a reflection process that provides bar marsgwith opportunities to
reinterpret cognitive constructs and reinforce mmpentation of their social

competencies.

Additional research conducted by Mumford (1995:liRylicates that senior
executives use four approaches to learn from eapeei and therefore develop
competencies (Mumford, 1995:14). These approaatesde the intuitive, the

incidental, the retrospective and the prospectpne@aches.
The intuitive approach entails “learning from expace, but not through a

conscious process” (Mumford, 1995:14). Individudsarning from their

experiences are thought to view experience as waldearning source. The
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intuitive approach sees “managing and good busipesgices as synonymous
with learning” (Teare, 1997:306). In other wordsistapproach suggests that

learning may be subconsciously linked to everytling experiences.

“The incidental approach involves learning by cleffrom activities that jolt
an individual” to reflect on past experience (Munifo1995:14). It appears that
this approach emphasizes the concept of a trigiges trigger seems to link
current exposures with related experiences. luggssted that the process of
reflection is used to connect a present experiefoegnd within one’s short-

term memory, with related experiences stored irsoloag-term memory.

The retrospective approach is relatively similathi® intuitive approach and the
incidental approach. The retrospective approadardithrough an emphasis on
reaching conclusions and drawing lessons from pageriences (Mumford,

1995:14). It appears that this approach advocdtas dne can purposefully
reflect on an event with the intention of using theterpretation of the event
to learn lessons. People using the retrospectipeoaph “are more inclined to

draw lessons” from mistakes (Teare, 1997:306).

The prospective approach involves “planning to nebefore an experience
takes place” (Mumford, 1995:15). The prospectivprapch therefore views
future events as “opportunities to learn” (Mumfol®95:15). It is suggested
that this approach represents a proactive vieweafning from experience,
whereby one would perceive the potential to leagiote the event has
occurred.

These four approaches suggest that although baagees may utilize certain
mental or cognitive processes to learn from expegge certain mindsets or
approaches can also influence the learning froneempces. Hence, the four

approaches of learning from experience suggestsbiramanagers may view
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experience as a learning source differently. Tinigirn implies that experience
as a source of competency development may haveretiff influences on

different bar managers.

The researcher argues that learning from experiesmtails a process of
reflection. It is suggested that exposure to agmesvent allows a link to be
made between past and present experiences basetlegance. This link is
established through a process of reflection. Swfgksreflection and
reconstruction of events contributes towards banagars’ knowledge, skills
and values. It is argued that social competenaiestteen developed through
experience by virtue of successful reflection amtbnstruction of previous and
present experiences. This in turn, is thought sultein practically applied
behavioural modifications which, when repeated asidforced by positive
consequences, lead to the development of sociapetmmcies. Experiences
also presents bar managers with opportunities trbe aware of social
competencies and to reinforce the physical impleatem of their social
competencies. However, based on the notion thatnferagers may have
different approaches to learning from experientés also suggested that the
utilization of an experience by bar managers toettgv social competencies is

influenced by their approaches in terms of learfiiogn experience.

3.4 Summary

In this chapter experience was defined as the psogEsuccessively construing
“replications of events” (Kelly, 1955:72). Experemin the broader sense was
seen as the combination of individual experiendesvas shown that an
experience requires an opportunity to constructnesvébased on previous
interpretations. A process of reflection was shawnlink past and present
experiences. In turn, this was thought to fac#itahe reconstruction of
previously held interpretations. Given these repretations, behavioural
modifications seem to occur based on the relevasfcéuture tasks. The
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cognitive abilities associated with an experienagrendiscussed within this
chapter. It was established that an experiencaitiglly stored in short term
memory and transferred to long term memory basethenmelevance of future
behaviours. Relevant behaviours, in terms of tire and objectives of this
research study, were noted as relating to the nesiahgperformance of
ensuring employee and consumer satisfaction. Baragexs’ behaviour was
suggested to change due to the residues of knowjeslglls, outlooks and

manners that were associated with an experience.

The proposed link between experience and competgaeglopment was then
explored. Kolb’s Learning Cycle (Kolbet al., 2001:228) highlighted the
relevant cognitive aspects of transforming expostrean experience into
knowledge through a process of reflection. Thidention process enabled
constructs to be reinterpreted. It was noted tiha&t teinterpretations of
constructs may lead to changes in individual betvaviBehaviourism literature
suggested that individual behaviour is reinforcédthie consequences or
outcomes of such behaviour are deemed to be postivewarding (Tennant,
1997:95). In the context of this research studgjtp@ or rewarding behaviour
is seen as managerial behaviour that contributéiset@uccessful development
of social competencies. Success in displaying theveldped social

competencies is suggested to lead to improved emploand consumer
satisfaction. The Conscious Competence LearningiMéIhomson and Von

Solms, 2006:12) was described to highlight thadbmlzination of cognitive and

behavioural activity is critical to the developmeoit social competencies.
Ultimately, the Conscious Competence Learning Masuggested that social
competencies are developed when skills are tramsfeto an individual's

subconscious. This implies that competency devedopims related to the

repertoire of solutions that experience builds.
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Hence, experience seems to contribute towards #welapment of social
competencies by promoting points of reference inclwtbar managers may
reinterpret constructs, reinforce rewarding behavand establish awareness of
new social competencies. The four approaches ohilen from experience
demonstrated that bar managers may adopt differiemts on learning from
experience. This in turn, suggested that experia@sca source for developing
social competencies is influenced by bar managgstoaches to learning from
experience. The following chapter presents thearebemethodology utilized

within this research study.
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Chapter 4: Research Methodology

4.1 Overview

The preceding chapters presented the introductionligerature review of this

research study. The research methodology, popolat sampling technique
of this research study are described in this chaptes chapter also explains
the research method used in this research study dswlisses the data
collection technique and data analysis techniqupl@yad. Lastly, the ethical

considerations that were noted within this reseatatly are discussed.

4.1.1 Aim and Objectives of the Research Study

In order to comprehend which research methodolsgyost suited to this
research study, the research aim and objectivesldhadso be understood.
Hence, the aims and objectives of the researcly siank been restated below.

The primary aim of this research study is to aralifee role that experience
plays in developing bar managers’ social compeg¢=naivhich in turn enable
the effective management of employees and consuimerssure employee and

consumer satisfaction.

This aim may be subdivided into the following oltiees. Firstly, to identify
examples of critical incidents that facilitated te#ective management of
employees and consumers. Secondly, to analyse trésmal incidents to
identify their underlying social competencies. @hir to analyse the role of

experience in the development of the underlyingsd@ompetencies.
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4.2 Research Methodology

The research methodology used within this resestatly is discussed within
this section. The criteria used to measure theitgualthe research design and

findings of qualitative research are also mentioned

The paradigm for this research study is based @n ahti-positivist or
phenomenological framework (Collis and Hussey, 20D “The
phenomenological paradigm is concerned with undedshg human behaviour
from the participant’'s own frame of reference” ([&obnd Hussey, 2003:53).
Research methods used in the phenomenologicaligaragek to describe and
translate the meaning of phenomena and not theidrery of the phenomena
occurring (Van Maanen, 1983:9). Thus, the phenonogieal paradigm allows
for the analysis or examination of human experier{Greswell, 1994:12).

As mentioned, this research study is based ontkagmenological paradigm
and is therefore of a qualitative nature (Collid &ussey, 2003:47). According
to Hakim (1987:26), qualitative research concerrtke “* meanings and
interpretation given to events” by individuals, atidplays how these events
are conceptualized to “make sense” of experiendggshall and Rossman
(1999:57) provide justification for adopting the aljtative approach by
suggesting that studies focusing on ‘“individuais’edl experience” require
“face-to-face interaction” to allow the researchiee opportunity to develop a
deeper understanding of respondents’ views on lleagmena being analysed.
Marshall and Rossman (1999:57) elaborate on thisdiyng that a study on
“individuals’ lived experience” requires an undargiing of the “meaning that
participants attribute to those actions”. This aesk study therefore requires
the measurement or analysis of experience fromirtteeviewees’ subjective
construction of previous experiences. Hence, faeefdce interviews were
conducted to analyse the role that experience phatyge development of social

competencies from the interviewees’ perspective@er, 2004.66).
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In conducting research, whether quantitative oditaive, consideration must
be given to the quality of the research design andings. The positivist
approach seems to rely on measures of reliabitity zalidity to objectively
investigate research problems (Collis and Husse§03%2). Hence,
guantitative research approaches seem to evaheatpuglity of research design
and findings through measures of construct validitternal validity, external
validity, and reliability (Riege, 2003:80). Theseeasures will firstly be
discussed from a quantitative perspective and #ftere from a qualitative

perspective.

“Construct validity establishes appropriate operadl measures for theoretical
concepts being researched” (Riege, 2003:80). latevalidity refers to the

“establishment of cause-and-effect relationship&Riege, 2003:80), and
represents “the extent to which the presumed ceradly does have an impact
on the presumed effect” (Bryman, 1992:30). Extewelldity concerns “the

extrapolation of particular research findings beydhe immediate form of

inquiry to the general” (Riege, 2003:81) and theref relates to the

generalization of the findings to other contextar(@bell, 1957, in Bryman,

1992:36). Reliability relates to the demonstratitthat the operations and
procedures of the research inquiry can be repdatesther researchers which
then achieve similar findings” (Riege, 2003:81).

The phenomenological approach seems to stressstibgctive aspects of
human activity by focusing on the meaning, rath@ntmeasurement, of social
phenomena” (Collis and Hussey, 2003:53). Consetyeyualitative research
appears to interpret the abovementioned quanetatiteria differently (Collis
and Hussey, 2003:58). More specifically, qualitatiapproaches seem to
employ measures of credibility, transferability, pdadability, and
confirmability (Riege, 2003:80). These measuressaen as “analogous to the
concepts of validity and reliability in quantitativesearch” (Riege, 2003:81).
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Credibility relates to “the approval of researamdings by either interviewees
or peers” (Riege, 2003:81). Credibility, which iset“parallel construct to
internal validity, seeks to ensure that the “inguivas carried out in a way
which ensures credibility” (Riege, 2003:81). Theedibility of the data
collected within this research study was improvgdgiving feedback to and
receiving feedback from interviewees. This ensutteat respondents’ views

were accurately captured (Creswell, 1994:158).

Quantitative research is concerned with the geizatan of findings in which
the researcher seeks to “establish that the restildsparticular investigation
can be generalized beyond the confines of the resdacation” (Bryman,
1992:34). Merriam (1988, in Creswell, 1994:158) esothat the “intent of
gualitative research is not to generalize findingsit to form a unique
interpretation of events”. This research studyhesréfore not concerned with

the generalization of findings, but the transfeigbof the research findings.

Transferability is parallel to the function of estal validity and is achieved
“when the researcher shows similar or differendifigs of a phenomenon
amongst similar or different respondents” (Ried@281). The transferability
of the research results was ensured through cemss-analysis, which was
carried out in the data analysis phase of the rekeatudy to allow for
comparisons between multiple cases (Miles and Hnaey 1994, in Riege,
2003:83).

Dependability is the equivalent to “the notion @fiability in quantitative
research” (Riege, 2003:81). “It is not importantetiter qualitative measures
are reliable in the positivistic sense, but whetkenilar observations and
interpretations can be made on different occasiand/or by different
observers” (Collis and Hussey, 2003:58). Dependgbi#eeks to ensure
“stability and consistency in the process of ingui(Riege, 2003:81). The

71



dependability of the research design was improvgdehsuring that the
researcher was aware of and safeguarded againstvhigheoretical position
and biases (Hirschman, 1986:240). Additionally,ststency within the inquiry
process was ensured by use of a tape recordecdadrall interview data (Nair
and Riege, 1995, in Riege, 2003:83).

Lastly, confirmability represents the “notion of utelity or objectivity in

positivism, corresponding closely to construct didyi’ (Riege, 2003:81).
Confirmability “assesses whether the interpretatbdata is drawn in a logical
and unprejudiced manner’ (Riege, 2003:81). Confioifitg of the research
findings was improved through the retention oftedhscripted material on a
compact disc (CD) to facilitate reanalysis (Rie2f@)3: 81).

4.3 Population and Sampling

The population and sample of this research studydascribed within this
section. A table of respondents is provided togmean overview of the sample
of respondents selected for this research study.

The population for a study is that group of pedpden which conclusions will

be drawn (Babbie and Mouton, 2001:100). The pomrafor this research
study is therefore composed of bar managers wittenGrahamstown region.
According to Creswell (1994:144), “the idea of qtaive research is to
purposefully select informants” that may “best aesithe research question”.
Hence, “no attempt is made to randomly select méots” (Creswell,

1994:144). The researcher therefore employed pivpaampling (Welman

and Kruger, 2001:63).

Purposive sampling was used to interview bar masag&gh a minimum of
one year's work experience in the bar environmghée reason for purposively

seeking bar managers with one year's experienc&ooking within the bar
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environment was to allow for a period of time inigéhbar managers could

develop and utilize their social competencies. Tnsured that bar managers

had the opportunity to reflect on their managepatformance and thereby

highlight how their social competencies were depetb and utilized through

their life-long experiences and experiences ag alaaager.

According to Ritchie and Lewis (2003:83) qualitatisamples are usually small

in size as there is no requirement to “determinatistically significant

discriminatory variables”. Cope and Watts (2000)18#ployed the Ciritical

Incident Technique (CIT) by interviewing six respents to explore “the

learning process of entrepreneurs in relation te farallel processes of

personal and business development”’. Cope and \(20:108) indicated that

six respondents provided “a diverse range of eepeds and knowledge”.

Given the premise that the CIT offers a “rich seuaf information” (Chell,

2004:56), it was decided to interview six bar mamragn-depth. Table 4.1

below presents a holistic view of the sample thas wurposively selected for

this research study.

Table 4.1: Table of respondents

Pseudonyms| Age | Gender| Race | Management Time as Non- Time at
Names Education or a Managerial | Current
Training manager | Experience | Barasa
in the Bar Manager
Environment
Bob 27 | Male Black No 2,5 Years Yes 2,5 Years
Sue 25| Femalg White Yes 5 Years Yes 1 Yea
John 28 | Male White Yes 11 Years Yes 4 Months
Jake 23 | Male White Yes 3 Years Yes 3 Years
David 22 | Male White No 1,5 Years Yes 1,5 Years
Tom 48 | Male White Yes 20 Years Yes 2 Months
Table 4.1 indicates the pseudonyms that were edlito ensure the non-
disclosure of respondents’ real names. Table 4sb ahdicates that the
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respondents of this research study were aged bet22and 48 years of age.
Most of the respondents were in their twenties,levione respondent was
relatively older at the age of 48. Given that Graktown is considered a
student-town, the sample selected was likely tedmposed of bar managers
who share a similar age with their majority clidratse, which are university

students.

The majority of respondents undertook the role @naging a bar as their
primary employment. However, one of the respondentiertook the role of
bar manager as a secondary source of employmemthefimore, another
respondent indicated that he was a student andutilized the position of bar
manager as a part-time job. Hence, the sampletsdléar this research study,
was mainly composed of respondents who were engage@ position of bar

managers as their primary source of employmentame.

As highlighted in Table 4.1, the majority of resgents interviewed were white

males, with one black male bar manager and onesvidmtale bar manager.

Additionally, Table 4.1 suggests that the majowty respondents did have
management education or training. The majorityespondents indicated that
their management training or education was inforni@l other words, the

majority of respondents were trained while on tiegs opposed to obtaining a
formal management qualification. This facilitatéx tanalysis of the role that
the informal learning method of experience playedeveloping bar managers’

social competencies.

The column titled “Time as a Manager” indicatest thihrespondents had more
than one year’s experience as a manager. Thisdedlmanagerial experience
within other bars and other industries such as,atpecultural industry, the

mining industry and the retail industry. Table 4l¢o shows the range of time
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that respondents had spent in a managerial capd€édy instance, one
respondent has been a manager for 20 years, whithex respondent has
relatively less experience as manager with one haalflyears of managerial
experience. This implies that the respondents isfrisearch study possessed
varying levels of managerial experience and theeeddfered a broad spectrum

of perspectives in terms of critical incidents axgperiences.

All respondents had additional non-managerial wexperience in the bar
environment. This included working behind the baas a bouncer. The mere
fact that all respondents possessed additionale®m@Ent experience within the
bar environment, other than managerial experiersigygests that non-
managerial experience within the bar environmeny mave played a role in

the development of bar managers’ social competsncie

Lastly, the time spent at the current bar as a gemaanged from two months
to three years. Although, two of the respondentsdpent less than one year at
the current bar, their additional years of managiligrnate bars, were seen as

sufficient to satisfy the sampling requirementshad research study.

The sample selected for this research study waseftre predominately
composed of white males, aged in their twenties; wiere employed as bar
managers as their primary source of employment.itially, the sample of
respondents was also characterised by a dominanderms of informal
training, non-managerial experience in the barremvhent and more than one

year’s experience as a bar manager.

Hence, the sample purposively selected for thigae$ study possessed
adequate experience to describe critical incideatated to employee and
consumer satisfaction. The experience possessdtiebgelected sample was

also perceived to be sufficient in terms of extragthe relevant experiences.
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This is primarily based on the presence of theimagement training or
education, non-managerial experience in the bair@mwent, and on the
experience gained as managers of their current brisagers of alternate bars

and managers within other industries.

4.4 Research Method

The research method selected for this researcly ssudresented within this
section. A multiple case study research method employed within this

research study (Chell, 2004:47). Collis and Hus&803:68) define a case
study as “an extensive examination of a singleamst of a phenomenon of
interest and is an example of a phenomenologicdhadelogy”. Hence, the

case study approach was congruent with the phergoggoal paradigm

employed within this research study.

Case studies “provide descriptive accounts of onenore cases” (Hakim,
1987:61). Case study research aims “to provideattadysis of the context and
processes which illuminate the theoretical issues@ studied” (Hartley,
2004:323). In terms of the research aim and objestof this research study,
Riege (2003, 80) provides a fitting descriptiortled case study approach, thus
highlighting the justification for selecting thispproach. Riege (2003:80)
suggests:

The case study method is about theory constru@iah building,
and is based on the need to understand a regHdaomenon with
researchers obtaining new holistic and in-deptheustdndings,
explanations and interpretations about previouslgknown

practitioners’ experiences.

Additional support for using the case study appnoaan be noted by Yin
(1989, in Remenyi, 1996:13), who states that thse cstudy approach is
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“particularly valuable in answering who, why and whoquestions in
management research”. Furthermore, Hartley (20@3:38uggests that
“research questions about ‘how’ and ‘why’ rathearthwhat’ or ‘how much’

are best suited to the case study strategy”.

“A case study approach implies a single unit oflgsig, such as a company or
group of workers, an event, a process or even dividual” (Collis and
Hussey, 2003:68). The case study approach seajather detailed data about
the unit of analysis “with a view of obtaining irpth knowledge” of the
phenomena being analysed (Collis and Hussey, 28R3:Hence, in utilizing
the case study method, the researcher must detidther to employ a single
case study approach or a multiple case study agpr@artiey, 2004:326). A
single case study approach analyses a single @ddeséntangle what is unique
to that organization from what is common to othegamizations” (Hartley,
2004:326). A multiple case study approach allowstl@ analysis of several
cases (Berg, 1998:216). Thus, a multiple case samjyroach enables the
researcher “to compare and contrast different ¢gstekim, 1987:63). Hence,
the multiple case study approach was seen to bmpyge for comparative

purposes.

4.4.1 Data Collection Method

The data collection method employed within thiseegsh study is presented in
this section. Qualitative research is characterisgdieldwork whereby “the
researcher physically goes to people, setting, siteinstitution” to “record
behavior in its natural setting” (Merriam, 1988, @reswell, 1994:144).
Marshall and Rossman (1999:159) point out thatcéme study approach may
rely on interviewing to collect data. Thus, theeasher physically visited bars
to undertake data collection in the form of facdace interviews for this
research study.
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Hence, semi-structured in-depth interviews basedtarctured questions were
used as the data collection method. Six bar masagere interviewed in-
depth. Kahn and Cannell (1957:16) view interviewsaaconversation with a
“specific purpose”. Qualitative in-depth intervievadlow the researcher to
explore general topics to uncover the interviewepé&spective, but also
“respects how the participant frames and structtiresesponse” (Marshall and
Rossman, 1999:108). According to Marshall and Rassif1999:108), this
represents a fundamental assumption of qualitatesearch in that the
“participant’s perspective on the phenomenon oériedt should unfold as the

participant views it, not as the researcher vidis i

Interviews carry advantages and disadvantages [Mkrsand Rossman,
1999:109). The advantages of interviews include dpportunity to gain a
deeper understanding of phenomena and they offerethod to get “large
amounts of data quickly” (Marshall and Rossman,9t1B38). Interviews also
allow the researcher *“control over the line of dioesng” (Creswell,
1994:150). Additionally, interviews allow “immedet follow-up and
clarification” of information supplied by intervieses (Marshall and Rossman,
1999:110). One disadvantage of interviews that afgot be relevant to this
research study may include situations where interees are unwilling or
uncomfortable to divulge information that the resbar seeks (Marshall and
Rossman, 1999:110). Interviews have another limoitain that “not all people
are equally articulate and perceptive” in presentm divulging the desired
information (Creswell, 1994:150). The researchertedo the potential
disadvantage in which respondents may not be aldedurately recollect their
experiences. However, the researcher also recattizeopportunity that face-
to-face interviews offer in terms of probing cemtaaspects as respondents
divulge them.
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The CIT was used to frame the semi-structured ptidenterviews. The CIT is
defined as a “qualitative interview procedure” tHacilitates the investigation
of significant occurrences”, events or incidentefitified by the respondent”
(Chell, 2004:48). Flanagan (1954) developed and tise CIT as a quantitative
approach (Chell and Pittaway, 1998:24). The CIT thasefore first used in a
scientific study with a positivistic perspective hgl, 2004:45). “Since its
introduction, the CIT method has been used in aewihge of disciplines”
(Gremler, 2004:66). For instance, Chell, Hawortd &nearley (1991, in Chell,
2004:46) highlight the use of the CIT within a qtaive, social constructionist
framework in the 1990s. Cope and Watts (2000:1Q@dixed the CIT with a

gualitative approach to explore the impact of caki incidents on

entrepreneurial learning. Chell (2004:47) employéoe CIT with a

phenomenological approach in a qualitative studytha& impact of critical

incidents on a business owner’'s behaviour. Hertee,GIT appears to have

varied use in terms of its positivistic and phenoategical approaches.

According to Cope and Watts (2000:106), the Clpasticularly useful in the
learning or development domain as it allows theaesher to look for patterns
and subsequent links between context and outconmesCIT also investigates
the manner in which the identified incidents arenaged and “the outcomes in
terms of perceived effects” (Chell, 2004:48).

This research study employs a qualitative apprasuotilar to that of Chell
(2004) and Cope and Watts (2000). The aim of thie & described within the
study conducted by Chell (2004:47), is to “gain @mderstanding of the
incident from the perspective of the individuakitey into account cognitive,
affective and behavioural elements” (Chell, 2004..4Ghell (2004:47) suggests
that the CIT is used through largely unstructunettrviews “to capture the
thought processes, frame of reference and thenfeehbout an incident or set

of incidents, which have meaning for the resporident
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The CIT does appear to carry certain disadvantadges CIT is overt in that the
respondent is aware of being interviewed (Chell0£287). Hence, the
interviewer must ensure that the interviewee is foot@ble with conducting

such an interview (Chell, 2004:48). A second diseddage of the CIT is that
“accounts are always retrospective” (Chell, 200%:4his may present a
problem in terms of obtaining a clear recollectadrthe events or incidents in
guestion. However, Chell (2004:47) notes that bseathe incidents being
recollected are considered critical, “subjects Uguhave good recall”.

Additionally, the use of semi-structured intervieaows the researcher to

focus on aspects relevant to the research aimlajedtives (Chell, 2004:47).

The CIT guided the qualitative interview procedwrd thereby facilitated the
investigation of three significant incidents iddéietd by the interviewee (Chell,
2004: 48).

The initial phase of the CIT involved establishrantact with interviewees to
inform them of the nature and purpose of the reseatudy (Chell, 2004:48).
Additionally, the researcher ascertained the nurobgears of work experience
interviewees had in the bar environment. This wasedin order to satisfy the
requirements of the sampling technique utilizechimithis research study. The
researcher also ensured that all interviewees statet the CIT procedure
(Chell, 2004:48). Permission to tape record therinéew was also obtained
from the interviewees within this initial stage tbe data collection phase. The
researcher also looked to establish “a rapportusttand confidence” (Chell,
2004:48). This allowed the interviewee to feel cortdble in the interview and

subsequently yield relevant and useful informafi©hell, 2004:48).
In conducting the interview, the researcher focusedthe theme of the

interview by asking the interviewee to indicate adborate on three critical
incidents (Chell, 2004:48). For the purpose of til@search study, a critical
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incident is seen as an instance of performancagshawed by bar managers as
significant in the management of employees andwoess to ensure employee
and consumer satisfaction. Consequently, bar masagere questioned in
terms of three significant incidents that influeshd¢beir performance in regard
to employee and consumer satisfaction. As in tsearch study conducted by
Cope and Watts (2000: 104), the interviewer thesuged on incidents which
the respondents perceived as significant (Chell4286). The interviewee then
recollected and elaborated on each of the idedtifietical incidents (Chell,
2004:49).

The researcher controlled the interview processctartfied any ambiguities by
use of probing questions (Chell, 2004:49). Therinésvs focused on exploring
the underlying social competencies featured witthe identified critical

incidents. This was achieved through probing qoastsuch as:

What happened next?

* How did it happen?

* With whom did it happen?

* What were the consequences?

* How did the respondent cope?

* What tactics were used? (Chell, 2004:49).

In addition to promoting clarification of the resef@er's understanding, the
abovementioned questions also helped to “contmlititerview and keep the
interviewer alert” (Chell, 2004:49).

Thereafter, the researcher looked to explore how itlentified social
competencies were acquired through the interviesvdde experiences.
Exploration of the identified experiences was ftatiéd through the use of

probing questions as indicated above.
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The interviews were concluded when the interviewbed recollected and
clarified all three identified critical incidentné related experiences (Chell,
2004:49). All respondents were provided with feedbaegarding the

usefulness of the interviews (Chell, 2004:49). Tresearcher informed
respondents that the interviews were valuable,hés dllowed “a realistic

feeling” that he would be welcomed to return (Ch2104:49).

All interviews were recorded using a tape recordatt) the permission of the
interviewees. This improved the credibility of deé@orded. Once the data was
electronically captured, all respondents were mlediwith the opportunity to
confirm the data. This ensured that the data dedkbavas understood and

interpreted in accordance with the respondentsisie
4.4.2 Data Analysis Method

This section discusses the data analysis techrtlyatewas used within this

research study. “Data analysis is the process iafioig order, structure, and
interpretation to the mass of collected data” (Malsand Rossman, 1999:150).
Creswell (1994:154) describes qualitative datayamalas the reduction of “a
voluminous amount of data” into categories or therbased on a schema.
Analyzing qualitative data may entail searching ‘@eneral statements about
relationships among categories of data” (Marshall #ossman, 1999:150).
Hence, in order to analyse qualitative data, theeascher should be
“comfortable with developing categories and makiegmparisons and

contrasts” (Creswell, 1994:153).

In performing qualitative data analysis, the resear may be engaged in
“several simultaneous activities”, including “cdtang information from the
field, sorting the information into categories, f@tting the information into a
story or picture, and actually writing the qualitattext” (Creswell, 1994:153).
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This suggests that qualitative researchers needlidplay effective time

management skills when conducting qualitative datalysis.

According to Chell (2004:49), data analysis by nseafthe CIT “is likely to be

based on a grounded approach” or on a conceptamlefvork. A grounded
approach “assumes that the researcher abandonsnpeptions and through
the process of analysis, builds up an explanatoanéwork through the
conceptualization of the data” (Chell, 2004:49)u3h“evidence of patterns”
emerges from the transcribed data and enables darthto be developed”
(Chell, 2004:50). The conceptual framework on ttieephand, utilizes “a set of
preconceived categories”, which serves as a cddamge for the data captured
(Chell, 2004:50).

Data was analysed using the open coding proced@igrsunded theory (Chell,
2004:49). Open coding is the “process of breakimgyvd examining,

comparing, conceptualizing, and categorizing dé&fauss and Corbin, 1990:
61). In other words, open coding represents thégooof data analysis “that
pertains specifically to the naming and categogzaf phenomena through
close examination of the data” (Strauss and Corb8980:62). “A grounded

theory is one that is inductively derived from #tedy of the phenomenon it
represents” (Strauss and Corbin, 1990:23). Thene¥s Wherefore inductively
developed based on the data captured (Wong and, 2008:250). Case study
research “is able to draw on inductive methods egearch” (Hartley,

2004:332). Hence, the data analysis technique gmglaovithin this research
study is aligned with the research method utilized.

The first step in analyzing the data was to concde the data captured by
breaking each sentence or paragraph down and esgigach incident a name
or code (Strauss and Corbin, 1990:63). The ideandetonceptualizing the

data was to briefly reword the sentence or pardgrép represent the
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phenomena being analysed, “but still in a desegpivay” (Strauss and Corbin,
1990:65). This specific portion of the data analysiocess is also perceived as
labeling phenomena with conceptual labels (StrandsCorbin, 1990:61).

Once the data was labeled, concepts that appearégettain to the same

phenomena” were grouped through a process callegj@azing (Strauss and

Corbin, 1990:65). Each category referred to a dleaon of concepts and was
“given a conceptual name” (Strauss and Corbin, B0 The name assigned
to each category should be “logically related e data it represents” (Strauss
and Corbin, 1990:67). Additionally, the name ass@jto each category “must
be a more abstract concept than the ones it dén(B&suss and Corbin,

1990:67). The reason for this lies in the iderdifion and analysis of properties
and dimensions found in the data (Strauss and €,01800:69). Properties are
defined as “attributes or characteristics pertgrim a category” (Strauss and
Corbin, 1990:61). Dimensions represent the “locatad properties along a

continuum” (Strauss and Corbin, 1990:61). The cgdihdata into categories

then facilitated the analysis of properties andeatfisions (Strauss and Corbin,
1990:69).

4.5 Ethical Considerations

The ethical considerations pertinent to this redeatudy are discussed within
this section. “The researcher has an obligatiorre&pect the rights, needs,
values, and desires of the informants” (Creswed41165). The researcher
therefore initially ensured that all respondentgeneerbally informed of the
nature and intended purpose of the research sAdtitionally, the researcher
explained the CIT to respondents and ensured thatespondents were
comfortable and willing to proceed with the intemwi process. The researcher

also obtained the interviewees’ permission to tagerd the interview.
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The ethical issues that need to be considered wh®ioying the CIT include
the confidentiality of information captured and thebjectivity of information
gathered (Chell, 2004:56).

In regard to the confidentiality of information ¢aped, the researcher ensured
the non disclosure of respondents’ real names atallsl (Chell, 2004:56). This
is particularly important when utilizing the CITs aespondents may name other
people or organisations involved in the recollectwf critical incidents and
experiences (Chell, 2004:56). Consequently, theeameber utilized
pseudonyms on all transcripted material. This estsithe confidentiality of

respondents’ real names and details.

In terms of the subjectivity of information gatheéreMarshall and Rossman
(1999:194) indicate that the nature of qualitativesearch entails the
researcher’s subjectivity of the captured data. ifEsearcher therefore ensured
the accuracy of the data captured by verifying ititerpretation of the final

results with all respondents.

4.6 Summary

The research methodology employed within this neseatudy was discussed
in this chapter. The research paradigm adoptedhisr research study was
noted as the phenomenological paradigm, which peavithe base for this
gualitative research study. The criteria for meiaguthe research design and
findings of qualitative studies were presented. Plpulation and sampling

technique of this research study were also disdus&etable of respondents
was used to holistically illustrate the sample twas selected for this research
study. Purposive sampling was used to select relsea@spondents with a
minimum of one year’s work experience within the bantext. The research
method was then defined and discussed. It was lesstath that the multiple

case study approach represented an appropriatarcesenethod and was
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therefore employed as the research method withsnréfsearch study. The data
collection method was also presented within thiaptér. Data was collected
through in-depth face-to-face semi-structured iné2vs with six bar managers.
The interviews were framed using the CIT. The datelysis technique
employed within this research study was then deedriThe data captured was
analysed using the CIT and through the open codmgedures of grounded
theory. The ethical considerations of this reseatctdy, which included the
non disclosure of respondents’ real names andisletgre discussed. The next

chapter presents the findings of this researchystud
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Chapter Five: Results

5.1 Overview

The preceding chapters provided the literature esgviand research
methodology. The research findings of this reseatally are presented in this
chapter. Six bar managers were interviewed in-depsing the CIT (Chell,

2004: 56). The data captured was analysed usingpée coding procedures of
grounded theory (Chell, 2004:49; Strauss and Cp#880:23). The results of
the data analysis are presented by means of thilSoompetency Cache
Development Process (SCCD Process). The SCCD Rrficstly describes the

process in which the bar managers used their socrapetencies. Thereatfter,
the SCCD Procesgescribes the process in which experiences weré tose
develop social competencies. Similarities and vana between using social
competencies and developing social competencieprasented through the
properties of the SCCD Process.

5.2 The Social Competency Cache Development Process
(SCCD Process)

The purpose of this section is to provide an exgtian of what the SCCD
Process and its phases entail. The findings ofrdgearch study are presented
according to the proposed process called the Sdc@hpetency Cache
Development Process (SCCD Process). The reasoutifzing a process to
present the findings of this research study liehencontribution that a process
offers towards developing an understanding of themar in which experiences
contributes towards the development of social cdemges. This chapter
applies the SCCD Process to firstly present thdiriigs of this research study in

terms of the social competencies that the bar neamagtilized within the
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identified critical incidents. Thereafter, the SCCORocess describes how
experiences developed the identified social conmoéts. The properties of the
SCCD Process are discussed to highlight the vaniatbetween the processes

of using social competencies and developing seaalpetencies.

The SCCD Process centers on social competenciesegperiences, which
represent the focal points of this research stiithe SCCD Process draws its
title from the use of social competencies withicigbsituations and therefore
explicitly mentions the term “Social Competency’thin its title. The term
“Cache” represents a reserve, collection or an raatation of social
competencies located in one’s personal repertofreesponses. The term
“Development” emphasizes the improvement or growtbocial competencies,
while the term “Process” highlights the presencelofses within the SCCD
Process. The SCCD Process is depicted in Figure 5.1

The SCCD Process is a continuous process, whightrdites the manner in
which the bar managers utilized their social compeits and the manner in
which experiences contributed towards the developmaf such social
competencies. As Figure 5.1 indicates, the SCCedcenters on the social
competencies located within the cache or reservesgionses referred to as the
“Personal Repertoire of Responses”. The social etemgies used represent
the responses to social situations. The “PersomrgleRoire of Responses”,
which is the storage point for social competenaiepresents an accumulation
of compounded and reinterpreted responses. Witigircontext of this research
study, the personal repertoire of responses irgBcan accumulation of
effective responses, which the bar managers acetenor develop through
experiences. Personal Repertoire of responseddrenmepresents the pool of
social competencies and experiences that the balagess draw on when

addressing social situations. This personal repertdf responses is then used
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in social situations to assist the bar managerfulilling their managerial

duties that are associated with ensuring emplogdecansumer satisfaction.

Figure 5.1: The Social Competency Cache DevelopiPsdess
(SCCD Process)

Assessment of th Response Results
situation and g i’
Selection of social yy

competencies
A

Social situation o . -
critical incident/Event Observation an
y Reflection

y y
Social Competencies located witt
Personal Repertoire of Responses whicl

are used in social situations to enable bar
managers to fulfill their managerial dutigs

(Researcher’s own construction)

As illustrated in Figure 5.1, the SCCD Process engasses several phases,
including:

* The Situation phase

* An Assessment and Selection phase
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* The Response phase
* The Results phase

* The Observation and Reflection phase

The Situation phase of the SCCD Process refeifsetaritical incident or event
that warrants a response. This relates to thelssitiation that the bar manager
finds him/herself or, in terms of experience, te #vent that the bar manager
has been exposed to. The bar managers then assesitutition and select an
appropriate response from the social competencestdd in their personal
repertoire of responses. The selected responsemsphysically implemented
within the Response phase. The Results phase tadidhe outcomes of
implementing the selected responses and social eemgies. The Observation
and Reflection phase is then executed to facilitateterpretation of previous
responses and social competencies, whereby thenbaager compares the
outcomes of implementing the social competencidab e effectiveness of
previous responses. These reinterpretations areedfer integrated with
existing social competencies and compounded irgoptrsonal repertoire of
responses. The process is continual in that thepoanded personal repertoire
of responses are used to address subsequentst@sbns and are continually
shaped by the outcomes of implementing the reirgéed responses and social

competencies.
The SCCD Process will firstly be used to presentfthdings of this research

study in terms of the social competencies thab#remanagers used within the
identified critical incidents.
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5.3 The Social Competency Cache Development Process

(SCCD Process) and Social Competencies

This section provides the findings of this reseasttldy in terms of the SCCD
Process and the social competencies that the baagees used. In order to
present the findings of this research study in seaohthe social competencies
that the bar managers used within the identifiedical incidents, an

understanding of bar managers’ duties must be lested.

5.3.1 Bar Managers’ Duties

Bar managers fulfill certain managerial duties. §éenclude:

* managing the bar itself,
* managing employees, and

¢ managing consumers.

In terms of managing the bar itself, bar managezsresponsible for opening
the bar, ensuring a hygienic environment, orderamgl pricing of stock,
financial duties such as cashing-up, and arrangim@grtainment. The latter
includes organising promotional events and liaisimgth sponsorship

organisations.

In terms of managing employees, bar managers dfal alt levels of staff.
This includes bouncers or security staff, bar stafleaning staff and
entertainment staff such as disc jockeys. Bar marsagorganise the
abovementioned employees’ shifts, wages and resengloyee-related
problems. Bar managers also monitor employee appees. Jake indicated

that his managerial duties include “checking thateémployees are wearing the
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right thing”, as well as checking that employeesrast wearing “eye rings” and

“that sort of thing”.

In terms of managing consumers, bar managers ddaktansumer complaints
and resolve consumer-related problems. In dealiig @nsumer complaints,
Bob stated, “you have to address problems and engour position and
authority”. Bob added, “you need to make sure tpebple have a good
experience and that experience brings them back”.

Bar managers perform these managerial duties bgtenaing an active front-
line role within the bar. In essence, bar manageomplish this through a
visible presence within the bar environment to emsa close level of
interaction with employees and consumers. This lesabar managers to be
aware of problematic situations concerning empleyaed consumers. Jake
mentioned that his managerial duties include “gngetcustomers and
interacting with the customers”, thus indicatingtthbbar managers adopt an
active and visible presence within the bar envirentn Furthermore, Bob
indicated, “you need to be in touch with the cledat where you talk to
everyone and make sure you have a smile on yoat.faake reinforced this by
stating, “you have to be out there and people havknow that you are the
manager”, so that the bar managers’ position arttoaty is known to all

consumers.

With an understanding of bar managers’ duties netaldished, the Situation
phase of the SCCD Process, which represents thatisits in which the bar
managers perform their managerial duties, may Iserded. These situations
indicate the critical incidents identified by tharbmanagers in terms of their

impact on employee and consumer satisfaction.
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5.3.2 The Ciritical Incidents or Situation Phase

In terms of the social competencies used by thenmbamagers, the critical
incident or Situation phase refers to the pointh& process at which the bar
manager encounters the social situation. The bavagexs identified critical
incidents relating to both employees and consuméhey described four
categories of critical incidents. Firstly, criticahcidents associated with
problematic employee behaviour were described. |Bmodtic employee
behaviour refers to unacceptable employee condiatt as employees being
drunk while at work and employees collectively conting the bar manager in
front of other employees and consumers. One oiddwtified critical incidents
centered on cleaning staff who were drunk whilevatk. Bob described this
incident by stating, “the one guy was looking sleep the bathroom while
another cleaner was trying to cover up for him sowouldn’t get fired”. In
terms of the incident in which employees collediiveonfronted the bar
manager, the employees had a problem relatingetbah's remuneration policy
and confronted John, their bar manager, in fulwaeé the other employees and
consumers. The employees were confused about timmenan which their
wages were calculated. John stated that his emgdo¥gidn’t understand why
their weekly wages were different from previous ksfe Problematic
employee behaviour also included employee insuhatiin, which was
evident in an incident when an employee undermiBel’s authority. Bob
instructed the employee to raise the entrance fee mromotional event at a
certain time. The employee responded by statingghe “wanted to hear the

instruction from the other manager”.

Secondly, the bar managers described critical @il related to problematic
consumer behaviour. This type of behaviour refersritical incidents in which
consumers misplaced their personal belongings, aleredl property, were

involved in incidents relating to theft, or behavedn unacceptable manner by
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entering restricted areas, becoming rowdy or plalsidighting. In terms of
misplaced belongings, Bob described a criticaldent in which a consumer
lost her handbag. This consumer suspected thatldaming staff stole her
handbag rather than her misplacing it. John desdrdmn incident in which a
consumer misplaced her money. With regard to varethlproperty, David
highlighted a critical incident in which a drunkeconsumer damaged
promotional equipment. The drunken consumer “cu¢ @h the promotion
banners which cost about two thousand Rand”. Imgeof theft, the identified
critical incidents related to instances in whichn@@mer possessions were
stolen. In one theft-related incident describedJbian, a “regular” consumer
had “his cell phone and keys stolen”. In a separetielent highlighted by Tom,
money was stolen from consumers’ handbags. Toradstaat the thief “grabs
the money” from consumers’ handbags and “runs offie bar managers
described incidents of problematic consumer behavibat were associated
with the unacceptable conduct of drunken consumEgs. instance, Sue
described an incident in which a drunken consurstarined into the kitchen”.
The kitchen area is considered a private area srttierefore “off limits to
anyone” that is not an employee of the bar. In lamotncident, a consumer,
who did not agree with Jake in terms of a specrabpct offering that had
ended, became *“very aggressive” and started “smgaat” him. David
mentioned an incident that related to the actiona drunken consumer who
physically provoked one of the bar's bouncers. Thisdent escalated into “a

fight” between the “drunken customer” and the bainc

Critical incidents that were related to service ptamts by consumers were
also brought to light. In one incident, “a custofmesmplained to Tom “about
the wine glasses” being used. In another incid&ein encountered “two
female customers” who complained that they hadivedethe incorrect drinks

order.
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Handling problems that employees faced, is the tagegory of critical
incidents that the bar managers described. Empdofged personal problems
and physical problems. Sue highlighted an incidieat concerned an employee
who experienced “a death in the family” and neetlee off to attend the
funeral. Jake described incidents that concernguames’ lack of motivation.
Jake stated that sometimes “employees feel dowmwand to leave the place”.
Additionally, David described an incident in whi¢tvo employees recently
ended their romantic relationship with each otherstly, Sue mentioned an
incident that centered on an employee who was paygi‘attacked on the way

to work”.

In the light of the situation being faced, the Ib@anagers then assessed the
social situation and selected the appropriate respbdy drawing on the social
competencies located in their personal repertdireegponses. The responses
adopted by the bar managers entailed engagingpiartecular role. The roles
adopted by the bar managers represent the Respihrese of the SCCD

Process.

5.3.3 The Response Phase

The Response phase refers to the physical impletemtof the selected
responses and entails the bar managers’ respoiegsemgaged in a particular
role. The bar managers adopted certain responshe fiorm of particular roles
to fulfill the managerial duties presented abovd #m ensure employee and
consumer satisfaction. More specifically, the banagers played the following

roles:
e Clarifier

 Problem resolver

* Encourager
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5.3.3.1 The bar managers’ response as a clarifier

The bar managers adopted this particular role wdrmaployee behaviour was
considered problematic. Problematic employee behaviencapsulated
employee insubordination, unacceptable employee dwxn and
misunderstandings or confusion. When engaged imdieeof clarifier, the bar
managers responded to problematic employee belravigu clarifying
employee roles, the parameters of acceptable eewpldyehaviour, and
expectations. The bar managers also responded bfirnesimg employee
responses and establishing the lines of authdntgssence, the bar managers
ensured that employees understood their roles dmat was expected from

them. This related to the level of employee perfamoe.

For instance, in the incident concerning the dranleaners, Bob spoke to his
employees by stating that he does not mind if theaye “a few” drinks closer to
closing time. Bob added that it was not acceptdbiehis employees to be
drunk between “11 o’clock and 2 o’clock”. Hence,[Battempted to clarify his

expectations of acceptable employee behaviour@othtify employee roles.

In the incident concerning employee insubordingti@ob responded by
clarifying the employee’s response and the positiat the employee chose to
adopt. Bob responded to the employee by askind'ifigjs is how she wanted
to respond”. Bob then listened to the employeels sif the story and explained
that he is the bar manager and the employee isufierdinate. Hence, Bob

established the lines of authority with this part& employee.

In the incident concerning the confusion aboutlih€s remuneration policy,
John firstly listened to his employees’ concernd #rereafter explained how
employee wages were calculated to make sure tbgtuhderstood what was

expected from them.
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While adopting the role of clarifier, the bar maeegresponded to conflict by
implementing conflict-handling behaviour, which lided discussing issues in
private and keeping all the relevant parties cakor instance, in the
remuneration policy incident, John ensured that dlspute was resolved in
private by discussing the matter in the conceaigcthén area. According to
John, the reason for doing this was to ensure doasumers and other
employees were not negatively affected by the déspin the employee
insubordination incident, Bob chose to resolveigisee at hand when he was in
a calm and rational state of mind. Bob resolvedi¢isae at a private meeting

that took place on the following day.

In playing the role of a clarifier, the bar managatilized a flexible or open-
minded approach. This was evident in the incidextated to the drunken
cleaners, where Bob initially considered dismidsal retained the cleaners.
Bob stated, “it's not always the right decisiondismiss” and “realised that
they needed this job”. In the remuneration poligident, John indicated that if
employees needed more money, then they should agpfom and discuss the
matter. John showed concern for his employees loyngdthat he “will see

where we can get more shifts”.

5.3.3.2 The bar managers’ response as a problem ohger

The bar managers dealt with problems associated eahsumer behaviour
within the role of problem resolver. This includethnaging critical incidents
related to theft, rowdy or drunken consumers, damagroperty and problems
associated with business policies. The businessig®lin question related to
consumer access and product offerings. More pigcidee business policies
were associated with areas of restricted accessjadproduct offerings or the
nature of how products were served. The bar maragéso addressed

consumer complaints within this particular role. eThevel of employee
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involvement in the incidents pertaining to thistmadar role appeared to be
relatively lower than the level of consumer invahent. However, employees
were either called upon to assist in the resolutidna problem or for

guestioning. The bar managers played an active-remrole, which presented
them with the opportunity to address problems peakp.

When adopting the role of problem resolver, the managers responded by
introducing themselves to consumers and assefmig position. For example,
in an incident in which a consumer lost her poseass John approached the
consumer and introduced himself as the managercdjeiohn asserted his
managerial position by identifying himself and exfog his position as the
manager. In the incident relating to the consumleo womplained about the
type of wine glasses being used when serving wir@n responded by

enforcing his position by stating that he was trenager.

The bar managers resolved problems by explainindaioe aspects to
consumers. For instance, in an incident of thefinJexplained that the bar was
not to be blamed for the theft. John explained tie tonsumer, whose
belongings had been stolen, that he could not bidmmdar for the theft if he
left “his stuff unattended”. The bar managers exgld business policies to
rowdy consumers when engaged in the role of problesolver. This was
evident in the incident pertaining to the drunkensumer who walked into the
private kitchen area. In this particular incidedtie explained the boundaries of
restricted access to the drunken consumer. Tont dehl the incident related
to the consumer who complained about the type néwiasses being used and
listened to the consumer’'s complaint. Tom resporgedxplaining the reason

for selling wine in a certain type of glass ashha€s policy.

The bar managers also explained the details oflémts and the consequences

of actions to consumers. David explained the camseces of a drunken
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consumer’s actions. This was evident in the indidemolving the drunken
consumer who damaged promotional equipment. Daxlagmed that legal
action would be taken against the drunken consufrier did not pay for the
damages he caused. David also explained the defdilee damages and that
the outcome of this incident was dependent on tresumer’'s chosen set of
actions. The consumer agreed to pay the damagesapoldgized to the

relevant parties.

In order to obtain more information when engagedthe role of problem
resolver, the bar managers posed questions. Thesewsdent in the incident
involving the drunken consumer who physically prkew the bar's bouncer
and who had subsequently been injured. In thisquéar incident, David asked
both the drunken consumer and the employee fodé¢hals of the incident and
thereby obtained both accounts of what had occurialid also posed
guestions to verify how the relevant parties warttedespond. The drunken
consumer responded by apologizing for his behavilouthe separate incident
relating to the consumer who misplaced her handBab,asked the suspected
employee about his whereabouts and knowledge negattie consumer’s
missing possession and thereby obtained more iflismabout that particular
incident. Bob listened to the employee’s side efdtory and eventually cleared
him of any suspicion.

The bar managers issued instructions when playiagotoblem resolver role.

For instance, within the incident concerning thendken consumer who walked
into the restricted kitchen area, Sue instructeddrunken consumer to obey
the business policy regarding restricted acce$sawe the premises. The rowdy
consumer accepted the business policy and apotbfpzénis behaviour. In the

separate incident related to a consumer’s missosggssions, Bob instructed
an employee to aid in the search for the missings@ssions by carrying out

certain tasks. The consumer’s possessions wereaech
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The bar managers responded to conflict when empdothe role of problem
resolver by implementing conflict-handling behaviotihis included obtaining
all sides of the story before proceeding to aatpikeg the relevant parties calm
and responding in a polite manner. For instancehe incident in which a
drunken consumer was physically injured when figdptivith a bouncer, David
ensured that both the employee and the drunkenuomerswere questioned.
This ensured that all sides of the story were wtded before implementing
any actions. In the incident concerning the drunkensumer who damaged
promotional equipment, David kept the drunken camsucalm by taking him
into a smaller closed off area of the bar. Jakpaeded to an aggressive and
rowdy consumer by smiling and politely saying t@ ttonsumer, that he is

welcome to express his opinion.

The bar managers displayed concern for consumepleants. For instance, the
bar managers showed support through a display n¢era in the incidents

relating to consumers’ missing possessions anduooascomplaints regarding
incorrect drinks orders. The bar managers utiliaatbpen-minded or flexible

approach, which was evident in a theft-relateddect described by John. John
provided the individual regarded as the perpetnattir an opportunity to return

the stolen possessions. John showed the perpetratoera footage of the

incident and explained the consequences of theiorexc as a formal arrest.

After viewing the camera footage, the perpetratetumned the missing

possessions and was not arrested. However, thetpsigr was banned from

that bar.

The bar managers also formed relationships wheragaty in the role of
problem resolver. This was evident in the incidentvhich Tom resolved a
complaint by two consumers who received the in@rorinks order. Tom

apologized and corrected the drinks order. Tom astblished a sociable
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relationship with the consumers and indicated thatconsumers “now know”

him by his “name” and “were very happy with the Whthing”.

5.3.3.3 The bar managers’ response as an encourager

Within the role of encourager, the bar managerpaetpd employees who were
personally experiencing emotional difficulties. Thar managers responded
when engaged in the role of encourager by highhghtthe value and
importance of employee performance. The bar masagmomplished this by
explaining that problems do occur. For exampleth incident in which an
employee experienced personal problems at worle daglained that personal
problems do coincide with the job and that “it vipest and parcel of the job”.
The bar managers also motivated employees throughords of

encouragement”.

When engaged in the role of an encourager, thentmragers listened to
develop an understanding of why employees were teated. This was
evident in the incident relating to the demoralizsdployee, in which Jake

utilized listening to understand the nature oféh#ployee’s problems.

The bar managers displayed care and concern fologegs when engaged in
the role of encourager. This was evident in the im@anagers’ display of
understanding and compassion for employees’ persmcamstances and for
employee well-being. Sue dealt with the incidemaarning the employee who
experienced a death in the family and required bifii¢o attend the funeral, by
showing concern for the employee’s personal cir¢dantes. Sue said, “it is
important that employees know that the employeesabout you personally,
and your family and the things you are going thtdudrurthermore, in the
incident concerning the employees who ended thmmantic relationship,

David recognized the need to support both employdts their romantic
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relationship had ended. David approached each emwl@nd offered his
assistance where possible. This included engagisggial activities to help the
employees overcome the effects of the ended romaelationship. The bar
managers also displayed an understanding of emplpyeblems. Jake dealt
with the incident concerning the demoralized emp&owand simply stated that
he understood what it feels like “to hit that wallConsequently, Jake

encouraged the demoralized employee to continuelveit work.

In performing the role of encourager, the bar mamaghowed employees
personal attention to strengthen the emotional @tdleen them. For instance,
in the incident related to the employees who wervipusly in a romantic
relationship, David took proactive steps to provideth employees with
personal attention. David offered his assistana# anmovided support where
possible. This included taking the time to socahwith the employees outside
of the bar environment, with the intention of gagtithem to think about

something else other than the romantic relationship

The bar managers displayed motivational behaviouertcourage employees
and improve employee morale. This was evident énitticident concerning the
demotivated employee, when Jake bought the demedakmployee a drink
and made her laugh through the sharing of a joke.

5.3.4 The Results Phase

The next phase of the SCCD Process is the Redudtsepwhich indicates the
outcomes of the Response phase. Hence, this pbaesents the outcomes of

the above-discussed responses.

As the results of the responses discussed aboeehah managers displayed

concern for others, formed or strengthened relatigns, motivated others,
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asserted authority, guided behaviour, resolvedutiespand developed common

understandings.

Ultimately, the above-discussed responses positivdluenced employee and
consumer satisfaction. Employee performance, enggloyorale and employee
well-being were positively impacted to improve eayde satisfaction.

Consumer satisfaction was positively influencecdgh improved consumer
retention and loyalty.

5.3.5 The Observation and Reflection Phase

The bar managers then observed and reflected upenrdsults of their
responses to reinterpret their previously held eptions regarding these
responses and social competencies. In essendeattineanagers recognized the
level of competence that their responses and sograpetencies revealed. The
bar managers integrated these reinterpretationgheir repertoire of responses
to develop an accumulation of the social compee=ndound within their

repertoire of responses.

5.3.6 The Repertoire of Responses Phase

The social competencies that the bar managers getplwere compounded or

integrated into their existing repertoire of respembased on the results of their
responses. Hence, the personal repertoire of resporepresents a pool of
effective responses to the social situations drcatiincidents that have been

identified.

Based on the responses and results discussed ahevbar managers were

found to display the following social competencies

» Emotionally based social competencies



* Power based social competencies
» Dispute handling social competencies

* Information handling social competencies

Emotionally based social competencies involved oasps in which the bar
managers related to others on an emotional levieis Thcluded showing
concern and understanding, motivating others, amdhihg or strengthening
relational partnerships. For instance, in the iactdconcerning the drunken
cleaners, Bob disregarded his initial consideratibdismissing the employees.
Thus, Bob displayed understanding and concern Her dleaners’ personal
circumstances by recognizing that they dependethem jobs as a source of
income. The bar managers also displayed concerrerfggloyee well-being.
This was apparent in the incident concerning theleyees who ended their
romantic relationship. In this incident, David deged concern for both
employees by providing them with compassion and@mel attention. The bar
managers also showed concern and compassion toveamsumers. For
instance, in the incident in which two consumersnglained about their
incorrect drinks order, Tom displayed concern bglagizing to the consumers
and serving the correct drinks order to them. Jdéalt with the incident of
theft in which the perpetrator was captured on canfieotage and displayed
concern for the perpetrator. John therefore hanttiedncident with a flexible
approach. John did not enforce any legal actioninagahe perpetrator.
However, the perpetrator was subsequently banmed feturning to that bar.
Emotionally based social competencies also includetlvating others, which
was evident in the incident in which Jake motivaaetemoralized employee by
buying the employee a drink and through words ofoemagement, which
included the sharing of jokes. Lastly, emotiondilgsed social competencies
entailed the forming or strengthening of relatioedrtnerships. This was
apparent in the incident concerning the consuméis eomplained about their

incorrect drinks order. Tom apologized, correcté@ drinks orders, and
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established a sociable relationship with the corssmAdditionally, in the
incident concerning the employees who ended th@mantic relationship,
David strengthened his emotional relationship whbth employees by
providing them with personal attention. This inaddsocializing with the

employees outside of the bar environment.

Secondly, power based social competencies entdhed bar managers’
interaction with others based on their positionsaathority. This included
asserting authority and issuing commands. In tesh@sserting authority, Bob
dealt with the drunken cleaners incident by agsgitis authority, enforcing his
superiority and clarifying his expectations. Tomallewith the consumer
complaint incident regarding wine glasses by asggtiis authority to enforce
the bar’'s wine glass business policy. Within powased social competencies,
the bar managers issued instructions to guide anectdbehaviour. For
example, in the incident related to the rowdy comsu who accessed the
restricted kitchen area, Sue instructed the constméave the kitchen area

and obey the business policy.

Dispute handling social competencies involved the fhanagers’ interaction
with others to resolve disputes. This entailedspulie handling approach that
encapsulated privacy, rationality and polite reggsn The bar managers
resolved disputes by ensuring that disputes wedleeaded in private. This was
apparent in the remuneration policy incident, inickhJohn resolved the
conflict in the private kitchen area. The bar maragensured rationality by
keeping the relevant parties calm. For instancehénincident concerning the
rowdy consumer who damaged promotional equipmerdyid kept the

consumer calm by taking him to smaller closed dadtt®n of the bar.

Furthermore, in the employee insubordination inciddob ensured that he
resolved the dispute when he was in a calm andnatistate of mind. In terms

of polite responses, Jake dealt with the aggressimsumer, who did not agree
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with him in terms of a special product offeringtthad ended, by responding to

the consumer in a polite and dignified manner.

Lastly, information handling social competenciesoived the bar managers’
interaction with others to provide information ordbtain information. The bar
managers provided information by clarifying pol&ieconsequences and
importance. For instance, in the remuneration poicident, John provided
information by explaining the method used to calteillemployee wages. Sue
dealt with the rowdy consumer who accessed theigctest kitchen area by
explaining the bar’s business policy regardingrietsid access. In the incident
concerning the rowdy consumer who damaged promatiequipment, David
provided information by explaining the consequenafethe rowdy consumer’s
actions. Jake dealt with the incident relating he £mployee who faced a
personal problem at work, and provided the employé&l information by
explaining the importance and value of their perfance. In terms of obtaining
information, the bar managers obtained informatignposing questions and
through active listening. This ensured that su#ftiinformation was gained
before proceeding to act. This was apparent inirtbielent in which a rowdy
consumer was injured after provoking a bouncerthis specific incident,
David obtained information by posing questions ¢dhbthe consumer and the
bouncer and thereafter implemented his responsedbas the information
obtained. In the employee insubordination incidédp posed questions to
confirm the employee’s chosen response. In ternobtaining information, the
bar managers listened to ensure that concerngynesp, and all the sides of a
situation were understood. For instance, in the ureration policy and
employee insubordination incidents, the bar marsadgistened to develop a
comprehensive understanding of employee concemhsemponses. In terms of
understanding all the sides of a situation, Bobltdedh the theft-related

incident in which an employee was considered a estts@Bob listened to
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understand the nature of the consumer’s complamtt ® understand the

employee’s response.

54 A Review of the Social Competency Cache
Development Process (SCCD Process) and Social

Competencies Section

This section summarizes the above-presented fisdaighis research study.
The SCCD Process and Social Competencies Sectghligtited the social
competencies that the bar managers used withidémtified critical incidents.
It was noted that the bar managers fulfilled manageuties associated with
managing the bar itself, managing employees andagiag consumers. The
bar managers carried out these duties by maintaernactive visible presence

within the bar environment.

The Situation phase of the SCCD Process was dsdusgerms of its relation
to the identified critical incidents. In terms diet social competencies used by
the bar managers, the identified critical incidemtsSSituation phase referred to
the point in the process at which the bar managerountered the social
situation. The bar managers identified criticalidents related to problematic
employee behaviour, problematic consumer behaveemice complaints by
consumers, or the handling of problems that emgsyaced.

Thereafter, the bar managers assessed the sowiati and selected the
appropriate responses and social competenciestfreimmpersonal repertoire of
responses. The responses adopted by the bar mareagaeiled engaging in a
particular role. The roles adopted by the bar marsagepresented the Response
phase of the SCCD Process, which was described has physical
implementation of the selected responses. Heneep#n managers adopted

certain responses in the form of particular rolesfulfill their managerial



duties. More specifically, the bar managers plageclarifier role, a problem

resolver role, or an encourager role to fulfillitreanagerial duties.

The results of the bar managers’ responses weegl wathin the Results phase
of the SCCD Process. This phase represented tloernes of the Response
phase. Implementation of the bar managers’ resgonssulted in positive
influences on employees and consumers. PositiMeeimées on employee
performance, employee morale and employee wellgoe3sulted in improved
employee satisfaction. Consumer satisfaction wagipely influenced through

improved consumer retention and loyalty.

In terms of the SCCD Process, the bar managersahsarved and reflected
upon the abovementioned responses and resultsnterpret their previously
held conceptions of their responses and social etanpies. In essence, the bar
managers recognized the level of competence tleat tesponses and social
competencies revealed. The bar managers then comedu these
reinterpretations into their existing repertoire @sponses to develop an
accumulation of the social competencies found wittheir repertoire of
responses. Hence, the repertoire of responsessesyse a pool of social
competencies that are indicative of effective resgs to the identified social

situations or critical incidents.

The bar managers’ responses highlighted the scoiapetencies that were
used. In other words, the bar managers’ social etemgies were displayed
through their responses to the identified critivadidents. The bar managers
displayed emotionally based social competencieswepobased social
competencies, dispute handling social competenaigs,information handling

social competencies.
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The next section of this chapter presents the fgsliof this research study,
based on the SCCD Process, to develop an undersgaoflhow experience

contributed towards the development of the idesdiocial competencies.

5.5 The Social Competency Cache Development Process

(SCCD Process) and Experience

The findings of this research study in terms of 8@CD Process and the
experiences recollected by the bar managers asemte®l in this section. The
SCCD Process therefore also describes how experimordributed towards the

development of the identified social competencies.

In terms of experience, the Situation phase ofSGB€D Process refers to the
event that the bar managers personally experienddéte experiences
highlighted were based on either the bar managsve’ actions or the actions
of others. Hence, either the bar manager themselvéee individual whom the
experience was based upon then assessed the osituatid selected an
appropriate response from their personal repertofreesponses. In other
words, if the experience was based on a bar masagen actions, then he/she
assessed the situation and selected the appropeisppense. Alternatively, if
the experience was based on the actions of ottiers,individuals other than
the bar managers assessed the situation and setbet@appropriate response.
The relevant party then physically implemented #w&dected response by
drawing upon the social competencies located with@ir personal repertoire
of responses. However, it is important to note thatimplemented response
relates to either the bar managers’ own responst® agesponses implemented
by others. The bar managers’ own responses weatedelo experiences based
on their own actions, while responses implementgdothers, related to
experiences based on the actions of individualgerothan the bar managers

themselves. The Results phase indicates the outedmmplementing the



selected response. An Observation and Reflectiasels then executed by the
bar manager to facilitate awareness or reinforcéroéma social competency.
This awareness of new social competencies or nei@fent of already
possessed social competencies are reinterpretedntagtated with existing
social competencies located within the personaéntepe of responses. In
terms of experience, the personal repertoire opaeses represents an
accumulation of previous experiences and socialpetemcies that are related
to social situations. Hence, the process is coalimu that the compounded
personal repertoire of responses is continuallypetidby events that the bar

managers experience.

5.5.1 The Event or Situation Phase

As mentioned previously, the Situation phase of D Process represents
the events that the bar managers personally expede This section presents
the findings of this research study in terms of ithdividuals involved in the

recollected experiences, the contexts in whichetheegeriences occurred, the

types of these experiences, and the nature otttedlected experiences.

The bar managers described experiences that inlobugthority figures
(teachers, superiors, and disciplinary panels).emgat figures (mothers),
consumers (drunken or rowdy consumers), employadso(dinates and work

colleagues), and friends (school friends and begts).

The experiences that the bar managers describedairedcin a variety of
settings. These included experiences that occurrdtbme contexts, school
contexts, university contexts, employment or wodatexts, and “watering
hole” contexts. A home context refers to the exgrees that occurred during
the bar managers’ up-bringing while at home. A sthlamntext refers to the

experiences that occurred within a school set#ngniversity context refers to
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the experiences that occurred while the bar masagere at university. An
employment context refers to the bar managers’ rexpees while at work,
including their current and previous employmentipass. Lastly, “watering
hole” contexts refers to the bar managers’ expeeenwithin drinking

environments, such as bars but not in a managerehployment capacity.

The bar managers described certain types of exmpmse The types of
experiences ranged from a single specific expegidoexperiences over time.
A single specific experience related to a oncesaflitary experience, while
experiences over time represented the accumulatiamultiple experiences

that have been compounded over time.

In terms of the nature of experiences, the bar gwrsadescribed three
categories of experiences. These were authoritatixgeriences, drunken

dilemma experiences and supportive experiences.

Firstly, authoritative experiences related to esant which authority figures
exercised their authority. For instance, Bob désdi a school-related
experience that compounded through many occurremeewhich a teacher
exercised his authority by instructing pupils t@ejr senior or elderly people.
Consequently, Bob was exposed to events in whiclrelpeatedly greeted
elderly people. Another authoritative experienctaed a disciplinary hearing
within a university context. Within this specificxgerience, Bob faced a
disciplinary panel with regard to an accusatiortiated by another university
student. Bob obeyed the instructions issued to biynthe university's

disciplinary panel and was cleared of the accusatine specific work-related
experience involved a camera-training course thah ook in his previous
employment. In taking the camera course, Tom waseg in front of a video
camera and was instructed to role-play. Tom plajfesl role of a sales

representative to simulate situations in which loaild interact with potential
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consumers. The instructor, who supervised the catnaining course, enforced
his authority by issuing instructions to Tom inntar of desired behaviour. In
another specific work-related authoritative expsceg a superior denied Jake’s
late application for leave. This experience ocalirveithin Jake’s previous

employment.

Secondly, drunken dilemma experiences related éntsvin which problematic
drunken behaviour was managed. For example, onakenu dilemma

experience occurred within “watering hole” conteatsl revolved around many
occurrences in which Sue controlled her problemdtimken boyfriend. Sue
utilized a considerate approach and spoke to hgfriend without “being too

hard or negative with” him. Another drunken dilemegerience centered on
drunken behaviour that resulted in a physical fighthn recollected this
specific experience and attempted to separate omrsuwho were fighting.
John was “hit in the back of the head” and was tyaiangled in the fight. Jake
also highlighted a specific-work related experietitat involved problematic
drunken behaviour within his current employmenkeJancountered drunken
consumers who “seemed to be getting into a fightike reasoned with the

consumers and politely convinced them to discussrtatter in a civil manner.

Lastly, supportive experiences related to eventsviich the bar managers
provided assistance or were the recipients of @s&s. For instance, one
supportive experience related to David’'s schootiags. David helped school
friends with their personal problems and statedwéls always that guy that
would try to help you”. David also described a speevork-related experience

that occurred within his current employment. Thipearience centered on the
assistance that he provided to an employee who experiencing personal
problems at home. In this experience, David pravidee employee with

personal attention by offering him a shoulder tp @n and provided transport

to and from work. Another supportive experienceuned in a work context
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and centered on the assistance that Tom providedhpdoyees in his previous
employment. Tom assisted employees who were aputd with management
by explaining that they would be dismissed if tligg not return to work. This

particular experience accumulated over time a®mpounded through many
similar experiences in which Tom spoke to the elygds to ensure that they
were not dismissed. In terms of receiving assigaone supportive experience
entailed the assistance that a mother provideds Hpecific experience
occurred in a home context, in which Sue experigraze emotionally difficult

period due to the passing away of a close friengk’sSmother provided

emotional support and understanding. Another supygoexperience, which

accumulated over many occurrences, took placeke'sipresent work context.
This experience related to the assistance that wolikagues provided when
Jake was feeling demoralized. Jake noted the apipthat his work colleagues
adopted in order to lift his morale. Jake indicathdt his work colleagues

would tell him “to sort it out” when he was feelidgwn.

The experiences highlighted above indicated thetswshich the bar managers
were exposed to. It is important to recognize thate experiences were based
on either the bar managers’ own actions or theastof others. Hence, either
the bar manager themselves or other individuals #ssessed the situation and
selected the appropriate responses and social tengpes, which were located

within the personal repertoire of responses.

5.5.2 The Response Phase

The Response phase refers to the physical impletemtof the selected
response and entails either the bar managers’ mespor the response
implemented by others within the abovementionedeagpces. This is based
on whether the experience referred to the bar nmeasagctions or the actions



of others. The responses that were implemented wagegorized into certain

roles. These included an enforcer role, a controdile or an assistant role.

The enforcer role was evident in the authoritaBxperiences, which centered
on the actions of others. For instance, in theaitttive experience concerning
the teacher who instructed pupils to greet eldpdgple, the teacher adopted
the role of an enforcer by enforcing his authorlty.the disciplinary hearing
experience, the disciplinary panel enforced theutharity by issuing
instructions and formal guidelines. In the cameaatng course experience,
the instructor enforced his authority and knowletdgassuing instructions and
guidance.

The controller role was apparent within the drunddamma experiences. For
example, in the drunken dilemma experience conagrrihe problematic
drunken boyfriend, Sue adopted the role of a cdietrand controlled the
manner in which her boyfriend behaved. In the demBilemma experience

concerning a potential fight, Jake responded byrotimg the drunken parties.

The assistant role was evident within the supperxperiences. For example,
the bar managers assisted school friends and esgdowho were facing
personal problems within the supportive experientem adopted the assistant
role when assisting employees who were in a dispitte management. In the
supportive experience relating to the passing awfap close friend, Sue’s
mother adopted the assistant role by providing @mat support. In the
supportive experience where Jake was feeling ddimeda his work colleagues
adopted the assistant role by lifting his morale.
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5.5.3 The Results Phase

The Results phase indicates the outcomes of thpoRee phase and relates to
the consequences of implementing the abovementioesdonses. As the

results of the responses discussed above, compaamsibunderstanding were
displayed, and an approach to motivating othershigtdighted. The responses
also resulted in authority being asserted, the anad of behaviour, and the

successful resolution of disputes.

5.5.4 The Observation and Reflection phase

The Observation and Reflection phase relates gldselihat the bar managers
learnt from the above-discussed experiences amwmess. The bar managers
learnt or developed by observing and reflectingtiner their own responses or

the responses of others.

The bar managers observed and reflected on theirregponses to reinforce
the outcomes of their actions. For instance, ingkgeriences concerning the
bar managers’ own behaviour, successful respomsisated that appropriate
responses and social competencies had been imgkoindinis was evident in
the drunken dilemma experience relating to Suaiskizn boyfriend, in which
she successfully controlled her drunken boyfrieftmhaviour. This experience
reinforced Sue’s ability to control and reason witar drunken boyfriend.
Hence, this experience contributed to Sue’s dispuendling social
competencies as it reinforced her response as aveesIn the supportive
experience, based on his response to assist anoyepWwho was facing
personal problems, Jake reinforced his ability teve compassion and
understanding. This supportive experience therafirdorced Jake’s response
as an encourager by reinforcing the emotionalletascial competencies that

he implemented.
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The bar managers observed and reflected on therresg of others to facilitate
an awareness of social competencies. In the exmpese relating to the
responses of others, the bar managers recognizedomal competencies and
the manner in which those social competencies mayiniplemented. For
instance, in the authoritative experience basedhenteacher’s instructions,
Bob learnt how to show respect and therefore becanae of power based
social competencies and the manner in which thesepetencies may be
implemented. Thus, this authoritative experiencatrdouted towards Bob’s
ability as a clarifier, by establishing an awarened power based social
competencies and its implementation. In the supmoexperience based on the
emotional support provided by her mother, Sue becamare of emotionally
based social competencies and learnt or developesh@erstanding of how to
display compassion and understanding. Jake gaimechveareness of an
approach to motivating others from the supportixpegience in which his
work colleagues provided him with support. Henchgese supportive
experiences contributed towards the bar managbiigyaas an encourager, by
establishing an awareness of emotionally basedalsaompetencies and the

manner in which such social competencies may béimgnted.

5.5.5 The Repertoire of Response Phase

The bar managers then reinterpreted their previmmeeptions regarding the
responses and social competencies that were olbisamkereflected upon. This
was achieved by either establishing an awarenesswofsocial competencies or
by reinforcing the successful effects of implemegtalready possessed social
competencies. The reinterpreted social competengtes then integrated into

the existing personal repertoire of responses.

The SCCD Process has illustrated that the bar nemsagmployed their

emotionally based social competencies, power basmual competencies,
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dispute handling social competencies, and infownatihandling social
competencies to successfully address the identifedical incidents.
Additionally, the SCCD Process also illustratedt tagperiences based on the
bar managers’ own responses and experiences biagbhd esponses of others,

both contributed to the development of the ideedifsocial competencies.

5.6 Properties of the Social Competency Cache

Development Process (SCCD Process)

This section discusses the properties of the SCf@belRs. The SCCD Process
firstly described the process in which the bar ngams used their social
competencies within the identified critical incidenThereafter, the SCCD
Process described the manner in which the bar neasagjlized experiences to
develop their social competencies. Hence, the 5Gompetency Development
Process was essentially used to demonstrate twoegses. Although there

were similarities between these two processesréifices were also evident.

In terms of similarities, both processes descridgthase in which an incident
or experience occurred. This was referred to as Sheation phase. Both
processes noted the physical implementation oforesgs, which entailed the
utilization of social competencies. These sociamgetencies were located
within the personal repertoire of responses withioth processes. Both
processes also highlighted the outcomes of impléngthe selected responses

and social competencies. This was referred toa&#sults phase.

The Assessment and Selection phase and ObsenatibrReflection phase
highlighted the differences or variations betweée two processes. The
variations that these phases encompassed are e by a property of the
SCCD Process. This property refers to the noveltgitmations and results

versus the familiarity of situations and resultbeTnovelty and familiarity of



the situation refers to whether the situation heenbencountered before. Novel
situations indicate relatively new situations, whiwarrant a more conscious
selection of responses and social competenciesinwitie Assessment and
Selection phase of the SCCD Process. Familiartgingsrepresent situations
that have been encountered on several occasionsharefore require a less
conscious selection of responses and social compeg: Hence, the novelty
and familiarity of situations influenced the Assessit and Selection phase by
affecting the level of consciousness with which Itieé managers assessed the
situation. This level of consciousness then infeesh the selection of

appropriate responses and social competencies.

The novelty and familiarity of results refers toetther the results of employing
responses and social competencies have been eamibefore. The novelty
and familiarity of results affect the ObservatiordaReflection phase, in which
the results of implementing responses and socialpetencies are observed
and reflected upon. Novel results refer to resthits# are considered new or
original, while familiar results refer to resultsat are considered common or
recognizable. Novel results are associated withveareness of a new response
or social competency and thereby highlight a defficy in a social competency
or an alternate manner of implementing a new samahpetency. Familiar
results are associated with a reinforcement of ipusly implemented
responses and social competencies and therebyatadiesponses or social

competencies that are considered effective.

The abovementioned properties may be conceptuadiges spectrum in which
experience alters novel situations and resultsfartaliar situations and results.
Experience facilitates this transition by contribgt towards the level of
familiarity of situations and results.
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5.7 Summary

The SCCD Process demonstrated the manner in whe&lbdr managers used
their social competencies within the identifiedical incidents and the manner
in which experience contributed to the developmeasft such social
competencies. The critical incidents and experigniteat the bar managers
described were analysed in terms of their relatmthe various phases within
the SCCD Process. The bar managers displayed ermattyiobased social
competencies, power based social competenciesutdispandling social
competencies, and information handling social campees to address the
identified critical incidents and thereby fulfillheéir managerial duties.
Experiences, which related to both the bar manageve responses and the
responses implemented by others, were found to plagole within the
development of social competencies. Experience ricoed to the
development of the identified social competencigdafluencing the level of

familiarity of situations and results.



Chapter Six: Discussion

6.1 Overview

As mentioned previously, the primary aim of thisgarch study is to analyse
the role that experience plays in developing bamagars’ social competencies,
which in turn enable the effective management gblegees and consumers to
ensure employee and consumer satisfaction. Thenfjlagpresented in Chapter
five of this research study described the criticalidents in which the bar
managers employed their social competencies andstperiences that were
related to the development of the identified socaahpetencies. Given the aim
and scope of this research study, the purposei®fctiapter is to discuss the
findings presented in Chapter five. The findingstois research study are
discussed through three focal points. Firstly,diseussion centers on the social
competencies that the bar managers displayed. 8lgcdhe experiences that
contributed to the development of the identifiecdciab competencies are
discussed. Lastly, the SCCD Process is used tosfigbe role that experience

played in developing the bar managers’ social cdemnuges.

6.2 The Social Competencies Used by Bar Managers

This section presents a discussion of the findofdhis research study in terms
of the social competencies that the bar managedd aisd the impact of these

social competencies.

6.2.1 The Four Categories of Social Competencies

The bar managers’ social competencies were higelibhthrough their
responses to the identified critical incidents asplemented within the
Response phase of the SCCD Process. The bar mandmplayed four
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categories of social competencies to effectivelgl dgth the identified critical
incidents and thereby fulfill their managerial @sti The four categories of
social competencies that the bar managers displagetly, emotionally based
social competencies, power based social competertigpute handling social
competencies and information handling social coempaes, seemed to be
similar to the elements of social competenciesuggiested by the literature of
this research study. For instance, the elementstifigel within Table 2.1
highlighted several elements that were perceived ctmstitute social
competencies. The findings of this research stugypesrt the utilization of
these elements but seem to indicate that sociapetancies are used in a

broader interrelated manner.

The four categories of social competencies usethbybar managers will be
briefly discussed. Firstly, the bar managers w@dizheir emotionally based
social competencies to address critical incidergkating to problematic

employee behaviour, problematic consumer behaveemice complaints by

consumers, and problems that employees faced. Motianally based social

competencies involved responses in which the baragers related to others on
an emotional level. This included showing concenmd aunderstanding,

motivating others, and forming or strengtheningrefational partnerships.

Hence, the emotionally based social competencisplajied by the bar

managers appears to relate to the empathy competeand motivational

competencies highlighted by Bardzil and Slaski @0®), Cherniss and

Goleman (2001:28), McKenna (2004:665), Smit and @onjé (2002:16) and
Whetten and Cameron (1995:131). The emotionalletha®cial competencies
seem to also have a resemblance to the relatiobsiiging competencies that
were noted by Cherniss and Goleman (2001:28), Rt@@7:348) and Smit and
de J Cronjé (2002:16).
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Secondly, the bar managers used their power basgdl Lompetencies to

handle critical incidents concerning problematic peEyee behaviour,

problematic consumer behaviour and service comiglédly consumers. The
power based social competencies entailed the baagess’ interaction with

others based on their positions of authority. Tihiduded asserting authority
and issuing commands. This particular categoryocfad competencies seems
to relate to the social competency of developing iafluencing others, which

was highlighted as an element of social competsrizyeCherniss and Goleman
(2001:28), Crosbie (2005:47), McKenna (2004:665)ntkberg (2004:260),

Price (1997:348) and Whetten and Cameron (1995:131)

The dispute handling social competencies were imefged to deal with

critical incidents relating to problematic employeehaviour and problematic
consumer behaviour. The dispute handling social pedemcies involved the
bar managers’ interaction with others to resoh&udies. Hence, the dispute
handling social competencies appears to have anldaece to the conflict

resolution competencies noted by Cherniss and Guole(p001:28), McKenna

(2004:665), Mintzberg (2004:260), Smit and de Jn&o(2002:16) and

Whetten and Cameron (1995:131).

Lastly, the bar managers employed their informatibandling social

competencies to address critical incidents perigirio problematic employee
behaviour, problematic consumer behaviour, serwaaplaints by consumers,
and problems that employees faced. The informatlmndling social

competencies involved the bar managers’ interactith others to provide

information or to obtain information. The informati handling social

competencies therefore seem to be associated \wegh communication

competencies noted by Bardzil and Slaski (2003:€herniss and Goleman
(2001:28), Crosbie (2005:47), Price (1997:348),t%md de J Cronjé (2002:16)
and Whetten and Cameron (1995:131).
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As previously mentioned, the findings of this resbastudy appear to be
similar to the elements of social competenciesuggiested by the literature of
this research study. The association between tiginfys of this research study

and the reviewed literature will now be elaborated.

The information handling social competencies digptaby the bar managers
appeared to entail the two-way transmission ofrmfation as described by
Andrews and Baird (1995:7). In addition to beinge ttfsource” of

communicated information, the bar managers alscesepted the “receiver”
role within the communication process (Rasberry bahoine, 1986:23). This
was evident in the active listening that the bamawgers employed when
attempting to establish a common understanding wither employees or
consumers. Hence, analogous with the notion puteat by Preston (1979:32),
the information gained from active listening cobtited towards the bar
managers’ frame of reference. Furthermore, the ewdfft styles of

communication, as noted by Andrews and Baird (1BRand Whetten and
Cameron (1995:250), were evident within the manmerwhich the bar

managers communicated. For instance, the “supgosiyle” proposed by
Andrews and Baird (1995:7) was apparent within thar managers’

communicative efforts when providing employees aoohsumers with

emotional support.

The reasons for using dispute handling social ceemgges seem to be in line
with the causes of conflict suggested by Andrewd Baird (1995, 333). For
instance, Andrews and Baird (1995:333) highligideficiencies in information

as a cause of conflict. This was evident in theum@nation policy incident in

which employees were not fully informed of the manm which their wages
were calculated. Both role conflict and status Bonfvere noted by Andrews
and Baird (1995:334) as causes of conflict and vegqgarent in the drunken

cleaners and employee insubordination incidents.



The findings of this research study reinforcedlteeature reviewed in terms of
the dispute handling approach adopted by the baageas, which was evident
within their dispute handling social competenciégr instance, Rasberry and
Lemoine (1986:389) highlighted the need to handipwdes when all the
relevant parties are emotionally stable. The banagars assured this by
resolving disputes in private areas and by utijztime to calm themselves
down. Additionally, Rasberry and Lemoine (1986:389)ggested that
individuals need to be assured of their value amgbrtance when involved in
conflicts. This was seen in the remuneration polegident, whereby John
reassured employees of the importance of theiredu@nd roles and

consequently successively resolved the dispute.

The emotionally based social competencies displdyedhe bar managers
appeared to concur with the literature reviewedeims of its relation to the
display of empathy. According to Andrews and B4ik195:136), the display of
empathy relates to the display of compassion tosvérd well-being of others.
The bar managers seem to validate this by showangern and understanding

to both employees and consumers who were in neaslsidtance.

The emotionally based social competencies thatb#remanagers displayed
appeared to be in line with the literature in temofighe influence that these
competencies have on employee motivation (WhetenGameron, 1995:362).
The methods or tactics used by the bar managersotivate employees were
not highlighted in the literature review. Thesetitzcincluded using words of
encouragement, humour and product offerings in fthien of beverages to
encourage employees. For instance, Jake encousadedthoralized employee

by buying her drink.

The emotionally based social competencies wereeavioh incidents in which

the bar managers enhanced friendships within therking environments by
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developing and influencing employees. This confirtne notion of psycho-
social support, which the bar managers providedutin mentoring as
suggested by Price (1997:341). Additionally, the im@anagers developed and
influenced employees by addressing problems andifymogl employee
behaviour. This was evident in the incident in whiake effectively convinced
a demoralized employee to continue with her workkel emphasized the
employee’s value within the bar. This is in linettwithe suggestion made by
Tannehill (1970:162), that influencing employeestads changing their

perceptions by highlighting their importance antuga

The manner in which the emotionally based sociahmstencies were used to
form relationships supported the communication oektw that were
highlighted within the literature review. For instz, in the incident concerning
the consumer complaint regarding incorrect drindeos, Tom utilized the
innovative network mentioned by Greenbaum (197&asberry and Lemoine,
1986:86). An innovative network relies on problepivig to assist in the
formation of relationships and was evident withimistparticular incident, in
which a relationship was formed with the consum&h® complained. The
integrative network proposed by Greenbaum (197&asberry and Lemoine,
1986:86) relates to “employee morale and socidbfat and was evident in the
incident concerning the employees who ended tbewantic relationship.

The social competency associated with the formatdnteams was not
identified within the described critical incidentBhis does not imply that the
bar managers do not use the social competencyaof fermation, but instead
simply suggests that the bar managers did not mghe this social
competency within the identified critical incidentshich tended to focus on
dealing with individuals and interpersonal relasibips rather than teams.
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The social competencies displayed by the bar masaypport the suggestion
made by Katz (1955:37), that the practical impletagon of the elements of
social competencies are interrelated. For instaheebar managers used their
emotionally based social competencies in combinatuth their information
handling social competencies. Their power basedals@ompetencies were
exercised in tandem with their information handlsarial competencies and
emotionally based social competencies. Their despitandling social
competencies were implemented in conjunction withrtinformation handling
social competencies, emotionally based social coenpges and power based
social competencies. Hence, the bar managers ussmmbination of their
social competencies to successfully address orléaheé identified critical

incidents.

The findings of this research study did not prodgcdficient evidence to
explain the reasoning behind the combination ofiasdocompetencies
implemented. Furthermore, the findings of this aesk study did not explicitly
indicate the extent to which the social competenciere combined. The
researcher suggests that this may be due to thel t&vinterrelatedness
associated with the practical implementation of tiheentified social
competencies that was suggested by Katz (1955:37).

6.2.2 The Impact of Social Competencies

The four identified categories of social competeaaiamely, the emotionally
based social competencies, the power based sawigpetencies, the dispute
handling social competencies and the informationndhag social
competencies, all related to the management of ®mept and consumers. It
appears that the bar managers used these socipétamies to address certain
types of critical incidents and thereby fulfill themanagerial duties.

Implementation of the above-discussed social coempéts therefore related to
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the bar managers’ duties concerning the managemerdmployees and
consumers. This suggests that social competentagsap explicit role in bar
managers’ attempts to maintain service culturebdyng a positive influence
on employee and consumer satisfaction. Additionahg utilization of social
competencies to effectively handle the identifiegtiaal incidents indicates that
bar managers’ social competencies play a vital mlthin this type of

hospitality organisations.

The social competencies employed by the bar masgugesitively influenced
employee and consumer satisfaction. The social etenpies used by the bar
managers appeared to have a positive effect onogelsatisfaction, by
positively influencing employee performance, empldynorale and employee
well-being. This supports the notion that emplogatisfaction is related to
employee retention and productivity as noted bykd#set al. (1994:166). The
implementation of social competencies positivelyfluenced consumer
satisfaction by having a positive impact on consuratention and loyalty. The
findings of this research study therefore concuhwihe service profit chain
proposed by Heskettf al. (1994:166) in that consumer satisfaction was found
to relate to consumer retention and loyalty. Hetloe social competencies that
the bar managers used contributed to the estaldishor maintenance of a
service culture as noted by George (2001:18). Eurtbre, the findings of this
research study also indicate that the bar managdeexctly influenced
consumers to ensure consumer satisfaction. Hemedindings of this research
study support the suggestion made by the reseatichebar managers interact
with both employees and consumers to ensure thiatdaoties are satisfied.

Although the findings of this research study dami@ice the links between the
contributing factors of employee and consumer feati®n as proposed within
the service profit chain, they do not explicitlydioate that employee

satisfaction drives consumer satisfaction as sugdeby Heskett,et al.



(1994:164). The findings of this research studyndb contradict this relation,
but instead simply suggest that the bar managetsndt recollect critical

incidents that highlighted such relations.

Implementation of the bar managers’ social compaésnappears to concur
with the alignment of “individual competencies”etjob’s demands”, and the
“organisational environment” elements, which leacetfective performance as
proposed by Boyatzis (1982, in Spangenberg, 199B8@) instance, the social
competencies that the bar managers employed repedsehe “individual

competencies” element (Boyatzis, 1982, in SpangenbE990:3). The bar
managers’ duties represented the “job’s demandashent (Boyatzis, 1982, in
Spangenberg, 1990:3). The bar context represented “drganisational

environment” element (Boyatzis, 1982, in Spangempb&990:3). Bar managers
aligned their individual competencies to the densaraf their jobs by

employing their social competencies to fulfill thenanagerial duties in terms
of managing employees and consumers within sodaht®ns, which were

encountered in the bar context or environment. Hemaplementation of the
identified social competencies contributed towdhds bar managers’ effective

performance.

The previous section of the discussion indicated tie bar managers used four
categories of social competencies to effectivelynage employees and
consumers and thereby maintain their service esturAdditionally, the
practical implementation of the identified socialingpetencies appeared to be
interrelated with one another. However, the level eeasoning associated with
the combination of the implemented social compe&mnaere not explicitly
highlighted by the findings of this research stu@llye findings of this research
study also implied that the alignment between manaly competencies,
managerial duties and the organisational enviroinmeght contribute towards

effective managerial performance.
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6.3 The Experiences that Contributed Towards the

Development of the Identified Social Competencies

This section discusses the findings of this redeatudy in terms of the
experiences that the bar managers recollected.olit@omes and difficulty
associated with the recollection of experiences diseussed. The type of
experiences recollected, including the contextswimch these experiences
occurred, are also mentioned. This discussion laiigblights the potential of
social interaction and formal learning methods e tdevelopment of bar

managers’ social competencies.

The data collection method utilized within thiseasch study entailed face-to-
face interviews. These interviews provided the aanagers with the
opportunity to recollect the experiences that wefated to the development of
their social competencies. In essence, the ret¢olfef such experiences
encompassed a transfer of the bar managers’ taowlkdge into explicit

knowledge. Nonaka (1991:98) defines explicit knalgle as knowledge that is
“formal and systematic” and therefore suggestsdipticit knowledge “can be
easily communicated and shared” (Nonaka, 1991:38git knowledge is

defined as knowledge “that is highly personal” &dificult to communicate”

or express (Nonaka, 1991:98). Nonaka and Takedd95(61) view explicit

knowledge as “knowledge of rationality” and taaiokvledge as “knowledge of
experience”. Nonaka and Takeuchi (1995:61) als@esigthat the creation of
knowledge is underpinned “through social interact@tween tacit knowledge
and explicit knowledge”. Hence, the face-to-facemiews provided the social
interaction in which the bar managers’ personal eegmces, or tacit
knowledge, were converted into more systematic iexpknowledge. This

implies that the verbal recollection of experienceay contribute towards

knowledge creation.



However, Myers (1993:28) suggests that individgalsstruct memories “at the
time of withdrawal”. This implies that the accurageonstruction of past events
were dependent on the bar managers’ ability toceéfely communicate tacit
knowledge, which according to Nonaka (1991:98gilatively difficult. Hence,
the researcher acknowledges the difficulty thatpoedents displayed in

attempting to recollect their personal experiences.

The experiences recollected by the bar managers esrer single specific
experiences or multiple compounded experiencesoulgtr the recollection of
events that were considered single specific expee® the bar managers
implied that solitary events contribute to the depenent of social
competencies. These solitary experiences relatecevients that the bar
managers viewed as influential and therefore daliitim their lives. This
suggests that significant or influential solitameats may represent a learning

source in the development of social competencies.

The recollection of multiple compounded experiensesms to strengthen the
notion offered by McKnight and Sechrest (2003:488)ich indicated that
repetitive exposures are required for the reinttgtion of constructs.
Furthermore, the fact that experiences were congbeirover time suggests
that repeated exposure to an event may contributetiavioural modifications,
which, as noted by Civelli (1998:51) within thesliature review, represented a

requirement for the development of competencies.

The bar managers recollected experiences thatreccur a variety of contexts,
including home contexts, school contexts, universiintexts, work contexts
and “watering hole” contexts. This implies that isbcompetencies may be
developed through experiences that span beyondrehkn of only work

experiences and ultimately suggests that expersardated to a broad range of

contexts contributed to the development of soaahpetencies. Consequently,
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the fullness of an individual’s life and personaperiences are suggested to

provide a source for the development of social cetemcies.

The experiences that the bar managers recollecézd based on either their
own past responses or the responses implementethby individuals which

they had observed. The fact that experiences basdatie responses of other
individuals were noted as contributing factors e tdevelopment of social
competencies, suggests that previous interactigh wther individuals may

represent a key element in the development of kooiapetencies. Given the
nature of social competencies within social situadi it is not surprising that
the bar managers’ previous social interactions wiitter individuals represent a

source of learning.

The findings of this research study also imply tfammal learning methods
may be used to develop social competencies. Onmmdsnt highlighted a
formal camera-training course in the developmertheir social competencies,
which in turn suggests that formal learning methoasy contribute to the
development of social competencies. Consequery, dontradicts Professor
Morris’s Continuum of Learning, which indicated tlualy concrete knowledge
may be learned in a formal manner whereas socdlirgerpersonal skills are

learned through experience (Barnettal., 1985:4).

The above discussion illustrated that the bar marsagiewed single specific
experiences and multiple compounded experienceshvdtcurred in a variety
of contexts, as contributory to the developmenth&ir social competencies.
Experiences relating to a range of contexts weghlighted by the bar
managers. Thus indicating that the development axfiab competencies,
through the informal learning method of experiergfgguld not be limited to
the formal work context. However, as previously tmared, formal learning

methods may also contribute to the developmendoibscompetencies.
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6.4 The Role that Experience Plays in Developing So cial

Competencies

The purpose of this section is to discuss the figsliof this research study in
terms of the role that experience plays in develpghe bar managers’ social
competencies. Consequently, this section, by mednthe SCCD Process,
discusses the manner in which experience devellmpbdr managers’ personal
repertoire of responses. Experience and its relatio the levels of

consciousness, social interaction, and the fourcsmbes to learning are also

mentioned.

The SCCD Process was used to highlight both thenaram which the bar
managers used their social competencies withindéetified critical incidents,
and the manner in which experiences contributecatdsvthe development of
the identified social competencies. The SCCD Pwawompassed several
phases which, as stated previously, applied to bethg social competencies

and developing social competencies.

In terms of using social competencies, the Sitngtivase of the SCCD Process
represented the critical incidents that the baragers described. The critical
incident or situation referred to the point in theocess at which the bar
managers encountered the social situation. Withie Assessment and
Selection phase, the bar managers assessed thesstuation and selected the
appropriate responses and social competenciestfreimmpersonal repertoire of
responses. The Response phase represented thegblygilementation of the
selected responses and social competencies. ThdtRkRphase indicated the
outcome of implementing the selected responsesacidl competencies. The
Observation and Reflection phase represented tim ipathe process at which
the bar managers observed and reflected upon #uwdtgeo reinterpret their
previously held conceptions of their responsessmaial competencies. The bar
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managers then compounded these reinterpretatiemghieir existing cache of
accumulated responses by adding or modifying to thesting cache of social
competencies. These enhancements contributed ttetldopment of the social
competencies found within the bar managers’ pets@pertoire of responses.
Hence, the Personal Repertoire of Responses pojpsesented a pool of social
competencies that were indicative of effective oases to the identified social

situations or critical incidents.

In terms of the manner in which experiences couated to the development of
the identified social competencies, the Situatibage referred to the point in
the process at which the bar managers personglriexced an exposure to an
event. The experiences highlighted were basedtbareghe bar managers’ own
actions or the actions of others. The bar manawmetise individuals whom the
experience was based upon then assessed the osituatid selected an
appropriate response from their personal repertofreesponses. In other
words, if the experience was based on a bar masagen actions, then he/she
assessed the situation and selected the appropespense. Alternatively, if
the experience was based on the actions of ottiers,individuals other than
the bar managers assessed the situation and setbet@appropriate response.
This was undertaken during the Assessment and t®elgahase of the process.
The selected response was then physically implexdewithin the Response
phase by drawing upon the social competencies ddcaithin the personal
repertoire of responses. The selected respons¢edel® either the bar
managers’ responses or the responses implementeothieys. The Results
phase indicated the outcome of implementing thecsed responses. The
Observation and Reflection phase was then exedweitie bar managers to
facilitate the reinterpretation of existing constaithat were related to social
competencies. These constructs were reinterpreted irgegrated with the
existing social competencies located within the speal repertoire of

responses. In terms of experience, the Personari®ee of Responses phase



therefore represented an accumulation of previoxgereences and social

competencies that related to social situations.

6.4.1 Developing Personal Repertoires of Responses

The SCCD Process suggested that experience cdettibuthe development of
the bar managers’ social competencies by develajpieig personal repertoire
of responses. Experience achieved this by fadrigathree factors within the
SCCD Process. These three factors, which will sylesetly be discussed,

include:

» Avreflection process,
* The residues of experience, and

* The familiarity of situations and results.

Firstly, the SCCD Process incorporated a reflectipmocess within its
Assessment and Selection phase and ObservationRafidction phase to
enhance the personal repertoire of responses.léctieh process was utilized
within the Assessment and Selection phase, whetély bar managers
employed the cognitive process of reflection toalelsh links of relevance
between current exposures and past experiences.eflabled them to assess
social situations and select appropriate respofi$esfindings of this research
study therefore concur with the suggestion thatladf relevance is established
to connect present and past experiences as pestutgt Weil and McGill
(1989:28). Furthermore, the link between the assest of a social situation
and the selection of responses and social competeriom the personal
repertoire of responses seems to concur with thiemeroposed by Nicholas
(2003:357) that a process of retrieval is usedaodfer information between
short-term memory and long-term memory. This reaig@rocess appears to be
analogous to the reflection process, in which the rhanagers linked current
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exposures within their short-term memory, to refgvprevious exposures

stored in their long-term memory.

The reflection process utilized within the Obseinatand Reflection phase
allowed the bar managers to reflect on the outconfethe implemented
responses and thereby reinterpret existing cortstruichis in turn enabled
modifications or enhancements to the responses samihl competencies
already located in the personal repertoire of raspes. This confirms the
suggestion by Cheetham and Chivers (1998:267 ettpriences contributes to
competency development by enhancing an individuafsertoire of solutions
through the cognitive process of reflection. Aduhtlly, this concurs with the
reflection process as highlighted by Kok, al. (2001:229) and Weil and
McGill (1989:28).

Secondly, experience contributed to the developnoérdocial competencies
through its residues. The residues of experienae weident in the Personal
Repertoire of Responses phase. The residues ofiexpe, which refers to the
residues of knowledge, skills, outlooks and manrleeat are associated with
exposure to an event, as proposed by McKnight amchi®st (2003:445),
contributed to behavioural modifications. The baanmagers displayed the
residues of experience through their responsesi¢osocial situations they
encountered. For instance, the bar managers dextliyeir knowledge of the
effective steps or procedures to implement whealvesy disputes as a result
of the residues of knowledge that were associatétl authoritative and

drunken dilemma experiences. The residues of skils were associated with
drunken dilemma experiences contributed towardstirtenanagers’ ability to

effectively deal with drunken people. Lastly, thesidues of outlooks and
manners were associated with supportive experieasdsvere evident in the
bar managers’ altered perceptions when succesgitdlyiding compassion and

concern to people in need of assistance.
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The residues of knowledge, skills, outlooks and meas therefore contributed
to the development of the bar managers’ social etemgies by promoting
behavioural modifications, which were perceived bi® a requirement for
competency development as noted by Civelli (1998:&lven the continual
nature of the SCCD Process, the behavioural madidios that the bar
managers exhibited appeared to be repeated threudisequent social
situations. Additionally, the presence of multipfempounded experiences
suggests that the bar managers possessed theuwpiyotd repeatedly modify
their behaviour in order to develop their sociahpetencies. This confirms the
suggestion made by Murray (2003:309) that repelagddivioural modification
is required in order to develop competencies. feuntore, the residues
associated with experience were found to be congexinwith existing
constructs and integrated with the responses aridl smmpetencies that were
already located within the bar managers’ persoegknoire of responses.
Hence, the residues of experience contributed ¢oddéwvelopment of the bar
managers’ social competencies by facilitating add# or modifications to

their personal repertoire of responses.

Thirdly, experience contributed to the developnaithe bar managers’ social
competencies by promoting the familiarity of sitaas and results. In terms of
the familiarity of situations, experience contridgdittowards the development of
social competencies by facilitating the level ahfliarity with which situations
were assessed within the Assessment and Seletizse pf the SCCD Process.
Hence, experience influenced the level of consciess that the bar managers
employed when selecting the appropriate responsdssacial competencies
and ultimately facilitated the transition that al® social competencies to enter
the subconscious and become second nature comiestelRar instance, novel
situations are suggested to require a more cors@ssessment of the social
situation than familiar situations, which are caolesed more recognizable.

Experience, which alters novel situations into fami situations with
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subsequent exposures, therefore contributed tovtheddevelopment of social
competencies by facilitating the effective selectioof which social

competencies should be employed in social situatibhus, experiences played
a facilitating role that enabled novel situationsbecome familiar situations,
which in turn enabled the bar managers to effelstiassess social situations.
Consequently, familiar situations are suggestegravide the bar managers
with a greater probability of selecting the appraj@ responses and social
competencies to effectively handle social situaiand ensure employee and

consumer satisfaction.

In terms of the familiarity of the results, whichreaassociated with the
Observation and Reflection phase of the SCCD Psp@egerience contributed
to the development of social competencies by eigtemoting awareness of
new social competencies or by reinforcing the ss&fté outcomes of already
possessed social competencies. This seems to supper Conscious

Competence Learning Matrix (Thomson and Von Sol@®&0)6:12) in that

experience facilitated awareness of new skillssTdiso supports behaviorism
theory, which indicates that behaviour is reinfdrée the outcomes of such

behaviour are considered positive (Tennant, 1997:95

The awareness of new social competencies that iexger promoted, were
based on novel results associated with the respasrs@ social competencies
that were implemented by individuals other thanlihe managers themselves.
Novel results triggered the conscious awarenegbeofieficiencies in the bar
managers’ current social competencies and the aesseof new or unfamiliar
social competencies, including the manner in wisobh social competencies
may be implemented. The awareness of new sociapetancies that occurred
as a result of the Reflection and Observation plasthe SCCD Process,
appears to support the transition between stage amke stage two of the

Conscious Competence Learning Matrix highlighted Thhomson and Von



Solms (2006:12). Within these stages, individualsdme consciously aware of
a skill (Thomson and Von Solms, 2006:12). Hencee ®CCD Process
incorporated a phase in which the bar managersh@eyme consciously aware
of new social competencies and the deficiency ddirthcurrent social

competencies. This suggests that experience cotddito the development of
the bar managers’ social competencies by assiterg to become consciously
aware of social competencies, including the marinewhich these social

competencies may be implemented.

The reinforcement of already possessed social campies, which experience
promoted, was based on familiar results that wesso@ated with the
implementation of the bar managers’ own respongsdssacial competencies.
Familiar results reinforced the effective implensginn of already possessed
social competencies by emphasizing the effectiveeammes associated with
implementation of already possessed social compie®nThis concurs with
the behavioural elements of competency developmestuggested by Tennant
(1997:95), in that behaviour is reinforced if theammes of such behaviour are
considered positive. For instance, the bar manggeyrsically implemented the
selected responses and social competencies witleinResponse phase and
thereafter reinforced their behaviour based on #féective outcomes
highlighted within Results phase. Hence, the figdirof this research study
appear to be in line with the suggestion that @epee contributes to the
development of social competencies by reinforciagdviour that is associated
with positive outcomes (Tennant, 1997:95).

6.4.2 Experience and the Levels of Consciousness

Experience also promoted the progression of compete from an
unconscious level to a conscious level, and thexetd unconscious level. This

is based on the awareness and reinforcement o&lsoompetencies. For
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instance, an exposure to an event may have hightigthe unconscious
deficiency of a social competency or awareness péw social competency.
This deficiency or awareness is then consciousiywknand is subsequently
implemented in responses to similar subsequenalssituations. The repeated
physical implementation of social competenciesuggested to promote the
transfer of social competencies to an unconsci@wel by cementing its

effectiveness within the personal repertoire oposses. This, in turn, seems to
support the notion of transition proposed by thenstwmus Competence
Learning Matrix (Thomson and Von Solms, 2006:12)tlrat competency

development is associated with the movement of etemgies from an

incompetent unconscious level to a competent urwons level.

The authoritative experience in which Bob was ing¥d to greet his elders
seems to illustrate this notion. Due to this exgrare, Bob became consciously
aware of power based social competencies and fteareapeatedly used his
power based social competencies when greetinglgldeople. This repetition

seemed to facilitate the transfer of his compet=ntm an unconscious level.

6.4.3 Experience and Social Interaction

The fact that experiences based on the behaviowthdr individuals also
contributed to the development of social competncsuggests that the
development of social competencies is related tsakinteraction with other
individuals. Consequently, social situations artdrmction may represent a rich
source for developing social competencies. Mye@931206) states, “Social
situations do profoundly influence individuals” (Ehg, 1993:206). According
to Pennington (1986:18), an individual's “early erpnces” determine “how
all future social situations are approached” (Pegion, 1986:18).
Additionally, Lalljee, Stevens and Williams (197piGdicate that the “frames

of references” and “constructs” of socializing withers, are learnt through the



“experiences of social interactions”. Hence, sositalations and interactions do
appear to have an impact on how individuals resgongbcial situations. The
findings of this research study therefore suppostd3sor Morris’s Continuum
of Learning (Barnettet al., 1985:4), in that social and interpersonal slalte
learnt or developed through experiences.

The researcher therefore suggests that experieotesocial situations or
interactions represent a source from which bar gersamay develop their
social competencies. Furthermore, in terms of tesebpment of social
competencies based on the behaviour of others, ifRgan (1986:53)
highlights the foundations of social learning the@s “watching another
behave and observing the consequences of thatibehdor the other person”.
Learning through the observation of others is aksferred to as “vicarious
reinforcement”, which allows individuals to leara behaviour without ever
having performed it” (Pennington, 1986:54). Pentong1986:57) adds, “when
an appropriate social context arises the learndch\neur will be enacted”.
Hence, the experiences based on the behaviouhefbffers bar managers
opportunities to observe the outcomes of otherviddals’ behaviour. Bar
managers may then personally implement such betawvidhien addressing

similar or appropriate social situations.

6.4.4 Experience and the Approaches to Learning

The findings of this research study did not confiror contradict the intuitive,
incidental, retrospective and prospective approsche learning from
experience as noted by Mumford (1995:14). The figdiof this research study
indicated that experience represents a potentiainieg or development

resource.
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This research study therefore proposes that exmerjewithin the SCCD
Process, contributed to the development of the bmmagers’ social
competencies by developing their personal reperiiresponses. Experience
achieved this through a reflection process, thedues of experience, and
through the familiarity of situations and resuliie reflection process assisted
the bar managers to establish a link of relevanetvden current social
situations and previous similar social situatiombe residues of experience
facilitated repeated behavioural modifications. Tésidues of experience also
facilitated additions and amendments to the exgstoonstructs of social
competencies already deposited within the persogyaértoire of responses.
Lastly, the familiarity of situations and resultstablished awareness of new
social competencies or reinforced the effects oéaamly possessed social

competencies.

Experience contributed to the bar managers’ sulmions thinking by
promoting the movement of social competencies touanonscious level.
Experiences of social situations and interactioso atontributed to the
development of social competencies. Ultimately, exdgmce was found to
develop the bar managers’ personal repertoire sgaeses through a process
that incorporated the reflection of experiences, ribsidues of experience, and
the familiarity of situations and results.

6.5 Summary

The findings of this research study were discudgethis chapter. The bar
managers displayed four categories of social coempets to effectively
manage employees and consumers. These four ca&egai social
competencies included emotionally based social edemzies, power based
social competencies, dispute handling social coemméts and information

handling social competencies. Implementation of tldentified social
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competencies positively influenced employee andseorer satisfaction.
Hence, the bar managers’ social competencies boted towards the
establishment or maintenance of a service cultddelitionally, the practical
implementation of the identified social competes@epeared to be interrelated
with one another. In terms of the experiences tate associated with the
development of the identified social competendias bar managers recollected
both single specific experiences and multiple coumgied experiences that
occurred in a variety of contexts. The varied crtsten which experiences
occurred indicated that the utilization of expecienn the development of
social competencies should not be limited to a &@mork environment. The
development of social competencies through expegiemas also found to be
associated with interaction with other individudlsjs suggesting that previous
social interactions represent an important elenretite development of social
competencies. The findings of this research studygssted that the formal
learning methods of competency development in ¢ fof training courses

were also available as a means of developing soompetencies.

The manner in which the bar managers used thelalsoampetencies and the
manner in which experience contributed to the dgwaent of social
competencies was discussed by means of the SCGi242rolt was suggested
that experience contributed to the developmenthef har managers’ social
competencies by shaping their personal repertdireegponses. Experience
achieved this through a reflection process, thedues of experience, and
through the familiarity of situations and results. reflection process as
highlighted by Kolb.et al. (2001:229) and Weil and McGill (1989:28) helped
establish a link of relevance between current arglipus social situations. The
residues of experience contributed towards behasfiomodifications and
amendments to existing constructs of social conmgpéds. Experience
facilitated the familiarity of situations to prowdthe bar managers with a

greater probability of selecting appropriate regasnand social competencies
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to effectively handle social situations and ensamployee and consumer
satisfaction. In terms of the familiarity of regjlexperience contributed to the
development of social competencies by establislwgreness of new social
competencies or by reinforcing the effective resaltalready possessed social
competencies. The findings of this research studbrefore supported the
Conscious Competence Learning Matrix highlighted Thhomson and Von
Solms (2006:12) in that experience contributedh® development of social
competencies by establishing awareness of newlsmmapetencies (Thomson
and Von Solms, 2006:12). Behaviourism theory agabty Tennant (1997:95)
was corroborated by the findings of this reseatcidys in that rewarding or
positive outcomes reinforced behaviour. The findingthis research study also
indicated that experience represents a potentiainieg or development
resource. In essence, experience contributed tewheddevelopment of the bar
managers’ social competencies through a procesdaitiatated the awareness
of new social competencies or the reinforcemerai@fady possessed effective

social competencies.



Chapter Seven: Conclusion

7.1 Overview

The key findings of this research study are presknt this chapter. The
practical and research implications associated thighfindings of this research
study are also highlighted within this chapter. thasthe limitations of this

research study are mentioned.

7.2 The Key Findings of this Research Study

The purpose of this section is to provide the kegihgs of this research study.

The primary aim of this research study was to a®athe role that experience
played in developing bar managers’ social compétsnavhich in turn enabled
the effective management of employees and consuimerssure employee and
consumer satisfaction. This aim was subdivided th# following objectives.

Firstly, to identify examples of critical incidenthat facilitated the effective

management of employees and consumers. Secondiyalgse these critical
incidents to identify their underlying social congecies. Thirdly, to analyse
the role of experience in the development of thedeulying social

competencies.

To achieve the abovementioned aim and objectives, qualitative
phenomenological research paradigm was used (GullisHussey, 2003:47).
This research study utilized purposive samplingdtect research respondents
with a minimum of one year's work experience withire bar context. The
multiple case study approach was employed as #eareh method within this
research study (Chell, 2004:47). Data was colletieough in-depth face-to-
face semi-structured interviews with six bar mamag&he interviews were
framed using the CIT (Chell, 2004: 48). The datatweed was analysed using
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the CIT and through the open coding proceduresrafirgded theory (Chell,
2004:49).

The findings of this research study were presemgdneans of a proposed
process called the Social Competency Cache DeveopiArocess (SCCD
Process). The SCCD Process illustrated the mannehich the bar managers
used their social competencies and the manner ichwdxperience developed

these social competencies.

The findings of this research study, as per the B®@@cess, indicated that the
bar managers utilized their social competenciegftectively handle critical
incidents relating to both employees and consumérs. bar managers were
found to use their emotionally based social compeés, power based social
competencies, dispute handling social competeranésinformation handling
social competencies to effectively handle the idiedt critical incidents. The
findings of this research study suggested thateffective implementation of
these social competencies positively influenced leyge and consumer
satisfaction. Hence, the bar managers appearetpitog the abovementioned

social competencies to effectively maintain a ssnaulture.

The social competencies that the bar managers ussd found to be
interrelated. This suggested that the effective agament of the identified
critical incidents entailed a combination of themeénts that constitute the

concept of social competencies.

The findings of this research study suggested shmggle specific experiences
and experiences compounded over time contributethéodevelopment of
social competencies. Additionally, a variety of expnces that encompassed
exposures within several different contexts weghlghted as causal within

the development of the bar managers’ social compads. This suggested that
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social competencies are developed within a broagdeaf contexts, which do

not only relate to formal work environments.

The SCCD Process suggested that experience cdettibuthe development of
the bar managers’ social competencies by develadjpieig personal repertoire
of responses. Experience developed the personartoge of responses
through a reflection process, the residues of espee, and through the

familiarity of situations and results.

The reflection process was employed during the #swsent and Selection
phase and the Observation and Reflection phaskeoSCCD Process. This
reflection process assisted the bar managers #blisst a link of relevance
between current social situations and previous laingocial situations, thus
enabling the bar managers to select the appropredponses and social
competencies to effectively address social sitnatioAdditionally, the

reflection process allowed the bar managers to fpadiisting interpretations

of constructs related to social competencies.

The residues of experience referred to the resichfeknowledge, skills,

outlooks and manners that were associated with sexpoto an event
(McKnight and Sechrest, 2003:445). The residuesxpktrience contributed to
repeated behavioural modifications. Additionallge tresidues of experience
were found to be compounded with existing constractd integrated with the
responses and social competencies that were alleadyed within the bar
managers’ personal repertoire of responses. Heheeagesidues of experience
contributed to the development of the bar managswsial competencies by

facilitating additions or modifications to theirgenal repertoire of responses.

The familiarity of situations and results estaldidhawareness of new social

competencies or reinforced the effects of alreadgsspssed social
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competencies. In terms of the familiarity of socgtuations, experience
contributed towards the development of social casmpzes by facilitating the

level of familiarity with which situations were &ssed. Experience altered
novel situations into familiar situations with selgsent exposures to facilitate
the effective selection of appropriate responselssacial competencies within
social situations. Consequently, experience wasdoto improve the bar

managers’ probability of implementing effective imbcompetencies to ensure

employee and consumer satisfaction.

In terms of the familiarity of results, experierm@ntributed to the development
of social competencies by either promoting awarene$ new social
competencies or by reinforcing the successful oue of already possessed
social competencies. The awareness of new soaigetencies were found to
be based on novel results associated with the mesgaand social competencies
as implemented by individuals other than the bamangars themselves.
Experience contributed to the development of the bwanagers’ social
competencies by enabling them to become conscicaawbre of new social
competencies, including the manner in which sudiascompetencies may be
implemented. The reinforcement of already possessexd! competencies were
found to be based on familiar results that wereo@ated with the
implementation of the bar managers’ own respongdssacial competencies.
Familiar results reinforced the effective implensginn of already possessed
social competencies by emphasizing the effectitearnes associated with the

implementation of already possessed social compieten

The findings of this research study also highlightedditional noteworthy
aspects of utilizing experience to develop soc@hpetencies. For instance,
experiences of social situations and interactioro atontributed to the
development of social competencies. This impliedt tiprevious social

interaction with other individuals represents anpamiant element in the



development of social competencies. The findingshd research study also
implied that although the informal method of leagnithrough experience
represents a valuable source of learning, the foreaning methods of
competency development may also represent a safrckeveloping social
competencies. Lastly, experience also contributedtite bar managers’
subconscious thinking by promoting the movemersazial competencies from

a conscious level to an unconscious level.

This research study therefore found that experienoatributed to the

development of the bar managers’ social competenbig shaping their
personal repertoire of responses. Ultimately, agpee assisted the bar
managers in developing their social competenciegrbgnoting the addition of
new social competencies or the reinterpretation @odification of existing

social competencies. Consequently, experience wasdf to enhance the
accumulation of social competencies located withenbar managers’ personal

repertoire of responses.

7.3 Limitations of the Research Study

This section presents the limitations of this reseastudy. The following
limitations need to be highlighted. Firstly, thesearch sample selected for this
research study was composed of only six respondertg researcher
acknowledges that more respondents may have yiettuwe data. Secondly,
the research sample that was selected for thisndsestudy was composed of
respondents who were predominately between the afj@® and 28. This
implies that the data obtained from respondents maag been subject to a bias
in terms of the viewpoints or perspectives of daierage group. The researcher
notes that this is a potential limitation of thetalacaptured. Lastly, the
researcher acknowledges the difficulty that respaisl displayed in

recollecting certain experiences. The difficultysglayed by respondents
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suggests that the data captured, in terms of twdleeted experiences, may not

have been an accurate recount of the experiencesiloed.

7.4 Implications of the Research Study

This section presents the practical implicationstto§ research study. The
implications for future research are also discus$éé findings of this research
study suggested that experience promoted awaresiessifamiliar social

competencies and the reinforcement of already gesdesocial competencies.
In terms of the practical implications of this rassh study, bar managers
should view exposure to events as opportunitiesidentify new social

competencies or reinforce the implementation otady possessed social
competencies. Furthermore, bar managers shouldcicosty recognize the
importance of experience as a continuous processzhwoffers them the

opportunity to develop their social competencieshini a varied range of

contexts.

Given that the reflection process and behaviouradifitations were found to
be key elements in the utilization of experiences develop social
competencies, the individuals responsible for dlgcor appointing bar
managers, should look to ensure that bar managsesegs certain capabilities.
For instance, potential bar manager candidates|dhoasses the adequate
cognitive abilities to employ the required reflecti processes. Candidates
should also be open minded in terms of employingabmural modifications
and recognizing the importance of novel situatiansl results. It should be
noted that potential candidates need not necegsaduire only previous bar
experience. The findings of this research studygestgd that experience in a
wide range of contexts contributed towards the kigreent of social

competencies. Thus, potential candidates with @edaemployment history



may possess the required social competencies &xtiefly handle social

situations and thereby fulfill the relevant manaaetuties.

In terms of the opportunity for further researchistresearch study has
proposed a process in which experiences contribtdeithe development of
social competencies in the form of the SCCD Prodésture research should
look to establish a greater understanding of theeses of this process and the
manner in which these phases are interrelated. tidddily, future research
should also look to develop a conceptualizatiorthef elements that would
promote and inhibit the SCCD Process. This wouldwafor a more detailed
representation of how experience can effectivelytrioute to the development
of social competencies. In terms of the SCCD Pmctedure research should
also look to ascertain the manner in which fornesrhing methods may be
used in conjunction with experience to develop a@octompetencies.
Additionally, given that experience was found to &éearning source, future
research should look to explore the possibility exhausting the learning
potential of experience. Future research may theestigate the possibility of
incorporating formal and informal learning methad® the development of

social competencies.

Future research regarding the role that experiptaes in the development of
social competencies should look to include obsemat within its data
collection methods. This may add another dimensiderms of the manner in
which respondents use their social competenciegh&unmore, observations
may reinforce or corroborate the data obtained frespondents. Additionally,
researchers should also interview individuals hgjtied or involved in the
experiences recollected by respondents. This malglemesearchers to confirm
the nature and details of the experiences thatorefmts describe. The
researcher proposes that the relevant and availabilployees and work

colleagues be interviewed. In terms of researcliiegrole of experience and
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competency development, future research may alatuae the role that the

verbal recollection of experience plays in knowkedgeation and learning.

In terms of the identified social competenciesuffatresearch should analyse
the association between the highlighted categaiesocial competencies and
the types of social situations in which these doc@mpetencies are used.
Future research may highlight the characteristic®oial situations that trigger

the implementation of certain social competendiesthermore, future research
should investigate the reason for using combinatiohsocial competencies,
and the level of interrelatedness between such etanpies. Lastly, future

research should look to explore the relation betwemployee and consumer

satisfaction.

7.5 Summary

The key findings of this research study were hgjftied in this chapter. The
aim of this research study was to analyse the ttodé experience played in
developing bar managers’ social competencies. TE€5 Process was
presented to fulfill this aim. The findings of thissearch study, based on the
SCCD Process, indicated that experience contribtotelde development of the
bar managers’ social competencies by shaping theisonal repertoire of
responses. Experience was ultimately found to ifatl the awareness of
unfamiliar social competencies or the reinforcenwrfamiliar effective social
competencies. This chapter concluded by noting timeitations and
implications of this research study.
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