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ABSTRACT 

The Department of Public Service Administration in South Africa (2006) highlighted 

initiatives aimed at enhancing employee commitment within organisations by ensuring 

adequate resources to meet job demands, empowering employees, and fostering a 

culture of ownership where employees feel integrated into the organisation. Additionally, 

the selected National Government Department's Annual Performance Plan (APP) for 

2023/2024 underscores the importance of cultivating a positive organisational culture and 

strong leadership to uphold the department's brand promise. This necessitates a focus 

on internal branding and employee brand citizenship behaviour, particularly in the public 

sector, where it has been overlooked despite being a comprehensive method to enhance 

employee performance. 

 

This study employs a conceptual framework to investigate the role of internal branding in 

promoting employee brand citizenship behaviour within a selected NDG (therefore, this 

is used as a pseudonym throughout the study to avoid identification) in South Africa, with 

employee brand citizenship behaviour as the primary construct. Data was collected 

through nine semi-structured interviews with employees from the selected NGD and 

analysed using a thematic approach. The findings reveal a critical need for transformation 

in the internal branding practices of the public sector's NGD, with challenges such as 

siloed cultures, ineffective leadership, resource inadequacies, and budget constraints 

leading to a disconnect between leadership intentions and employee perceptions, 

highlighting the necessity for strategic reform. 

 

In conclusion, despite the selected NGD plans to foster a positive culture and strong 

leadership to fulfil its brand promise and the Department of Public Service 

Administration's (2006) initiatives to enhance employee commitment by ensuring 

sufficient resources, empowering employees, and creating a culture of ownership, the 

NGD has not succeeded in aligning operations with its brand promise. This shortfall 

underscores the need to strengthen the role of employee brand citizenship behaviour in 

internal branding to improve service delivery outcomes within the public sector's NGD. 
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Employee brand citizenship behaviour, Internal branding, Brand values, Brand promise 

alignment, brand-centric human resource management, leader-member exchange, 
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"People do not follow uncommitted leaders”  

Stephen Gregg  

 

 “It takes a deep commitment to change and an even deeper commitment to grow” 

Ralph Ellison.
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CHAPTER 1: INTRODUCTION 

1.1 Introduction 

This chapter provides an introduction and background to the study to argue the problem 

statement, research aim, and research questions. A preliminary literature review 

introduces the theoretical underpinnings and concepts central to the study. An overview 

of the methodological choices is provided, followed by the ethical considerations and 

anticipated research contributions. 

This study explores the role of internal branding in fostering employee brand citizenship 

behaviour within a selected South African National Government Department (NGD). 

Internal branding is a strategic approach that aligns employees with organisational 

values, shaping their behaviour and commitment to delivering on the institution’s brand 

promises. While extensive research has examined service delivery challenges in the 

public sector, a gap exists in understanding how internal branding influences employee 

engagement, motivation, and performance in government institutions. This study 

addresses this gap by examining how internal branding efforts within the NGD contribute 

to shaping a cohesive organisational culture and enhancing employee brand-related 

behaviours. 

The Annual Performance Plan (2023/2024) of the selected NGD underscores the 

importance of fostering a capable, ethical, and development-driven workforce. To 

achieve this, the department must cultivate a transformative organisational culture, 

empower employees through leadership development initiatives, and strengthen internal 

processes to enhance service delivery (DMRE, 2023:34). Given that the NGD operates 

in a critical economic sector, the performance and engagement of its employees directly 

impact South Africa’s economic development and job creation (DMRE, 2023:12). 

Despite the public sector’s mandate to improve societal welfare through service delivery 

(Linna, Pekkola, Ukko & Melkas, 2010:480), systemic challenges persist, including 

inefficient leadership, fragmented communication, poor human resource management, 

and lack of accountability (Thusi, Mtyana & Jili, 2023:137). These factors often lead to 

misalignment between leadership’s intended branding efforts and employees’ 

perceptions of the organisation’s values. Prior research (Fourie & Poggenpoel, 2017:171) 

highlights the failure of government institutions to provide services effectively, further 

reinforcing the need for an employee-centred approach to internal branding in the public 

sector. 
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While private-sector studies have extensively explored internal branding’s effects on 

employee behaviour, limited research has investigated its impact on public-sector 

organisations. Understanding how internal branding shapes employee engagement and 

commitment in government institutions is essential for enhancing leadership 

effectiveness, organisational alignment, and public service performance. 

This study adopts a qualitative approach to explore how internal branding supports 

employee brand citizenship behaviour in the NGD. By examining employees' lived 

experiences, perceptions, and motivations, this research provides insights into how 

internal branding strategies can be leveraged to cultivate a committed workforce and 

drive institutional transformation. Through this contextual exploration, the findings 

contribute to broader discussions on strengthening public sector performance through 

employee-centric organisational strategies. 

 

1.2 Research Background 

Brand-centric human resource practices are gaining scholarly prominence, particularly in 

service-based organisations (Dahle & Urstad, 2022:3737). It is in these service-based 

contexts that internal branding has gained increased attention (Chhibber, Chahal & 

Kaurav, 2024:4). Alshuaibia and Shamsudinb (2016:558) argue that by involving 

employees in the organisation’s mission through implementing proficient brand-centric 

human resource management, employees will better understand the importance of 

embodying the brand’s attributes to external stakeholders by facilitating internal branding. 

Binu Raj (2022:285) agrees that internal branding emphasises cultivating and reinforcing 

brand values during employee engagements, while Taku, Saini and Abratt (2022:166) 

confirm that internal branding impacts employee behaviour. Service organisations must 

ensure that all employees deliver on the brand’s promises. Barros and Cali’s (2021:136) 

conceptualisation of internal branding through a systematic literature review defines 

internal branding as "… an internal orientation of brand management, and its objective is 

to promote the brand internally to ensure that employees are willing to deliver the brand 

promise to external stakeholders…". 

Conversely, Du Preez, Bendixen and Abratt (2017) and Ngo, Nguyen, Huynh, Gregory, 

and Cuong (2019:275) confirm that internal branding has the potential to support brand 

commitment and identification and brand citizenship behaviours. Burmann and Zeplin 

(2005:284) introduced the term “brand citizenship behaviour”, which describes how 

employees of an organisation align their identity and attitudes with the corporate identity 

of the company they work for, leading to better brand service delivery. While public and 
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private organisations have different priorities, BCB remains relevant. In public service 

organisations, it manifests as a commitment to public values, ethical behaviour, and 

citizen-focused service rather than direct brand advocacy as seen in private companies. 

Similarly, Adamu, Ghani and Rahman (202099) define internal branding as the process 

by which businesses educate their staff about the brand, help them understand it, and 

help them match their actions with the business values. Adamu et al. (2019:99) suggest 

that when employees' needs are met through exchange relationships, they engage in 

brand citizenship behaviour to achieve brand goals. Employee brand behaviour is 

portrayed in branding literature as either "in-role" or "extra-role" brand behaviour (Nirmali, 

Ab Yajid, Khathibi, Azam & Sudasinghe, 2017:269). "In role" brand behaviour denotes a 

worker's capacity to uphold the company-defined brand standard according to the job 

function of a brand representative. 

On the other hand, the "extra-role" reflects an employee's willingness to demonstrate or 

participate in brand-supporting responsibilities that go above and beyond the job 

description provided by the organisation, and it improves the corporate brand 

performance of the organisation (Nirmali et al., 2017:269). Adamu et al. (2019:99) argue 

that through internal branding practices such as brand leadership and brand training, 

organisations align and empower employees to behave consistently to deliver the brand 

promise made to customers. Punjaisri and Wilson (2007) have also argued that providing 

brand promises to customers requires employees to exhibit brand-consistent behaviour. 

Staff members who demonstrate high brand citizenship behaviour spirit are known to 

provide their very best efforts towards achieving their job goals and improving their job 

satisfaction levels by enhanced positive performance (Podsakoff, MacKenzie, Paine, & 

Bachrach, 2000; Porricelli, Yurova, Abratt & Bendixen, 2014).  

 

Previous research has indicated that to fill in empirical gaps and address practice-related 

importance, such as service, brand citizenship behaviour's impact must be further 

explored (Dissanayake, 2015). Moreover, according to Thokoa, Naidoo and Herbst 

(2022:2), internal branding is one of the most comprehensive strategies for enhancing 

employee performance because it allows management to align staff members with the 

goals and values of the company. According to Kim, Tavitiyaman and Kim (2009:369), 

leadership commitment to service quality enhances employee customer service 

behaviour, and employee perceptions of this commitment positively impact service 

performance (Babakus, Yavas, Karatepe & Avci, 2003; Iriadi & Susanty, 2018;  Piaralal, 

Bhatti, Piaralal & Juhari, 2016).  
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Additionally, top management must comprehend, support, and consistently commit to the 

internal branding process for internal branding to effectively communicate the corporate 

brand (Ozcelik & Findikli, 2014; Vallaster & de Chernatony, 2006). Experts in human 

resources management (HRM) and services marketing have stressed the need to train 

service staff properly. According to studies by Castro-Casal, Vila-Vázquez and Pardo-

Gayoso (2019), Grönroos (2000), and Salanova, Agut and Peiro (2005), educating 

service staff members in both job-related and interpersonal skills might improve their 

ability to handle customer-related issues and requests and offer consumers helpful 

services. Consequently, employee views of training support are influenced by the 

attitudes and behaviours of leaders in service businesses (Hoang, Ho, & Nguyen, 2022). 

According to Hogg, Carter, and Dunne (1998), organisations must convey their 

fundamental values and corporate identity to their workforce to foster a sense of 

belonging and involvement. The corporate identity of a public sector department 

encompasses its mission, values, visual identity, communication strategies, and internal 

branding, aiming to foster public trust, transparency, and accountability while aligning 

employees with service-oriented goals rather than market competitiveness. To promote 

brand-supportive behaviour in employees, it is also necessary to execute the service 

brand, measure employee performance based on service delivery, and inspire 

employees to contribute to the corporate identity through their feedback and culture 

(Tilley, 1999). 

1.3 Problem Statement  

This is a public sector case study centred around the role of internal branding in 

employee brand citizenship behaviour in a selected NGD. The intent is to explore 

and describe the function of internal branding in promoting employee brand 

citizenship behaviour. In internal branding literature, private companies have 

received the majority of the attention within a variety of contexts, such as banking 

(King & Grace, 2008; Du Preez & Benedixen, 2015; Adileh & Cengel, 2019), and 

hospitality (Yang, Wan & Wu, 2015; Wang, Yang & Yang, 2019; Xiong, 2023) 

Although insights into the employee-brand relationship nexus of internal branding 

have been scarce in the public sector, scholars such as Suomi, Saraniemi, 

Vähätalo, Kallio & Tevameri (2021), Leijerholt (2021) call for a reflective 

scrutinising of conventional internal branding principles to the public sector. 

Thokoa et al. (2022:2) have equally raised concerns about public sector research 

needing to include the importance of internal branding strategy. Hoang et al. 

(2022:370) also highlighted a key problem in their study, namely the lack of 
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research explored regarding the impact of leadership commitment to service 

quality on employees' brand-related outcomes, specifically their behaviour 

towards brand citizenship (Hoang et al., 2022:370). As Mr Gwede Mantashe 

(Gwede Mantashe, a former trade unionist and South African politician who 

previously served as the Minister of Mineral Resources and Energy and is now serving 

as a Minister for Mineral & Petroleum Resources) mentioned, “We must change from a 

state level to improve on a political level” (Mantashe, 2022), Emphasising the need to 

transform operational approaches at the state level, suggesting that redefining internal 

processes and organisational culture within public institutions can enhance external 

perceptions and trust, thereby fostering more substantial alignment between internal 

branding (employee engagement and values) and external branding (public confidence 

and institutional credibility). 

 

According to the DMRE annual performance plan for the 2023/2024 financial year 

(DMRE, 2023:34), creating a positive culture and strong leadership (with a focus on the 

control environment to ensure effective governance and accountability) are critical 

components in ensuring that the department lives up to its brand promise. Since 

employees carry out this service delivery function, there is a need to explore employee 

brand citizenship behaviour (Masango & Naidoo, 2019). While internal branding is offered 

as a technique to accomplish brand citizenship behaviour, it is an understudied part of 

branding inquiries, particularly in the South African public sector context (Leijerholt, 

Biedenbach & Hulten, 2019:127). 

 

The significance of this study is twofold. First, existing literature tends to overemphasize 

surface-level recommendations rather than addressing the root causes of misalignment 

between employee brand citizenship behaviour and internal branding (Piehler, 2018). 

This gap is significant given that Allada and Rajyalakshmi (2012) argue internal branding 

is one of the most effective methods for aligning employees with an organisation's 

mission and values, ultimately improving performance (Nirmali et al., 2017). Second, 

while most studies on employee citizenship behaviour focus on its impact on 

organisational performance, this study shifts the focus to understanding internal branding 

from the employee brand citizenship perspective and its direct influence on employee 

performance, an area that remains underexplored (Mihaiu, Opreana & Cristescu, 

2010:138). The problem identified in the study is the misalignment between employee 

brand citizenship behaviour and internal branding, which hinders the effectiveness of 

internal branding strategies in improving employee performance. 
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1.4 Research Aim  

Against this background, this study's overall research aim is to explore and describe the 

role of internal branding in promoting employee brand citizenship behaviour within a 

selected NGD in South Africa. 

 

1.4.1 Research Questions 

As Priya (2021) suggested, this study adopts research questions tailored for a case study 

design to address its overarching aim. Consequently, the following research questions 

are posed:  

RQ1 How is internal branding practised and implemented by the selected South 

African NGD to foster employee brand citizenship behaviour? 

RQ2 How does the leadership of the selected South African NGD actively encourage 

employees to fulfil the brand promise? 

RQ3 What approaches does the selected South African NGD employ in utilising 

brand-centric human resources management to align employee performance 

with the selected South African brand values? 

RQ4 What are the primary barriers and challenges the selected South African NGD 

employees face in aligning their performance with the selected South African 

NGD brand promise? 

RQ5 How and why do employees in the selected South African NGD perceive the 

effectiveness of internal communication in enhancing employee brand 

citizenship behaviour within the organisation? 

 

Chapter 1 continues with a preliminary literature review comprising the theoretical 

foundations and related concepts. The methodology is detailed, including the research 

paradigm, the research design, the study population and sample, and the data collection 

and analysis. This chapter concludes with the demarcation of the proposed chapters. 

 

1.5 Preliminary Literature Review 

This component of Chapter 1 provides a brief overview of the study's theoretical 

grounding and related concepts as part of the preliminary literature review. Chapter 2 

presents a more detailed discussion of the supporting literature. 

 

1.5.1 Theoretical grounding 

Three theories ground the study: Emerson's (1976) social exchange theory, Allen and 

Meyer's (1990) organisational commitment theory, and Tajfel and Turner's (1979) social 

identity theory. Then, the study's central concepts are briefly discussed. 
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1.5.1.1 Theory 1: Social Exchange Theory 

This study is firstly grounded in social exchange theory (SET), as it is recognised as the 

most influential framework for explaining the behaviour of employees in the workplace 

(Adamu et al., 2020). According to Blau (1964), social exchange is a person's voluntary 

acts driven by returns they want to get and typically receive from others. Put differently, 

Anwar, Widodo and Suprihanto (2023) explain that social exchange theory acknowledges 

the communication between leaders and employees in an organisation and, more 

importantly, that individuals join specific organisations to receive some benefit.  

 

According to SET, employment involves an exchange of employees' efforts and loyalty 

for the organisation's provision of material and socioemotional benefits (Aselage & 

Eisenberger, 2003). Therefore, at the core of SET lies reciprocity (Cropanzano & Mitchell  

2005), where mutual fulfilments are exchanged between employer and employee, 

primarily focusing on intrinsic benefits rather than economic ones (Dahle & Urstad, 2022). 

Employees who perceive respect, supportive communication, and recognition of their 

contributions from their employers tend to reciprocate with positive attitudes and 

behaviours, including organisational citizenship behaviour (Meira & Hancer, 2021). This 

establishes a mutual commitment between the organisation and its employees, where 

the organisation fulfils employees’ needs, and employees demonstrate commitment to 

organisational goals. 

 

1.5.1.2 Theory 2: Organisational commitment theory  

In everyday life, individuals make commitments (Bar-Haim, 2019:37), thus creating a 

commitment towards an organisational goal that which an employee works for is no 

different, as stated by Miller (2003:73), who links organisational commitment to an 

employee’s willingness to maintain membership in the organisation, due to interest and 

association with organisational goals and values. The concept of organisational 

commitment has been viewed from two aspects. Porter, Steers, Mowday and Boulian 

(1974:604) view it from an attitudinal perspective, describing organisational commitment 

as "an attachment to the organisation, characterised by an intention to remain in it; 

therefore, identifying with the organisation's values and goals”. Conversely, Becker 

(1960) approaches it from an exchange-based viewpoint, arguing that people remain 

loyal to the organisation for as long as they keep their jobs, regardless of the demanding 

circumstances they face; however, they are prepared to leave the company if alternative 

benefits are given. For employees to demonstrate commitment towards the 

organisational goals, there needs to be an element of job satisfaction and fairness to 
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display brand citizenship behaviour (Bar-Haim, 2019:18).  

 

1.5.1.3 Theory 3: Social identity theory  

The third theory supporting this study is the social identity theory. According to Tajfel and 

Turner (1979), social identity theory posits that people get a sense of who they are from 

belonging to certain social groups. Social identity, from an organisational perspective, 

has been defined as the “perception of oneness with, or belonging to the organisation” 

(Simbula, Margheritti & Avanzi, 2023:3). Social identity has also been seen through the 

prism of fostering more cooperation among coworkers to maximise organisational 

performance, even within local governments. Social identity theory holds that local 

governments are made up of social groups that interact with one another and, as a result, 

develop a collective identity that serves as the foundation for their motivation (Kruger & 

Johnson, 2013). Within those social groups, favouritism can happen with or without 

"strong leadership" or member interdependence, interaction, or cohesiveness (Ashforth 

& Mael, 1989:24). Peters (2010) and Scott and Bardach (2018) suggest that overcoming 

fragmentation in the public sector is crucial for successful transformation, rather than 

excessive collaboration.   

 

It's important to note that aligning SIT and internal branding is crucial. Internal branding 

involves the deliberate effort by the organisation to leverage SIT. As a result, the fulfilment 

of the employee brand promise and performance relies on the social cues established by 

the work environment (Nguyen, Lu, Hil & Conduit, 2019). This allows employees to 

improve their comprehension and skills to exhibit behaviours that align with the brand 

through internal branding initiatives (Kashyap & Kang, 20242). 

 

1.6 Internal branding 

Internal branding is a powerful tool for corporate brand development, enabling 

organisations to align internal processes and culture and ensuring committed employees 

consistently fulfil the brand promise; from a public sector perspective, employees are 

expected to exhibit brand citizenship behaviour by aligning with the department’s core 

values and mission organisations must convey their fundamental values and corporate 

identity to their workforce to foster a sense of belonging and involvement (Punjaisri & 

Wilson, 2007:60). Ngo, Nguyen, Huynh, Gregory and Cuong (2018:1) expand on the 

internal brand concept by not only centring it around alignment between employees and 

the organisation but also looks at how it improves employee performance in the services 

industry. This is further supported by Dean, Arroyo-Gamez, Punjaisri and Pich (2016), 

who postulate that it is critical to recognise the distinctive qualities of the public sector, 
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which can impact internal brand management outcomes and generate favourable or 

unfavourable opinions of an organisation's brand across a variety of stakeholders 

(Leijerholt et al., 2022:444). Since internal branding has been found to affect culture, 

performance, and citizenship behaviour, internal branding custodians (marketing, HR 

administration) within any government department that is tasked with improving internal 

branding must essentially combine efforts (Nirmali et al., 2017:267) in internal branding, 

which can have a positive impact on employee brand citizenship behaviour and ultimately 

producing positive outcomes for the organisation.  

 

1.6.1 Brand promise alignment 

The alignment of brand promises is viewed from both employee and brand or 

organisation perspectives. Rozin (2012:247) highlights that humans are the best 

archetype for brand promise, as they consistently make and maintain promises, 

intentionally or unintentionally. Both actions may shape a stakeholder's experience with 

the brand and its powerful perceptions. From an employee perspective, it is the delivery 

of service as promised by the brand (Punjaisri & Wilson, 2007:57). Departments are 

better positioned to align staff, procedures, and behaviours to support the fulfilment of 

the promise across time and location when they evaluate their responsibilities in service 

delivery in light of commitments made to the public (Carrithers, 2023). Inversely, the 

ramifications of the inability to live up to the brand promise result in a lack of credibility 

and trust (Portal, Abratt & Bendixen, 2019). 

 

1.6.2 The role of leadership in enabling brand promise fulfilment  

Leaders must constantly and frequently communicate the organisation’s brand identity to 

staff members, demonstrating their commitment to upholding its promise. They play a 

central role in translating the brand promise into action if they are to see the fulfilment of 

the promise because they are the ones who essentially have to translate the promise into 

action (Vallaster & de Chernatony, 2006:772). As a result, leaders are central in fulfilling 

the brand promise since they catalyse internal brand development. This suggests that 

senior management plays a significant role in communicating the goals and values of an 

organisation.  

 

A company's brand promise should align with its values to create a cohesive identity. This 

harmony fosters trust and loyalty, as customers can expect the brand to uphold its 

promises. Employees who understand and embrace brand values are likelier to embody 

the promise, strengthening the brand's reputation. 
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1.6.3 Brand values  

Brand values may be defined as the basic tenets that a company adheres to. Golik and 

Izvekov (2018:94) discuss the "ideals" that guide the brand's operations, such as 

freedom, the environment, equality, and human dignity. The core of a brand's identity is 

its brand values, which give the organisation's activities and existence meaning and 

should always represent its top goals (Paul, 2022). 

 

Brand-centred HR management, incorporating brand values into recruitment, 

onboarding, training, and performance management, enhances employee engagement, 

retention, and overall performance, fostering a unified brand representation. 

 

1.7 Brand-centred HRM 

Chiang, Chang, Han and McConville (2013) state that brand-centred human resource 

management is a strategy combined to boost brand value, fostering an atmosphere that 

inspires employees to engage in brand-related activities and actively achieve brand-

related goals. As previously stated, Nirmali et al. (2017:267) postulate that internal brand 

custodians such as human resource administration and marketing in an organisation 

need to combine efforts to improve internal branding, which means that recruitment and 

selection procedures should focus on people whose values, attitudes, and actions align 

with those of the brand (Chiang, Han & McConville, 2018:940). The benefits include 

employees identifying with the brand and being committed to the brand, which is an 

example of a positive brand attitude and behaviour that leads to brand citizenship 

(Ravens, 2014). 

 

In emphasising brand-centred human resource management, government departments 

can create a cohesive and consistent employee experience that supports the brand and 

ultimately improves employee performance. 

 

1.7.1 Employee performance 

This study will explore performance from the perspective of employees having the 

necessary combination of specialised knowledge, abilities, and work ethic to complete an 

output (DMRE, 2023). The selected South African performance management system 

policy defines competency as the necessary skills and work ethic for achieving a specific 

output (DMRE, 2023). In the public sector, employee performance denotes a link between 

objectives and outputs; therefore, employee performance is the outcome of 

simultaneously pursuing efficiency, effectiveness, and a matching budget (Mihaiu et al., 

2010:1380). The public sector has been universally defined as ineffective (Hamlin & 
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Whiteford, 2020), indicating that challenges hinder performance output and that 

leadership is instrumental in employee performance. Feng, Patel and Sivakumar (2020) 

found that a leader's style significantly impacts team performance, particularly employee 

citizenship behaviour, as employee willingness to exceed duties and organisational 

experience significantly affects performance levels.  

 

1.8 Delimitations, Limitations and Assumptions of the Research 

The scope of this study is limited to a single case study research strategy, focusing on 

one selected in South Africa. The study aims not to explore external stakeholders’ 

perceptions or experiences of the selected NGD (Pseudonym used for the company 

under study) service aspects in terms of employee brand-centred behaviour. Using a 

single case study research design could be considered a study limitation, with some 

authors (Baxter & Jack, 2008; Hoorani, Nir & Gibbert, 2019) strongly advocating using a 

multi-case study design. However, using multiple case studies was not viable for this 

study due to time and resource limitations.  

 

1.9 Research Methodology 

Interpretivism is selected for this study to uncover the description and meaning-making 

process of the role of internal branding in employees’ brand citizenship behaviour in a 

selected South African NGD. This selection aligns with the perspective put forth by 

Seimiene and Kamarauskaite (2014), who advocate for qualitative methods in brand 

research, particularly when exploring participants’ emotions, perceptions, motivations, 

and cognitive processes. Table 1 provides an overview of the study’s research 

methodology. 
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brand and brand citizenship behaviour. 

 

Secondly, epistemology pertains to beliefs regarding how knowledge is generated, 

comprehended, and used in acceptable and valid ways (Omodan, 2022). Based on the 

interpretive paradigm, this study's epistemological view emphasises understanding the 

meanings and interpretations of participants and highlights that participants socially 

construct meanings within a specific context. According to Wahyuni (2012), it focuses on 

the situation's details, the reality contained inside them, their subjective interpretations, 

and the driving forces behind these realities are the main points of emphasis. 

 

Thirdly, concerning axiology, interpretive researchers adopt the emic or insider 

perspective (Hennink, Hutter & Bailey, 2020), aiming to explore social reality from the 

viewpoint of the individuals involved (Wahyuni, 2012). In this approach, participants and 

researchers' experiences and values significantly shape the data collection and analysis 

processes (Omodan, 2022). 

 

1.9.2 Research Approach 

Weiskopf (2008: 16) points out that it is vital to acknowledge that findings from empirical 

research, regardless of whether they are regarded as inductively or deductively 

reasoned, inherently involve theory. In other words, these theories are either explicitly 

stated or implicitly understood as relevant to the research question and used to guide the 

research process. In line with interpretivism, this study is based on inductive reasoning 

and uses Morse and Mitcham’s (2002) three inductive reasoning strategies: 

deconstruction, focusing and scaffolding.  

 

1.9.3 Research Strategy 

This study uses a case study research strategy as it provides an opportunity to gain a 

deep, holistic view of a research problem (Yin 2009). De Vries (2020) states that a 

qualitative case study methodology enables researchers to analyse intricate phenomena 

within their contextual frameworks. As Yin (2009) stated, a case study is more than just 

a technique for gathering data; it is a research strategy or plan for investigating a 

phenomenon in its real-life context. According to Yin (2009, a case study design should 

be considered when: (a) the focus of the study is to answer “how” and “why” questions; 

(b) you cannot manipulate the behaviour of those involved in the study; (c) you want to 

cover contextual conditions because you believe they are relevant to the phenomenon 

under study; or (d) the boundaries are not clear between the phenomenon and context. 

For this study, a qualitative case study design is selected, as Alam (2021 argues that 
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using such a design can also answer "what" questions, in addition to "why" and "how" 

inquiries, thus providing the option to employ exploratory, descriptive or explanatory 

research methods. 

 

Furthermore, based on Bonoma’s (1984:384) view, a qualitative case study research 

strategy is beneficial, precisely “sticky, practice-based problems where the actors' 

experiences are important, and the context of action is critical”. Furthermore, Yin (2009) 

identified three types of case study research: exploratory, explanatory, and descriptive. 

As this study focuses on the selected South African as a case, it is necessary to delineate 

the type of case study proposed by Yin (1990), namely an exploratory, descriptive case 

study approach.  

 

As this is a single descriptive case study, it follows a cross-sectional design in terms of 

the time horizon of the study. 

 

1.9.4 Type of Research 

Against this background and within an interpretive through an inductive approach, as is 

the case in this study, this qualitative study perceives the world as constructed and 

experienced by individuals through their interactions and more comprehensive social 

systems (Lincoln & Guba, 1985). Qualitative studies emphasise context, meaning, and 

understanding using inductive reasoning, unlike quantitative research, which emphasises 

results, generalisation, prediction, and cause-and-effect interactions using deductive 

reasoning (Yilmaz, 2013). The goal is to capture and communicate participant 

experiences in their own words to represent and understand the phenomena being 

studied (Hayes, Heit & Swendsen, 2010). This is a mono-method qualitative study. 

 

1.9.5 Population and Sampling  

This study’s target population was selected from a National Government Department. 

Convenience sampling was chosen for the study, limiting the sample to particular 

categories of individuals who can supply the desired information (Bougie & Sekaran, 

2019:233). When considering the department from the perspectives of leadership, 

performance and brand promise, obstacles, and employee brand-citizenship behaviour, 

the selected South African employees were considered best suited to give first-hand 

information as department employees. Quota sampling was further employed to ensure 

the voices and experiences of employees from junior managers (referred to as assistant 

directors), middle managers (referred to as deputy directors) and senior managers 

(referred to as directors). Three key participants were selected from these quotas using 
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convenience sampling. Data saturation should be explained by Gentles, Charles, Ploeg, 

and McKibbon (2015:1781) as reaching a point of informational redundancy, where 

additional data collections contribute little to nothing new to the study. Although various 

authors criticise defining the sample size in qualitative studies beforehand (Collaizi, 1978; 

Merriam, 1998), Gentles et al. (2015) recognise the pragmatic need to provide sample 

size estimates in qualitative research. The following section provides a brief overview of 

the techniques and procedures used in this study. 

 

1.9.6 Techniques and procedures  

1.9.6.1 Research instrument 

The semi-structured interview is a widely used research method in social sciences 

(Magaldi & Berler, 2020).  Hyman, Cobb, Feldman, Hart and Stember (1955) and Magaldi 

and Berler (2020) define semi-structured interviews as exploratory methods in social 

sciences, allowing researchers to go deep for discovery despite topical trajectories. 

Anthropology literature primarily involves interviews exploring a person's life story or 

group. Good interviews balance main questions, follow-ups, and probes, as suggested 

by Rubin and Rubin (2005:171). An interview guide is recommended for interviewers to 

explore specific topics in advance. This guide allows researchers to focus on topics 

without constraints and tailor their questions to the interview context and participants, as 

Lindlof and Taylor (2002) suggested. 

 

1.9.6.2 Data analysis 

The three-step data analysis approach developed by Miles and Huberman (1994) will be 

applied in this study, as described by Bougie and Sekaran (2019): data reduction—

selecting, coding, and categorising the data; data display—the way that the data is 

presented, like quotations from critical participants and graphic illustrations; and thirdly, 

concluding.  

 

1.10 Ethical Considerations 

Although “there are no fixed rules determining the extent to which the investigation of a 

research problem or research issue is ethically acceptable or unacceptable” (Du Plooy, 

2009:53), the researcher has to ensure that the research study is ethically acceptable. 

Some of the ways to ensure that the research is ethically acceptable is through the 

protection of the research participant’s right to privacy by the researcher (Wimmer & 

Dominick, 2011:65). The identities of individual participants, particularly those who will be 

interviewed, will not be revealed to any third party, ensuring their dignity and privacy are 

respected and maintained. The confidentiality of participants within the government 
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department will be crucial. Ethics in research involve good faith, attention to results, 

surrendering ego, and pursuing organisational interests over self-interests (Bougie & 

Sekaran, 2019:11). Ethical conduct should be evident in the conduct of the researcher, 

the data provided by the participants, and the analysis of the results (Giorgini, Mecca 

Gibson, Medeiros, Mumford, Connelly & Devenport, 2015). Ethical conduct should also 

be reflected in the behaviour of the researcher conducting the investigation, the 

participants providing the data, and the analysts delivering the results (Bougie & Sekaran, 

2019:12). 

 

Semi-structured interviews will be conducted with employees to maintain confidentiality 

and encourage open participation. Their responses will be kept private, with no individual 

or department-specific information being disclosed within the study. While the final study, 

which will be anonymised under the pseudonym NGD, may be shared with the sector, 

the specific department name will not be revealed. Participation in the study will be 

entirely voluntary, and no employee will be coerced into taking part. It's important to 

highlight that the researcher conducting the study understands the department and is 

mindful of the potential for personal biases to influence the qualitative data (Bougie & 

Sekaran, 2019). 

 

1.11 Anticipated Contributions of the Research  

The selected South African NGD states that fostering a supportive environment and 

having capable leadership - emphasising the control environment to guarantee efficient 

governance and accountability - is essential to ensure the department fulfils its brand 

promise. Stressing employee brand citizenship behaviour is necessary since employees 

perform this role (Masango & Naidoo, 2019). Although internal branding is recommended 

to achieve brand citizenship behaviour, it has not received enough attention, especially 

in the South African public sector. As stated in the Department of Mineral Resources and 

Energy (2024:34), the department acknowledges the importance of brand citizenship 

behaviour.  

 

For this reason, this study aims to explore and describe the role of internal branding in 

promoting employee brand citizenship behaviour within a selected South African NGD 

(Pseudonym used for the company under study). This is critical since there is a dearth of 

research on employee brand citizenship and internal branding, particularly in the public 

sector (Thokoa et al., 2022:2). This study is further significant because the findings and 

insights can support positive leadership and culture by emphasising internal branding 

and brand citizenship behaviour. The recommendations and insights can help public 
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1.13Conclusion 

Chapter 1 made a case for the problem’s significance, contextualised the study, and 

offered an introduction to the essential components of the study. The theoretical 

underpinnings of the study, namely, the social exchange theory, the organisational 

commitment theory, and the social identity theory, laid the foundation for a brief 

introduction to the fundamental concepts. The research methodology was introduced, 

followed by the ethical considerations when conducting the data collection and analysis, 

concluding with the anticipated contributions and a breakdown of the chapters to follow. 

 

Chapter 2 situates this study’s literature within the framework of existing research and 

academic literature related to the topic. It offers a critical synthesis of empirical studies 

organised according to pertinent themes of the study's related concepts. It explains how 

the study contributes to the literature and describes the theoretical grounding guiding it. 
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CHAPTER 2: LITERATURE REVIEW 

2.1 Introduction 

Branding, once confined to organisations and corporations only, has now permeated the 

public sector (Bustos, 2021). South African public sector organisations continuously 

encounter new challenges and pressures, and their existence sometimes comes under 

scrutiny (Nel & Masilela, 2020). Sataøen and Wæraas (2013) argue that branding can 

enhance these entities’ legitimacy and build trust. Yet, many organisations, when 

considering branding, focus only on the customer or end-user, where another stakeholder 

group is similarly essential, namely employees. According to Iyer, Davari and Paswan 

(2018), employees are valuable resources due to their skills and knowledge. Therefore, 

Ngo, Nguyen, Huynh, Gregory and Cuoung (2020) contend that organisations can 

leverage this potential and create a sustainable competitive advantage by understanding 

and utilising the role of internal branding, ultimately enhancing brand performance. 

 

This chapter situates the study within the broader context of prior research and scholarly 

discourse on the influence of internal branding on employee citizenship behaviour. It 

commences by elucidating the conceptual framework employed to structure the literature. 

Subsequently, it comprehensively examines the sub-domains and their constituent 

elements (such as brand values, brand promise, leader-member exchange, and 

employee performance). The chapter concludes with a concise synthesis of the literature 

review and sets the stage for the methodology chapter. 

 

2.2 Conceptual framework of the literature 

A significant academic discourse surrounds using theoretical versus conceptual 

frameworks in qualitative research (Passey, 2020; Garvey & Jones, 2021). For this study, 

a conceptual framework is not just adopted, but the decision to use it is underlined, 

drawing on the works of scholars such as Miles and Huberman (1994) and Ravitch and 

Riggan (2017). These scholars define a conceptual framework as a visual representation 

of a study's main ideas or concepts. The decision to use a conceptual framework in this 

study is also influenced by Miles and Huberman's (1994) description of a conceptual 

framework as an intellectual sorting process, which is then visually depicted. This 

approach allows researchers to map out sets of relationships for exploration and 

understanding, ensuring the audience understands the thoroughness and thoughtfulness 

of the research approach (Ravitch & Riggan, 2017). The conceptual framework of this 

study is depicted in Figure 1 and explained afterwards. 
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Figure 2.1: Conceptual framework 

 

Source: Author’s conceptualisation 

 

Building upon the research questions raised in Chapter 1, Section 1.3.1, the above 

conceptual framework is proposed to provide an articulated point of reference for 

meaning-making during the dynamic nature of the research process. Firstly, this 

conceptual framework includes the overall aim of the study, which is to serve as a 

roadmap for the research journey, as well as for the conceptualisation of the relevant 

theories and related constructs that underlie the study. Secondly, guided by the study's 

aim, the conceptual framework identified two key domains: strategic brand and human 

resource management. These domains are interlinked to play a central role in fostering 

employee brand citizenship behaviour – the study’s primary construct – to create a 

synergistic environment where employees internalise the brand values and actively 

promote and protect the brand, going beyond their regular job duties (Afshardoost, 

Eshaghi & Bowen, 2021:983). 

 

According to Van der Waldt (2020), a clear understanding of a construct is impossible 

without a clear theoretical grounding. Therefore, three foundational theories, including 
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social exchange theory, organisational commitment theory, and social identity theory, 

were identified in relation to the study’s primary construct. Given the study's focus, the 

exploration delved into two key sub-domains: internal branding, representing the strategic 

brand management domain, and brand-centric HR management, offering the human 

resource management domain’s lens. Each of these sub-domains consists of supporting 

constructs directly related to the aim of this study. The rest of this chapter reviews 

relevant literature on each component of the conceptual framework illustrated in Figure 

2.1. 

 

2.3 A brief overview of the domains of the study 

2.3.1 Strategic brand management 

A brand embodies positive experiences with an organisation's products, communication, 

and people. Still, it requires managing these points of contact in an integrated and 

focused way, including product or service management, channel management, 

advertising, and ethics (Kapferer, 2012:2). Strategic Brand Management remains at the 

forefront of strategic brand thinking (Kapferer, 2012:1). Strategic brand management is 

crucial for businesses as it creates a unique identity for products and services, fostering 

customer loyalty and emotional connection (SimpliLearn, 2024). Understanding these 

aspects is essential for a successful brand strategy.  

 
2.3.2 Human resource management 

Human resource management is the process of recruiting, hiring, and managing 

employees within an organisation. HRM's purpose is to manage people within a 

workplace to achieve the organisation's mission and reinforce corporate culture, enabling 

the recruitment of new employees with the necessary skills (Department of Government 

Communication and Information System, 2024).  

 

HRM is often called human resources (HR) (Barney, Chai & Sutner, 2023).  In the public 

sector, HR must provide strategic leadership, manage administrative services, 

recruitment and selection processes, and promote ethics and integrity (Department of 

Government Communication and Information System, 2024). HR managers play a crucial 

role in motivating employees to endorse their organisation's brand through internal 

branding (Dahle & Urstad, 2022:3736) by exhibiting employee brand citizenship 

behaviour through employees becoming brand champions, brand citizens or brand 

ambassadors (Gotsi & Wilson, 2001; Leijerholt et al., 2019). HRM must understand 

internal branding to foster brand support behaviour (Vallaster & De Chernatony, 

2005:182). Anchoring brand values in employees' minds and hearts encourages 
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commitment to the desired brand (Dahle & Urstad, 2022:3737). This aligns with 

commitment-oriented HRM, which shapes desired employee behaviours by forging 

psychological links between organisational and employee goals (Arthur, 1994:672). 

 

Drawing from the discussion of strategic brand management and human resource 

management as the two domains of this study, the following section explores the 

theoretical foundations underpinning the study. Specifically, social exchange theory, 

organisational commitment theory, and social identity theory provide a grounding towards 

addressing the overall aim of this study. 

 

2.4 Theories grounding the study 

2.4.1 Social Exchange Theory 

Social exchange theory, developed by George Homans in 1958, combines behaviourism 

and economics, introducing the concept of “social behaviour as exchange” in literature, 

with subsequent studies by Thibault and Kelley (1959) and Blau (1964) expanding on its 

fundamental concepts. Blau (1964) emphasised the theory's economic orientation, while 

Homans (1958) focused on psychological behaviour. Blau's 1964 contribution defines 

social exchange as actions based on rewarding reactions from others, while exchange 

behaviour refers to voluntary actions motivated by expected returns. Blau (1964) further 

introduced the concept of "exchange and power," focusing on the economic orientation 

of social exchange and instrumental behaviour. This theory emphasises voluntary actions 

motivated by rewards from others, limiting the social exchange to rewarding reactions. 

Homans (1969) expanded on SET, incorporating sociology and behavioural psychology 

concepts. Anderson, Berger, Zelditch and Cohen (1969) emphasised its economic 

implications. Goode (1973) suggested SET's convergence with role and exchange 

theories. Emerson (1976:335) suggested that SET is a framework for various theories, 

including commitment, organisational citizenship behaviours, and justice. Social 

exchange theory is based on core assumptions about human nature and relationships. It 

suggests that humans seek rewards, aim for maximum profit with minimal cost, calculate 

profit and cost before engaging, and understand that the "payoff" varies between 

individuals and over time (Tulane University, 2018:online). People evaluate the benefits 

and risks of their social relationships, and if the risks outweigh the benefits, they may 

terminate or abandon the relationship (Cherry, 2023). Reciprocity is the central concept 

in social exchange theory (Cropanzano & Mithcell, 2005), emphasising the mutual 

exchange of fulfilment between employers and employees (Dahle & Urstad, 2022), which 

can be material or non-material (Homans,1958). According to Anwar et al. (2022: 95), 

social exchange theory is applied to organisations with an exchange between the leader 
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and the employee. This differs slightly from earlier research in that the concept has 

evolved from a broad definition of an employer-employee exchange to a more focused 

definition that includes the leader and the employee. When applying SET to a service 

industry such as the public sector, it is predicted that employees feel obliged to 

reciprocate the support that they receive from the organisation, leaders, or colleagues 

(Xu, Wang & Ma, 2022:2685). Exchange interactions can lead to unpleasant affective 

conditions due to conflict, often triggered by injustice (Anwar et al., 2022:95). Injustice 

can cause aggrieved parties to respond by reducing input and output quality, which 

eventually leads to decreased performance (Lim & Tai, 2014:3).  

 

Corporate and similar public sector relationships are becoming more complex (Chernyak-

Hai  & Rabenu, 2018). With that level of complexity, just as in maintaining healthy brand 

criteria, for a brand to flourish, it needs to live up to its brand promise, core, and essence 

(Tybout, 2019:128). At the core of SET lies reciprocity (Cropanzano & Mithcell, 2005), 

where mutual fulfilments are exchanged between employer and employee, primarily 

focusing on intrinsic benefits rather than economic ones (Dahle & Urstad, 2022). There 

is a need to not only streamline the notion of SET between employees and leaders but 

also to focus on the relationship between employees, leaders, and employers to 

understand the substance of the relationship that links them, which will require dedication 

from all parties involved. According to Ahmad, Nawaz, Ishaq, Khan, and Ashraf (2023:6), 

successful exchanges are built on mutual commitment. According to Roese and Gardner 

(2019:133-139), for a brand to be successful, it must connect with its customers on a 

psychological level, tapping into the consumers' core motives, which will influence their 

behaviour and, eventually, purchase decisions. The customer is the employee in the 

service industry, and alignment is crucial. Organisations should consider how their 

brand's purpose captures shared values and motivates employees. This understanding 

is essential for the selected to use brand-centric human resources management to align 

employee performance, as evidence suggests that Human Resource Management 

(HRM) can significantly enhance organisational performance (Combs, Liu, Hall & 

Ketchen, 2006; Jiang, Lepak, Hu & Baer, 2021). 

 

2.4.2 Organisational Commitment Theory 

Organisational commitment is a psychological state or force that binds individuals to an 

organisation, becoming a crucial concept in organisational behaviour (Allen & Meyer, 

1990; Meyer, Becker, & Van Dick, 2006). Baba and Jamal (1979) on Becker's theory 

suggests that employee-organisation relationships are based on economic gains, 

fostering commitment due to the difficulty of disengagement (Karmakar, 2020:25). Porter 
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et al. (1974:604) shifted focus from tangible side bets to intangible psychological 

involvement, resulting in the affective commitment dimension. The multi-dimensional 

approach to organisational commitment, proposed by Meyer and Allen (1984) and 

O'Reilly and Chatman (1986), combines affective and continuance commitments. 

Affective commitment refers to an employee's emotional connection with the 

organisation, while continuance commitment relates to the costs of quitting. Normative 

commitment is based on a sense of moral obligation, obligation, which includes a sense 

of debt owed to a superior, a co-worker or the company (Karmakar, 2020:25). Miller 

(2003:73) links organisational commitment to an employee’s willingness to maintain 

membership in the organisation, due to interest and association with organisational goals 

and values. For employees to demonstrate commitment towards the organisational 

objectives, there needs to be an element of job satisfaction and fairness so that they can 

exert brand citizenship behaviour (Bar-Haim, 2019:18). Fairness is the fundamental 

principle that individuals use to evaluate the relationship between social institution and 

its members (Kim, Shin & Koo, 2018:2605). In the absence of fairness, Bar-Haim 

(2019:18) states that employees can leave the organisation when alternative benefits are 

given.  

 

The public sector can foster 'brand commitment' by demonstrating similar values and an 

overt willingness to form deeper emotional connections with employees, guaranteeing 

that the brand is always the best option and that the relationship is symbiotic and mutually 

beneficial. Porter et al. (1974:604) see the organisational commitment from an attitudinal 

perspective, describing it as "an attachment" to the organisation, typified by an intention 

to remain in it and so identifying with the organisation's values and aims". Employee 

retention is influenced by motivation and preferences (DPSA, 2006). The Department of 

Public Service Administration in South Africa (DPSA, 2006) reported initiatives that staff 

need to focus on creating better employee commitment within the organisation:  

• Making sure there are enough resources to meet the demands of the job (DPSA, 

2006:13) 

• Empower employees (training and skills development) to meet job standards 

(DPSA, 2006:13) and ensure sufficient opportunities for growth and development.  

• Creating a culture of ownership – where workers feel like they are part of the 

organisation (DPSA, 2006:13) 

• Providing opportunities for both individual and teamwork (DPSA, 2006:13) 

• Rewarding good work properly (DPSA, 2006:13) 
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• Ensuring proper communication with feedback to workers (DPSA, 2006:13) 

It is therefore critical to understand what internal branding techniques the NGD uses to 

encourage employee brand-citizenship behaviour, which, according to Burmann, Jost-

Benz and Riley (2009:395), has two benefits, which are the willingness to help and further 

develop the brand and brand enthusiasm, which ultimately places commitment from an 

attitudinal exchange-based viewpoint. In that case, the employer must be committed to 

fair business practices, and the employees must embody the organisation's values and 

fulfil the employee-employer agreement regarding performance agreement. According to 

Kouzes and Posner (2020), the most significant part of leadership that applies to regular 

people is the notion of leadership being about influencing change and progress. 

Behaviours and actions convert values into actions and vision into rewards (Benimira & 

Agboola, 2021). It is about demonstrating leadership that creates an atmosphere where 

people may collaborate to transform ambiguous challenges and complexities into 

extraordinary achievements (Schad & Smith, 2019). 

 

2.4.3 Social identity theory 

Two distinct branches of social identity theory exist: Tajfel's (1981) social identity theory 

and Tajfel and Turner's (1979) self-categorisation theory, both acknowledging the origins 

of social identity in cognitive and motivational factors (Huddy, 2001:132). Social identity, 

from an organisational perspective, has been defined as the “perception of oneness with, 

or belonging to the organisation” (Simbula et al., 2023:3). Social identity theory holds that 

local governments are made up of social groups that interact with one another and, as a 

result, develop a collective identity that serves as the foundation for their motivation 

(Kruger & Johnson, 2013). Interestingly, within those social groups, favouritism can 

happen with or without "strong leadership" or member interdependence, interaction, or 

cohesiveness (Ashforth & Mael, 1989:24).  Peters (2010) and Scott and Bardach (2018) 

emphasise the importance of overcoming fragmentation in the public sector for 

successful transformation, rather than excessive collaboration. Therefore, the NGD 

(Pseudonym used for the company under study) needs to understand the primary barriers 

and challenges faced by NGD (Pseudonym used for the company under study)  

employees in aligning their performance with the NGD (Pseudonym used for the 

company under study) brand promise. If possibly perceived or formed, social organisation 

identity exists as a barrier or an enabler to performance output.  

 

The study's theoretical foundations are explored through primary constructs and 

subdomains, providing context for addressing them and explaining the relationship 

between them and their constructs. 
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2.5 Key constructs in the study 

2.5.1Employee Brand Citizenship Behaviour 

Brand citizenship behaviour can unlock intrinsic motivation (Ghaleb & Ordun, 2021). 

Brand citizenship behaviour refers to employees living and exhibiting altruistic brand 

behaviour, contributing to the brand's strength (Chang et al., 2012; King & Grace, 2010). 

Employees with a brand altruistic spirit and personal values align with the brand, 

enhancing brand strength and promoting brand citizenship behaviour outside contractual 

expectations (Chiang et al., 2018). The organisation can employ supportive brand 

practices like brand leadership and communication to interact with internal stakeholders 

(Chiang, 2023:5). The goal is to create an internal culture that promotes positive 

behaviour within and outside the brand. To this end, the NGD (Pseudonym used for the 

company under study) should seek insights into how the NGD (Pseudonym used for the 

company under study) implements internal branding practices to foster employee brand-

citizenship behaviour. 

 

2.5.2 Internal branding 

Internal branding refers to how employees perceive and understand an organisation's 

brand and their role in delivering its promise to current and potential customers (Punjaisri, 

Evanschitzky & Wilson, 2009:210). A common aspect of internal branding is bringing 

employees and brand values closer together (Morhart, Herzog, & Tomczak, 2009; 

Punjaisri et al., 2009). Some definitions suggest delivering the brand promise to 

customers as the starting point of internal branding. In contrast, others focus on internal 

culture and employees as active co-creators of brand value (Saleem & Iglesias, 2016:50). 

 

“The essence of internal branding is to unlock employees’ intrinsic motivation to co-create 

brand value.” Sita de Kruijf – (2022:31) 

 
2.5.3 Brand values 

Brands embody values and essential beliefs guiding their development (Conejo, 2021: 

159). Values influence individuals' interests, behaviours, and product/brand preferences. 

Consumers express their social selves through brands, and brands with similar values 

are more influenced, increasing the likelihood of targeted results. Brand values may be 

defined as the basic tenets that a company adheres to (Nadanyiova & Kliestikova, 2017). 

Nadanyiova and Kiiestikova (2017) discuss the "ideals" that guide the brand's operations, 

such as freedom, the environment, equality, and human dignity. The core of a brand's 

identity is its brand values, which give the organisation's activities and existence meaning 
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and should always represent its top goals (Paul, 2022). Values and attitudes are essential 

in shaping people's thoughts and behaviours but differ in focus and stability. Values are 

broad, enduring beliefs, while attitudes are focused on specific situations development 

(Conejo, 2021:162). Consistency is crucial for attracting value-seeking customers. 

Defining brand promise and highlighting it in marketing, advertising, and product offerings 

is critical to becoming a household name and creating a differentiator (Kruijf, 2022:22). 

Promoting ethical values in a workplace involves creating a positive environment, 

engaging staff, and fostering organisational commitment, especially in the public sector 

(Masenya, Mokoele & Makalela, 2018) 

 

Transforming the public sector into an entity capable of fulfilling its role in bringing about 

the new South Africa depends on many things. Still, it depends on the commitment and 

effectiveness of its employees, which in turn depends on how those employees are 

managed (Masenya et al., 2018:107). Although branding in the public sector is an 

understudied strategy, it is essential for influencing public perceptions of places, 

organisations, policies, and politicians (Bennett & Savani, 2003; Needham, 2006; Saleem 

& Iglesias, 2016;  Barros-Arrieta & García-Cali, 2021, cited in Kruijf, 2022:22) postulate 

that ‘Brand promise and company's external message should align internally, leading to 

increased employee wellbeing and job satisfaction. 

 
2.5.4 Brand promise alignment 

This concept is related to the organisational commitment theory in that it requires 

commitment from employees to support the brand values and be able and willing to 

behave in ways that suit the brand promise (Saleem & Iglesias, 2016; Beverland & 

Cankurtaran, 2022:17) and employers to building internal support for the brand that 

increase employees' brand knowledge of values in exhibiting BCB in wanting to support 

the brand values and promise (Steger, Dik & Duffy, 2012). The alignment of brand 

promises is viewed from both employee and brand or organisation perspectives. Rozin 

(2012:247) highlights that humans are the best archetype for brand promise, as they 

consistently make and maintain promises, intentionally or unintentionally. Both actions 

may shape a stakeholder's experience with the brand and its powerful perceptions. From 

an employee perspective, it is the delivery of service as promised by the brand (Punjaisri 

& Wilson, 2007:57). Departments are better positioned to align staff, procedures, and 

behaviours to support the fulfilment of the promise across time and location when they 

evaluate their responsibilities in service delivery in light of commitments made to the 

public (Carrithers, 2023). Inversely, the ramifications of the inability to live up to the brand 

promise result in a lack of credibility and trust (Carrithers, 2023). Consistency and the 
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ability of the public sector to identify brand promise in marketing and advertising creates 

stakeholder trust and is a vital marketing asset (LaManna, 2019:42). The public sector 

can enhance services by understanding customer needs, adopting new delivery models, 

fostering a connected government, improving efficiency, quality, and reducing costs 

(Oosterom, 2007:3). Embedding integrity into a brand takes time and effort. Still, it can 

be a lasting legacy (LaManna, 2019:43). To this end, the NGD (Pseudonym used for the 

company under study) should seek insights into how the leadership of NGD (Pseudonym 

used for the company under study) actively encourage employees to fulfil the brand 

promise. 

 

‘Integrity is a key element in your brand promise and is something you can bring to the 

negotiating table.” - Rock LaManna (2019).  

 

2.5.5 Brand-centric human resource management 

Brand-centric Human resource Management treats people as valuable assets, unique, 

irreplaceable, and inimitable (Aziz, Najafi, Shuaibi & Shamsudin, 2016:157). Chiang et 

al. (2013) state that brand-centred human resource management is a strategy fused to 

boost brand value that entails fostering an atmosphere that inspires employees to engage 

in brand-related activities and achieve brand-related goals. Brand-centred HRM must be 

implemented to assist employees in effectively achieving the brand promise (Aziz et al., 

2016: 155). Brand-centred HRM refers to HR-related procedures such as hiring, training 

and development, performance appraisal, and remuneration, which are adapted to 

encourage employees to exhibit favourable attitudes and behaviours toward the firm's 

brands (Chiang et al., 2012). Employees who can act as good brand ambassadors for 

external customers will likely have a better brand experience, leading to customer brand 

loyalty (Aziz et al., 2016). Brand-centred HRM is critical to achieving brand success and 

survival in the marketplace since external and internal branding strategies are 

complementary. 

 

During the Nedbank Conference 2023, Luca Garalelli, the Group CEO of TBWA SA, 

delivered a thought-provoking speech on cultural trends and the environment. He 

emphasised the importance of chaos, stating, "Chaos is necessary and welcomed." 

Garalelli (2023) cautioned against excessively disrupting our systems through 

engineering, especially when striving to create meaningful and imaginative work. Garalelli 

(2023) postulates that organisational creativity goals signal to employees that creativity 

is an aspect of their job performance that needs to be emphasised. It makes creative 

leadership redundant because it is factored into the business’ creative goals, ethos, 



 

29 

 

 

values, performance structures and systems (Jaussi & Randel, 2019). As previously 

stated, Nirmali et al. (2017:267) postulate that internal brand custodians such as human 

resource administration and marketing in an organisation need to combine efforts to 

improve internal branding, which means that recruitment and selection procedures 

should focus on people whose values, attitudes, and actions align with those of the brand 

(Chang, Chiang & Han, 2012:940). The benefits include employees identifying with the 

brand and being committed to the brand, which is an example of a positive brand attitude 

and behaviour that leads to brand citizenship (Ravens, 2014). 

 

Current research suggests that successful human resource management practices are 

associated with favourable work-related results, such as job satisfaction, commitment, 

and organisational citizenship behaviour (Gould-Williams, 2003; Wright, Gardner & 

Moynihan, 2003). As a result, fostering a leader-member exchange relationship and 

synergy is crucial for steering the organisation towards positive work outcomes. 

 

2.5.6 Leader-member exchange 

Leader-member exchange (LMX) is a social exchange between leaders and followers, 

fostering a rational relationship and strengthening the leader-follower relationship through 

high-quality interactions (Dai, Zhuang, Ko & Okumus, 2020; Dhar, 2016; Kim, Phillips, 

Park & Gully, 2021; Luo, Song, Marnburg & Øgaard, 2014). High-quality leadership styles 

involve an in-group relationship between a leader and followers (Pellegrini, 2015), 

fostering increased access to resources and mutual trust. On the other hand, low-quality 

leadership styles involve an out-group relationship, focusing on the job description and 

financial relationship (Fein, Benea, Idzadikhah & Tziner, 2020). Transformational 

leadership empowers followers, while transactional leadership relies on rewards and 

compensations (Thompson, Buch & Glasø, 2018). Both styles contribute to an 

organisation's vision and encourage intellectual growth. Employee advocacy fosters 

positive attitudes towards work and the organisation by valuing their contributions and 

demonstrating a caring approach toward their interests (Yeh, 2014). Leaders must 

constantly and frequently communicate the organisation’s brand identity to staff 

members, demonstrating their commitment to upholding its promise (Kouzes & Posner, 

2020. They play a central role in translating the brand promise into action if they are to 

see the fulfilment of the promise because they are the ones who essentially have to 

translate the promise into action (Vallaster & De Chernatony, 2006:772). As a result, 

leaders are central in fulfilling the brand promise since they catalyse internal brand 

development. This suggests that senior management plays a significant role in 

communicating the goals and values of an organisation. Leadership is a complicated 
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concept in its construct since there are multiple methods to define and characterise 

excellent leadership, as well as many measuring variables for leadership success and, 

as a result, different components are discovered for various forms of leadership success 

(Benmira & Agboola, 2021). According to Kouzes and Posner (2021), the most significant 

part of leadership that applies to regular people is the notion of leadership being about 

influencing change and progress. Behaviours and actions convert values into actions and 

vision into rewards (Benmira & Agboola, 2021). It is about demonstrating leadership that 

creates an atmosphere where people may collaborate to transform ambiguous 

challenges and complexities into extraordinary achievements (Benmira & Agboola, 

2021). By breaking down the five leadership practices into four categories—modelling 

the way, inspiring a shared vision, challenging the process, empowering others to act, 

and encouraging the heart—Kouzes and Posner (2011:16) define leadership as more 

than just theory; instead, they offer an operating system for what it means to practice 

leadership and making a difference. Leaders who genuinely live up to their companies' 

purpose, vision, and values develop a reliable and credible personal brand. 

Consequently, connections and relationships are created between individuals with 

common ground and personal values that align with the brand and business ethos. 

Kouzes and Posner (2021:5) argue that leadership is a dynamic relationship between 

those who aspire to lead and those who follow, whether one-to-one or one-to-many. 

 
2.5.7 Employee performance 

The Batho Pele White Paper on Service Delivery, published in 1997, lays out a well-

defined implementation strategy for organisational change by the Batho Pele Principles 

(DPSA, 2015). The white paper outlines the processes that should be followed and the 

mechanisms that should be employed to promote continuous service delivery in the 

public sector (DPSA, 2015). The underlying principle of putting people first is not only 

expressed in the White Paper on Service Delivery. Still, it has also been incorporated into 

the legislative procedures followed by many ministries within the public sector (DPSA, 

2015). The key obstacle in achieving this vision continues to be the government systems 

and methods for providing excellent services to all people in a timely, efficient, 

streamlined, and seamless way (DPSA, 2015). At the heart of these challenges is a lack 

of leadership and skilled managerial workers placed in leadership roles.  

 

The public sector in developing countries often lacks public trust in delivering services 

aligned with citizen preferences (Masenya et al., 2018:107) due to politicians' interest in 

rent-seeking activities rather than delivering desired services (Hartle, 1995). Employee 

performance significantly impacts the company's success and growth (Saepudin, 
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Mulyanti & Aviyanti, 2023: 167). To improve employee performance, it's crucial to analyse 

competence and motivation (Saepudin et al., 2023: 167). Competencies refer to an 

employee's abilities, knowledge, and skills for efficient job execution (Wahyuni et al., 

2020, cited in Saepudin et al., 2023:167). Motivation, both internal and external, is the 

drive that motivates employees to perform well, resulting in increased energy and focus. 

Furthermore, leadership significantly influences employee competence and motivation, 

with supportive, clear direction and constructive feedback leading to improved 

performance (Damayanti, 2021; Nguyen, Felfe & Fooken, 2013; Nguyen, 2020). The 

White Paper on Human Resource Management (DPSA, 1997) emphasises the 

importance of employee efficiency and effectiveness in public service delivery. 

Performance management is a crucial part of effective HR strategies, involving results 

orientation, training, performance rewards, and openness, fairness, and objectivity 

(DPSA, 1997:42). Talented employees may leave a company if management stifles 

advancement, lacks people focus, and fails to provide accurate performance 

assessments and discover development opportunities (DPSA, 2006:12). 

 

The selected national department's performance management system policy defines 

competency as necessary skills and work ethic for achieving specific outputs (DMRE, 

2023). Masenya et al. (2018:112) postulate that performance management enhances 

institutional performance through effective communication, task overview, identifying 

improvement areas, creating a culture of continuous improvement, identifying training 

needs, and conveying value to employees. Employee performance in the public sector is 

linked to efficiency, effectiveness, and budget matching (Mihaiu et al., 2010:1380). 

Leadership plays a crucial role in employee performance, with employees' willingness to 

exceed duties and organisational experience affecting performance levels (Jiatong, 

Wang, Alam, Murad, Gul & Gill, 2022). To this end, the NGD (Pseudonym used for the 

company under study) should seek insights into the primary barriers and challenges that 

NGD (Pseudonym used for the company under study)  employees face in aligning their 

performance with the NGD (Pseudonym used for the company under study) brand 

promise. 

 
2.6 Conclusion 

The study explores internal branding, brand citizenship behaviour, brand promise 

alignment, leadership roles, brand values, brand-centered HRM, and employee 

performance. This chapter emphasises the importance of internal branding and 

employee brand citizenship behaviour as the golden thread. Organisational commitment 

requires job satisfaction and fairness for employees to demonstrate commitment (Bar-
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Haim, 2019:18). Social identity theory suggests that BCB unlocks intrinsic motivation for 

employees to identify and engage with the brand (Piha & Avlonitis, 2018). Internal 

branding and employee performance require BCB's commitment to supporting brand 

values (Saleem & Iglesias, 2016; Beverland & Cankurtaran, 2022:17). These have 

provided a grounding in addressing the overall aim of this study.  

 

In Chapter 3, the research methodology aligns with Singh's (2015) and the approach to 

research inquiry presented by Saunders, Lewis, and Thornhill (2019).  
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CHAPTER 3: RESEARCH METHODOLOGY 

3.1 Introduction 

After conducting a literature review in the previous chapter, this chapter delves into the 

methodological framework underpinning this study. It articulates the rationale for the 

methodological choices and outlines the research setting, sample selection, and data 

collection and analysis methods. It also provides a transparent account of the 

methodological journey by describing the study's design and procedures. 

 

Significant differences exist in explaining the specific ‘parts’ of the research process and 

related decisions, so this study follows Singh's (2015) guidance to structure and delineate 

the different parts of its methodological choices. As indicated in Chapter 1, this qualitative 

study explores the role of internal branding on employees' brand citizenship behaviour 

within a selected South African NGD (Pseudonym used), explicitly focusing on 

perceptions, motivations, and cognitive processes.  Navigating the research landscape 

requires understanding a specific set of terms that describe its various stages. As Singh 

(2015) indicates, the lack of a unified and integrated approach to research necessitates 

a distinction between philosophy, methodology and method issues. Therefore, this study 

uses the Saunders et al. (2019) approach to research inquiry. This model outlines distinct 

layers or stages that must be addressed to develop a practical methodology. By working 

through these layers, researchers can ensure a comprehensive and well-defined 

approach to their research. Therefore, this chapter starts by discussing the study’s 

philosophical framework for research. This is followed by the research design, which 

includes the research approach, research method, research strategy, the research 

setting and sample, the time horizon, the data collection method and the proposed data 

analysis procedure. The ethical considerations are then alluded to, and measures to 

ensure rigour according to the principles of trustworthiness and how it was applied in the 

study are explained.  

 

3.2 Research Philosophy 

According to Bahari (2010), the research philosophical framework is a guiding framework 

for understanding how knowledge is created and the fundamental nature of the social 

world. It lays down essential assumptions about how researchers perceive and interact 

with the world. These assumptions are deeply rooted in epistemology (the study of 

knowledge) and ontology (the study of being), each offering distinct perspectives that 

shape a researcher's approach to the research process and the methods they employ 

(Carter & Little, 2007). A research paradigm is a worldview, a set of core assumptions 

and beliefs about the world's operations (Wahyuni, 2012). This empirical research 
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employs an interpretive approach, drawing on Ryan’s (2018) concept that “truth and 

knowledge are subjective”. The interpretive approach, explained by Berryman 

(2019:273), recognises that “social construction, language, shared consciousness, and 

other social interactions” play a central role in understanding reality. These elements 

serve as tools through which perceptions are collectively created of what is considered 

“fact”. 

 

Tuli (2010) states that the interpretive philosophical framework is a common foundation 

for qualitative research. It views reality as a product of individual and collective 

interpretation and experience. This paradigm emphasises that people actively construct 

their understanding of the world through interactions with each other and broader social 

systems (Maxwell, 2022). Within this framework, research is inherently interpretive, 

aiming to understand a specific phenomenon rather than making broad generalisations 

about a population (Farzanfar, 2005). Researchers adopt a naturalistic approach, 

observing real-world situations as they occur organically (Redcay & Moraczewski, 2019). 

They refrain from manipulating or controlling the environment, allowing for a more 

authentic and unobtrusive exploration of the phenomenon under study.  

 

Against this background, this study leans strongly towards subjectivism in Saunders et 

al.’s (2019:10) explanation of the “philosophical assumptions as a multidimensional set 

of continua,” where the ontological reality is nominal, socially constructed, and relies on 

multiple realities. Furthermore, this study’s epistemology adopts context-specific 

assumptions and attributes, reflecting a subjectivist philosophical perspective. Against 

this background, the next section, therefore, briefly outlines the study’s research 

approach. 

 

3.3 Research Approach 

This study aims to provide a rich description and a deeper understanding of employees' 

experiences and actions regarding the role of internal branding in employee brand 

citizenship behaviour within their subjective or contextual meaning through their “emic” 

perspective, as explained by Gaus (2017). Because the intent is to make sense of (or 

interpret) the meanings others have about this context, Creswell and Creswell’s (2014) 

advice is followed by, rather than starting with a theory (as in post positivism), the inquirer 

aims to generate or inductively develop a pattern of meaning. Therefore, this study 

employs an inductive methodology, incorporating a case study, to develop an 

understanding of theoretical concepts based on empirical data. Maxwell (2022) argues 

that once the philosophical framework and research approach align with the research 

purpose, they form the basis for designing the qualitative research methodology. 
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According to Gaus (2017), case studies provide a comprehensive understanding of a 

contemporary event or situation (the "case") within its natural environment. According to 

Yin (2009), the case and its context are indistinguishably linked, with the context acting 

as a lens to analyse the case profoundly, and a single case study approach is a suitable 

option. Furthermore, by observing these interconnected elements in their natural setting, 

case studies aim to produce rich insights and a nuanced appreciation of the case 

(Creswell & Creswell, 2014). Understanding the context is, therefore, central, but the 

case's complexity also involves other interwoven factors that contribute to a thorough 

analysis.  

 

The case study has long been a cornerstone of social science investigation, offering 

researchers a unique opportunity to delve deep into the complexities of real-world 

phenomena and gain a nuanced understanding of the underlying dynamics at play. This 

methodology is particularly valuable when the research questions focus on the "how" and 

"why" aspects of a contemporary issue and when the investigator has limited control over 

the events being studied. These questions provided a descriptive and exploratory 

interpretation of the phenomena through social interactions, experiences, and actions of 

employees in the selected and how they gave meaning to their brand citizenship 

behaviour. To this extent, it required paying close attention to the context in which internal 

branding occurred concerning employee brand citizenship behaviour. From an 

interpretivist perspective, Gaus (2017) argues that a range of methodologies can be 

employed to study human experiences. Among these, the case study approach is 

deemed to be suitable to guide to establish techniques and procedures to proceed with 

this research study because the study of the toll of internal branding, specifically in a 

public sector department, poses a contemporary phenomenon and cannot be separated 

from its context (Yin, 2009:18). Additionally, the design of a case study can provide 

detailed descriptions of specific and rare cases, allowing researchers to apply various 

methodologies and draw upon diverse sources of information (Kekeya, 2021). However, 

the trade-off is that a single or small number of cases may offer little basis for establishing 

reliability or generalising the findings to a broader population (Ebneyamini & Moghadam, 

2018). To conduct effective case study research, careful methodological considerations 

must underpin this approach. Unlike other qualitative or quantitative research strategies, 

case study research has no specific guiding requirements. This flexibility can be both a 

strength and a weakness, as it allows for tailoring the design and data collection 

procedures to the research questions but can also lead to poor case studies that are 

open to criticism (Sibbald, Paciocco, Fournie, Van Asseldonk & Scurr, 2021). 
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To address this challenge, this study considers a descriptive single-case study 

methodology (Sibbald et al., 2021). This case study involves a detailed and intensive 

analysis of a single case, such as a specific community (Jokhio, Raza, Younus, & 

Soomro, 2022). This research adopts this approach to provide a rich description of the 

phenomenon within its context (Pawestri & Kurniati, 2021). In other words, the detailed 

exploration of the role of internal branding in employee brand citizenship behaviour (the 

phenomena) within one NGD in South Africa. Machalicek and Horner. (2018) argues, 

however, that single-case research designs have played a pivotal role in developing 

evidence-based practices. Similarly, Chomos, Evans, Bolan, Meritt, Meyers & Novins 

(2018) postulate that a single case allows for evaluative rigour in small samples and 

immediate participation, which has been the case in this study's selected NGD 

(Pseudonym used for the company under study). Odell (2001) and Stephen, Bell, Khan, 

Love, Macintosh, Martin, Moran, Price, Whitehead & Elliott (2021) add that qualitative 

single-case studies offer several advantages compared to statistical methods, such as 

allowing for greater value in theory-building interpretations. 

 

3.4 Research method 

Qualitative research is widely recognised as a valuable approach for gaining in-depth 

insights into the impact of internal branding on employees' brand citizenship behaviour 

(Nguyen et al., 2019). While prior studies have primarily employed quantitative methods 

to examine this relationship (Lee & Kim, 2013), a qualitative inquiry provides a rich, 

employee-centred perspective, offering a deeper understanding of employees' lived 

experiences and perceptions of internal branding (Nguyen et al., 2019). 

This study adopts a qualitative research design to explore and describe the role of internal 

branding in fostering employee brand citizenship behaviour within a selected NGD in 

South Africa. By focusing on employees' experiences, the research aims to uncover how 

internal branding strategies—particularly brand values and brand promise—shape 

employee engagement and behaviour. Additionally, the study examines the relationship 

between internal branding, leader-member exchange, and employee performance to 

provide a more comprehensive understanding of brand-centric human resource 

management in the public sector. 

A qualitative methodology is well-suited to this study, as it explores employees' emotions, 

perceptions, motivations, and cognitive processes related to internal branding (Rehman, 

Tufail, Ullah & Altaf, 2018). To study this in its real-world organisational context, the 

research employs a case study method, which enables an in-depth investigation of 
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internal branding practices within NGD. Through direct immersion in the setting, 

interviews with employees, and analysis of organisational communication practices, the 

study captures employees' perspectives and experiences (Vergara et al., 2023). Using 

this approach, the research will contribute to a deeper understanding of the effectiveness 

of internal branding communication strategies and their role in enhancing employee 

brand citizenship behaviour in the organisation. 

3.5 Research setting and sampling 

The research setting and sampling are crucial for the validity and reliability of the findings 

(Bolarinwa, 2020). Choosing the right sampling plan accurately represents the target 

population and effectively addresses research questions (Sarfo, Debrah, Gbordoze, Afful 

& Obeng, 2021). Table 3 outlines the data source, target population, sampling method, 

sample elements, and sample size, guiding the selection process. 

 

Table 3.1: Summary of sampling plan example 

 Description Justification 

Data source (or case) The NGD final staff Convenience sampling 
was selected for the study, 
limiting the sample to 
particular categories of 
individuals who can supply 
the desired information 
(Bougie & Sekaran, 
2019:233). 

Target population Junior, Middle and Senior 
level management at the 
NGD 

When considering the 
department from the 
perspectives of leadership, 
performance and brand 
promise, obstacles, and 
employee brand-
citizenship behaviour, the 
selected South African 
employees were 
considered best suited to 
give first-hand information 
as department employees. 

Sampling method Non-probability sampling 
through a two-stage 
sampling process 
including 1) Quota 
sampling and 2) 
convenience sampling. 
 

Quota sampling is 
employed to ensure the 
voices and experiences of 
employees from junior 
managers (referred to as 
assistant directors), middle 
managers (referred to as 
deputy directors) and 
senior managers (referred 
to as directors). Three key 
participants were selected 
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from these quotas using 
convenience sampling. 
 

Sampling elements 
(Research participants) 

Quota 1 
Directors  

To gain a more 
comprehensive 
understanding of the 
overall talent landscape 
within the Department.  

 Quota 2 
Deputy Directors  

To provide valuable 
insights when assessing 
challenges faced by 
employees within the 
department.  

Quota 3  
Assistant Directors  

To provide valuable 
insights when assessing 
the department's 
operational and perceived 
effectiveness of internal 
nuances.  

Sample size 9  Although various authors 
criticise defining the 
sample size in qualitative 
studies beforehand 
(Colaizzi, 1978; Merriam, 
2022), Gentles et al. 
(2015) recognise the 
pragmatic need to provide 
sample size estimates in 
qualitative research. 

Source: Author’s conceptualisation 

 

Massis and Kotlar (2014) propose that the sampling plan for qualitative case study 

research needs to be structured to provide deep insights into complex phenomena within 

real-world contexts. When designing such a study, selecting appropriate sampling 

techniques is crucial to ensure the validity of the findings.  

 

The rationale for convenience sampling is grounded in methodological considerations. 

Quota sampling is utilised to select participants based on specific characteristics, 

ensuring that they represent certain attributes in proportion to their prevalence within the 

population (Simkus, 2023). This approach is particularly relevant for capturing the 

perspectives of three distinct groups—Assistant Directors, Deputy Directors, and 

Directors—who operate at functional, operational, and corporate strategic levels within 

the department. By obtaining insights from these groups, the study aims to provide a 

comprehensive view encompassing both high-level strategic perspectives and functional 

aspects at the ground level. 
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Convenience sampling is a strategic decision, given the tight time constraints associated 

with the report. This method allows the researcher to explore the constructs in depth while 

minimizing the logistical challenges of scheduling interviews with participants across 

various locations. Consequently, the study relies more on face-to-face interactions, which 

aligns with the study's inductive methodology. According to Gaus (2017), an inductive 

approach facilitates a comprehensive understanding of contemporary events or 

situations within their natural environments. 

 

The DMRE (2024) is established per the Public Service Regulation (PSR) of 2016 and 

the Department of Public Service and Administration (DPSA) Determination and Directive 

on Performance Management and Development System (2006). The decision to use 

three quotas aligns with the DMRE (2024) policy, which provides a comprehensive 

framework for performance management following PSR 2016 and the DPSA’s 

Determination and Directive on Performance Management and Development System. 

 

The strategy behind using the three quotas is to target the key participants in the first 

quota, the directors, who, according to the DMRE (2024), are responsible for resource 

allocation, overseeing employee performance, and managing the Directorate. The goal 

is to interview directors over ten years of tenure to capture institutional knowledge and 

comprehend the historical processes. Gathering insights from senior-level managers 

(Directors) can offer valuable perspectives on an organisation's talent management 

practices and hurdles. As per Byham and Wellins (2015), managers play a direct role in 

the hiring and selection process, and their viewpoints can illuminate the efficacy of current 

practices. Interviewing senior-level management will give the study crucial insights from 

a senior leadership standpoint, particularly in decision-making. By grasping the strategies 

and obstacles in talent management at the executive level, researchers can develop a 

more comprehensive understanding of the overall talent landscape within departments 

(Chambers et al., 2001). 

 

The rationale for utilising the key participants in the second quota, who, according to 

DMRE (2024), are responsible for managing and supervising the operations of the sub-

directorates (DMRE, 2024) ). Interviewing middle-level managers (Deputy Directors) can 

offer valuable insights into understanding the department’s internal operations and the 

challenges faced by its employees. According to Inamdar, Osland and Wells (2010), 

middle managers can also provide valuable insights into an organisation's dynamics and 

decision-making processes. The significance of middle managers in this study is 

paramount, as it can potentially offer more insights into questions regarding the primary 
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barriers and challenges faced by NGD (Pseudonym used for the company under study)  

employees in aligning their performance with the NGD (Pseudonym used for the 

company under study) brand promise. Existing literature suggests that middle managers 

play a crucial role in bridging the gap between senior leadership and front-line employees, 

and their perspectives can illuminate the implementation of strategic initiatives and the 

effective management of day-to-day operations (Llave & Genon, 2022). 

 

The rationale for engaging key participants in the third quota, according to DPSA 

Performance Management and Development System (PMDS) (2017), is to ensure their 

performance aligns with the outputs and targets outlined in the signed performance 

agreement as per DPSA PMDS (2017) and the Performance Management Policy. Junior 

managers play a vital role in departments, linking upper management and frontline 

employees and translating strategic objectives into practical realities (Bartlett & Ghoshal, 

1997). Gathering insights from interviews with junior-level management can offer a more 

accurate understanding of employees' perceptions regarding the effectiveness of NGD's 

internal communication in promoting brand citizenship behaviour within the departments. 

The target audience for these interviews would primarily be millennials and employees 

who have been with the department for less than five years. 

 

3.6 Time horizon 

A cross-sectional study is an observational research design that allows researchers to 

collect data on a population at a specific time, providing a snapshot of that population's 

characteristics, behaviours, and outcomes (Shapiro, Weinblatt & Densen, 1966). One of 

the primary advantages of using a cross-sectional study is its efficiency in terms of time 

and resources. Compared to longitudinal studies, which require repeated measurements 

over an extended period, cross-sectional studies can be conducted relatively quickly and 

at a lower cost (Bauer, 2004). Additionally, cross-sectional studies are well-suited for 

assessing the prevalence of a particular phenomenon, such as the prevalence of the 

attitudes and knowledge of a target population (Kesmodel, 2018). Therefore, this study’s 

time horizon is cross-sectional. 

 

3.7 Data Collection Method 

Compared to formal interviews with set questions, semi-structured interviews offer a more 

flexible and conversational format, allowing researchers to explore specific themes in-

depth (Adams, 2015). This approach can provide valuable insights that the researcher 

may not have anticipated (DeJonckheere & Vaughn, 2019). One of the primary 

advantages of this approach is the ability to explore participants' motivations, attitudes, 
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and beliefs in a conversational style, often uncovering valuable information that the 

researcher did not anticipate (Tang, 2022). Compared to structured interviews, which 

follow a rigid format of pre-determined questions, semi-structured interviews focus on 

specific themes but allow the conversation to unfold organically. This flexibility enables 

researchers to delve deeper into areas of interest, prompting participants to share their 

unique experiences and perspectives (Kallio, Pietilä, Johnson & Kangasniemi, 2016). 

Another key advantage of semi-structured interviews is their utility in investigating 

complex behaviours, opinions, and emotions and collecting information on diverse 

experiences (Longhurst, 2022). This depth of exploration is particularly valuable in 

development research, where it is crucial to understand the nuances of people's choices, 

behaviours, and the impacts of policies or events on their lives (Adams, 2015). 

 

The semi-structured interview approach has drawbacks (Tang, 2022). The interview 

process can be time-consuming, as the conversational nature of the interviews may lead 

to more extended discussions and the need to analyse more in-depth, qualitative data 

(Kakilla, 2021). Additionally, the flexibility of the semi-structured format can sometimes 

make it challenging to maintain consistency across interviews, potentially complicating 

the data analysis process (Carey, 1995). Despite these potential drawbacks, the 

advantages of semi-structured interviews, such as their ability to uncover rich, nuanced 

insights and their suitability for exploring complex topics, make them a valuable tool in 

the qualitative research arsenal. 

 

The Interview protocol (questions asked in the actual interviews) will be structured so that 

the same questions will be asked at different management levels. Understanding how 

managers at various department levels respond to the same question is crucial to 

effective communication and decision-making. Managers at the bottom, middle, and top 

of the organisational hierarchy often have distinct perspectives and responsibilities, 

influencing their approaches to addressing various challenges. This study explores the 

nuances of how the managerial level impacts the nature of responses to a given question. 

 

According to Skripak, Cortes and Walz (2018), senior managers concentrate on high-

level planning and decision-making to establish strategic objectives, while junior 

managers handle day-to-day operations. Senior managers take a holistic, long-term view, 

while first-line managers provide practical, short-term solutions. Middle management 

plays a crucial role in mediating between senior leadership and junior managers, 

reinterpreting top executives' objectives and potentially altering strategies, highlighting 

their unique perspective in bridging the gap between an organisation's vision and 
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operations (Harrison & Shortell, 2020). This approach allows for comprehensive insights 

from high-level and on-the-ground perspectives, leading to in-depth recommendations in 

Chapter Five (5).  

 

In summary, exploring how the management level affects responses to a given question 

can provide valuable insights into the selected NGD (Pseudonym used for the company 

under study) decision-making and communication dynamics. By understanding these 

level-specific differences, departments can better leverage their managers' diverse 

perspectives to enhance strategic planning, internal branding, brand citizenship 

behaviour, and overall performance. 

 

3.8 Data analysis procedure 

Data analysis in a case study is a complex process that involves a methodical approach 

to extract meaningful insights (Shenton, 2004). It consists of creating detailed interview 

transcripts, identifying emerging patterns, and coding and classifying the data (Bougie & 

Sekaran, 2019:307). The process includes both formative and summative elements, with 

the formative aspect scrutinising the data to identify themes and the summative analysis 

examining the entire dataset to generate typologies, models, and theories to describe, 

explain, or predict the phenomenon under study (Fàbregues & Fetters, 2019). Braun and 

Clark's six-phase analytical process is utilised for this study (Bryne, 2022:2).  

 

Phase 1: Familiarisation with the data  

The process typically begins with immersion in the data, during which the researcher 

closely reviews the collected information to understand it comprehensively (Moskovicz, 

2019). 

 

Phase 2: Generating initial codes  

The data is coded and categorized to identify emerging themes and patterns using 

inductive, data-driven, or deductive approaches (Fàbregues & Fetters, 2019).  Tracking 

the process in a spreadsheet with data items documented in the first column and 

iterations of codes in each successive iteration is recommended (Bryne, 2022). 

 

Phase 3: Generating themes  

Once the key themes and subthemes have been identified, the researcher engages in a 

summative analysis, where relationships between variables are explored, differences are 

highlighted, and potential outcomes are forecasted. At the end of this process, the 

researcher should be able to produce a thematic map (Bryne, 2022). 
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Phase 4: Reviewing potential themes  

The researcher is required to conduct a recursive review of the candidates' themes in 

relation to the coded data items and the entire dataset (Bryne, 2022). 

 

Phase 5: Defining and naming themes  

The researcher must present a comprehensive analysis of the thematic framework, 

expressing each theme and sub-theme in relation to the dataset and research questions 

(Bryne, 2022). 

 

Phase 6: Producing the report  

The final step involves presenting the research findings coherently and meaningfully, 

often through narratives, descriptions, and contextual discussions (Moskovicz, 2019). 

 

Addressing factors such as credibility, transferability, dependability, and confirmability 

throughout the analysis will ensure the trustworthiness of the findings (Bradley, Curry, & 

Devers, 2007), which forms part of the ethical considerations of the study. 

 

3.9 Ethical considerations 

Conducting academic research requires a deep consideration of the ethical implications 

of the work, as the pursuit of knowledge and understanding carries a moral obligation to 

ensure that the research process and its outcomes do not cause harm or infringe upon 

the rights and well-being of participants or the broader community (Sudheesh, Duggappa, 

& Nethra, 2016).  Researchers must ensure that participants are fully informed of the 

nature and risks of the study and provide genuine, voluntary consent to participate 

(Struminskaya & Sakshaug, 2023). Obtaining informed consent is a cornerstone of 

research ethics, as it empowers individuals to make autonomous decisions about their 

involvement and safeguards against exploitation (Zimmer, 2018). In addition to informed 

consent, researchers must also consider the broader social impact of their work and strive 

to ensure that the potential benefits of the research outweigh any risks or burdens placed 

on participants (Grady, 2007). Research methodology, participant selection, and potential 

applications must be carefully analysed, with researchers aware of their biases and 

limitations and maintaining scholarly integrity through appropriate design, data analysis, 

and peer review (Page & Nyeboer, 2017). 

 

In the study context, participants will be required to sign a consent form before 

participating in the interview. They will receive a copy of the form, and the researcher will 
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read it aloud. Participants will be assured that their involvement in the study is voluntary 

and that they have the right to withdraw from the interview or decline to answer specific 

questions without any repercussions. It will be communicated that participants are 

expected to provide their perspectives on the research topic honestly and reliably. 

Ensuring the confidentiality of the participants and safeguarding their identities is crucial, 

especially because the public sector is highly regulated. Any personal and identifiable 

information pertaining to the participants will not be included in any analysis or reporting. 

All details will be disguised using pseudonyms, such as “Participant 1”, to guarantee 

participants' anonymity and confidentiality. In the final report, a table in Chapter 4 will 

depict participants' profiles; however, no names will be used. They will be identified as 

P1DD (Participant 1 Deputy Director). The participants will seek permission to record the 

interview to aid in data quality and transcription.  

 

Both the researcher and supervisor will have access to these recordings. No one at the 

selected South African NGD will have access to identifiable interview information. Data 

will be anonymised, and pseudonyms will be used to report the data. In Chapter 4, data 

analysis will involve using quotes from the interview transcripts. However, no identifiable 

information that can be linked to the participants will be included. The data will be securely 

stored in a password-protected recordings folder on the researcher’s personal device and 

desktop, with exclusive access granted to the researcher. Both the researcher and the 

supervisor will have access to these recordings. Access will be granted if required by the 

institution where the research is being conducted for credibility purposes, and a non-

disclosure agreement (NDA) will be co-signed by the institution navigator and student 

upon submission of the recordings. The interview recordings and transcripts will be 

handled with the utmost confidentiality throughout the data collection process. After 

submission, the data will be archived, stored, and promptly disposed of. The researcher 

will draft a memo to the Director General to address the potential power dynamic between 

the researcher and participants, particularly given the participants' varying management 

positions. This memo will seek permission to conduct the research, outline its aim and 

purpose, and emphasize its potential industry contribution. Before the interviews, the 

researcher will also apprise the participants of the memo and discuss the research's 

objectives. This will reassure the participants that the Director General endorsed the 

research, potentially minimizing any discomfort or hesitancy to participate. Additionally, it 

will be crucial to communicate to the participants that they can terminate the interview if 

they feel uneasy without facing any repercussions. Finally, obtaining the participants' 

verbal consent before the interview will be imperative. 
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Ultimately, the ethical conduct of academic research is a shared responsibility between 

researchers, institutions, and the broader community (Grady, 2007). By upholding the 

highest standards of ethical practice, researchers can contribute to advancing knowledge 

in a manner that respects the autonomy and well-being of all those involved (Sudheesh 

et al., 2016). 

 

The credibility of qualitative studies relies on internal validity, transferability, 

dependability, and confirmability. Internal validity ensures suitable and relevant data, 

while transferability refers to the applicability of findings. Dependability is about the 

reliability of the study, and confirmability involves addressing personal biases in the write-

up (Applied Doctoral Centre, 2024).  

 

3.10 Trustworthiness 

 

Table 3.2: The application of trustworthiness principles in this study 

Trustworthiness principle Application of the trustworthiness principle in this study 

Credibility Participation validation- Participants provided verbal 

consent for the interview, and the form was completed. 

Member checking and peer evaluation (doing a pilot 

study with the interview schedule). 

Dependability Using dense descriptions of research methods and how 

they were applied. 

Source triangulation was done by interviewing three 

levels of employees in the NGD.  

Transferability Detailed descriptions of the research context, 

participants, and settings were provided. 

Confirmability Inter-coding reliability Atlas.ti AI coding function was 

used to identify the initial codes of the participants’ 

interview transcriptions, and the researcher then 

manually conducted a thematic analysis. 

Source: Author’s conceptualisation 

 

3.11 Conclusion 

In Chapter 3, the study adopted a qualitative research paradigm to explore the role of 

internal branding on employees' brand citizenship behaviour within an NGD, allowing a 

deeper understanding of perceptions, motivations, and cognitive processes. Chapter 4 

will, therefore, extract meaningful insights from the data collected. The data collection 
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process will involve conducting one-on-one interviews with the participants from the NGD 

(Pseudonym used for the company under study). The findings will be transcribed and 

analysed using thematic analysis (Joseph et al., 2021). This analytical approach will 

identify recurring themes and patterns within the data, providing insights into the factors 

influencing employees' brand citizenship behaviour (Nguyen et al., 2019). The study's 

findings highlight the crucial role of internal branding in shaping employees' brand 

citizenship behaviour (Punjaisri et al., 2009). 
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CHAPTER 4: DATA ANALYSIS AND FINDINGS  

 

4.1 Introduction 

Chapter 4 presents the study results obtained through one-on-one semi-structured 

interviews conducted in person and online to enable interviews to be conducted outside 

of work hours. The data was analysed using the method described in Chapter 3, 

incorporating Braun and Clarke's six-phase analytical process (Bryne, 2022:8). The 

themes that emerged from the manual data analysis were organised according to the 

research questions outlined in Chapter One. The data analysis is based on Braun and 

Clarke’s six-phase analytical process, with the addition of the Atlas.ti AI coding was used, 

with the aim of leveraging both approaches complementarily—manual coding for deep 

interpretive work and Atlas.ti for systematic documentation and reliability assessment—

without suggesting one approach is superior to the other. Verbal quotes and statements 

from the participants were used to support these themes. This chapter starts with a brief 

overview of the participants and the interview process. Subsequently, it delves into data 

coding, creating a thematic map, presenting findings pertaining to the research questions, 

and recapitulating the research question results. 

 

4.2 Description of participants and interview 

On 27 August 2024, the pre-testing of the interview guide took place. Following the pre-

testing of the instrument, adjustments were made to the interview guide to eliminate the 

repetition of questions and improve the clarity of some of the questions where jargon was 

used. Additionally, definitions for internal branding, brand citizenship behaviour, and 

brand promise were included to facilitate a better understanding and more in-depth 

responses. 

 

Nine interviews were conducted as part of the study, gathering data from three tiers of 

management: junior (Assistant Directors), middle (Deputies and Directors), and senior 

(Chief Directors) staff from the selected South African NGD (Pseudonym used for the 

company under study). The interviews took place over two weeks, from 4 September 

2024 to 20 September 2024, with five semi-structured interviews conducted in person at 

the NGD and four conducted online via Microsoft Teams or Zoom because some 

participants were not available after hours for in-person interviews. The Director General 

granted permission for the research to be undertaken at the NGD, and all interviews were 

recorded and transcribed for analysis. The recordings were stored securely and shared 

only with the supervisor, and each participant provided signed consent (Annexure H). 
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Three females and six males were among the participants. This distribution was not 

intentional but rather a matter of convenience.  

 

Table 4 below summarises the key participants’ profiles, including their years at the 

specific NGD (Pseudonym used for the company under study), their current level in the 

department, and their levels of responsibility. 

 

Table 4.1. Profiles of Research Participants  

Participant  Gender  No. of years in the 

public sector 

The period in current 

NGD 

Levels of 

responsibility 

Participant1 

P1DD 

Male 10 years’ of  

experience 

10 years  Deputy Director 

Participant 2 

P2ASD 

Male 20years of  

experience  

15 years  Assistant Director 

Participant 3 

P3D 

Male 15 years of  

experience  

3 years Director 

Participant 4 

P4ASD 

Male 19 years years of 

experience  

12 years Assistant Director 

Participant 5 

P5DD 

Female 16 years’ of 

experience  

13 years Deputy Director 

Participant 6 

P6ASD 

Female 6 years’ of 

experience  

2 years Assistant Director 

Participant 7 

P7DD 

Female 4 years’ of  

experience  

1 year Deputy Director 

Participant 8 

P8D 

Male 6 years of 

experience 

6 months Director 

Participant 9 

P9CD 

Male 27 years of 

experience  

2 years Chief Director 

Source: Author’s conceptualisation 

 

The researcher then conducted interviews and transcribed the data manually, paying 

attention to inflexions, pauses, and breaks between the interviewer and participant 

(Byrne, 2022). After each interview, reflections on the discussion were provided with a 

summary. The researcher ensured that the participant was involved throughout the 

process, even after giving the summary, by asking the participants to confirm if the 

summary accurately captured their key points.  
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4.2 Data analysis: Initial coding with Atlas.ti 

The interview transcripts were first analysed using Atlas.ti software and then underwent 

manual thematic analysis to ensure validity and quality. The interview transcripts were 

analysed using a two-step approach that combined computer-assisted qualitative data 

analysis (CAQDAS) and manual thematic analysis to enhance the validity, reliability, and 

depth of insights derived from the data. 

Step 1: Initial Coding with Atlas.ti 

To ensure a systematic and comprehensive approach to data analysis, Atlas.ti software 

was first used to facilitate the identification of patterns, themes, and relationships within 

the data. Atlas.ti is a widely used qualitative data analysis tool that helps to organise, 

categorise, and code large amounts of textual data efficiently. The software enabled the 

research team to generate 300 initial codes across the nine interview transcripts, offering 

a structured way to detect emerging patterns and key themes in the responses. 

Step 2: Manual Thematic Analysis 

Following the software-assisted coding, a manual thematic analysis was conducted to 

refine and validate the findings. This secondary analysis was influenced by Braun and 

Clarke’s (2006) thematic analysis framework, particularly Phase 2—Generating Initial 

Codes. While Atlas.ti provided a helpful structure for organising data, it was found to be 

less user-friendly in reviewing and refining codes compared to Microsoft Word’s 

comments function. The manual approach allowed greater flexibility and a more intuitive 

iterative engagement with the text, ensuring a deeper understanding of the data. 

Through the manual coding process, the 300 initial codes were systematically reviewed, 

consolidated, and refined into 112 final codes. This process involved: 

• Merging overlapping codes to eliminate redundancies, 

• Aligning codes with research objectives for relevance, 

• Ensuring accuracy by cross-checking excerpts with emerging themes. 

By combining Atlas.ti’s computational power with manual thematic refinement, this two-

step analytical approach maximised the findings' rigour, depth, and trustworthiness. The 

justification for integrating a manual phase is based on the flexibility and interpretive 

depth a human-led review provides, ensuring that the themes remain contextually 

grounded and reflective of participant narratives. 
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Figure 4.2 Thematic Map 

Source: Author’s conceptualisation 

 

The thematic map highlights themes, sub-themes, and their interrelationships. For 

research question one ("What internal brand practices are implemented by the NGD to 

foster employee brand citizenship behaviour?"), the central theme is the Perception of 

Internal Brand Practice, which includes three sub-themes: Challenges of Silo Mentality, 

Prescriptive Form of Communication, and Lack of Intention (backwards in nature). For 

research question two ("How does the NGD actively encourage employees to fulfil the 

brand promise?"), the central theme is Perceived Leadership's Role in encouragement in 

fulfilling the brand promise, and Brand alignment challenges encompass four sub-

themes: lack of active encouragement, service charter agreement, lack of conducive 

environment for productivity, and difficulty in articulating clear department vision/values. 

For research question three ("What approaches does NGD employ in utilizing brand-

centric human resource management to align employee performance with NGD brand 

values?"), the central theme is HR’s role in productivity and performance, which includes 

two sub-themes: Focus on monitoring/KRAs rather than actively encouraging productivity 

challenges and a systemic approach in the relationship between HR and employees. For 

research question four ("What are the primary barriers and challenges the NGD 

employees face in aligning their performance with the NGD brand promise?"). The central 

theme is barriers to aligning performance with brand promise, which are three sub-

themes: budget constraints, bureaucracy, undercapacitation, and resources. Finally, for 

research question five ("How do employees perceive the effectiveness of NGD internal 
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communication in enhancing employee brand citizenship behaviour within the 

organisation?"), the main theme is the Perception of internal communication 

effectiveness with two sub-themes: Ineffective internal communication & employee 

engagement and one-way communication stream- Top down Ineffective. 

 

According to Durdella (2019), the study's results and findings should be connected to the 

research problem, questions, and methodological design. They should be presented 

clearly and engagingly, with detailed descriptions and direct quotes from participants (key 

participants) to provide a deep understanding of the topic. Furthermore, Sandelowski and 

Leeman (2012) suggest that this section should be organised around key themes or 

research questions to improve readability and usefulness. This study's findings are 

presented according to the research questions in Chapter 1. 

 

The study results are now presented after completing the data collection and analysis 

processes. 

 

4.3 Results: Research Question One  

 

1.1 Research question one sought to understand participants' perception of internal   

brand practices implemented by the NGD to foster employee brand citizenship 

behaviour 

 

In the interview guide (attached as an annexure) the research question had preambles 

in the form of sub-questions. These sub-questions aimed to understand the participants' 

experience and understanding of internal branding, how they obtained information on the 

selected NGD values, how key participants described the department's internal culture, 

and how the NGD vision and values were alluded to. Ultimately, these sub-questions 

would provide an understanding of the practices implemented by the NGD to promote 

employee brand citizenship behaviour. 

 

1.2 Main theme for research question one: Perception of internal brand practice 

 

Most key participants negatively perceive internal brand practices, particularly concerning 

the internal brand culture. This negative perception often contrasts with their 

understanding of what internal branding entails (empowerment of employees in terms of 

organisational culture, team members pulling in the same direction, employees being 

brand ambassadors and having of the department activities). Participants have observed 
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that the department's culture is somewhat siloed, leading to a lack of cohesion. They 

have highlighted the need for improvement in internal brand practices, noting that many 

of them are backward and traditional. Additionally, they feel that internal branding in 

government is not approached with intention.   

 

“I don't think Internal branding in government is done intentionally, that is my first 

response and I'm saying this because in government, how people behave and all of that 

is regulated, it's a kind of code of conduct.  It's a regulated environment, right? But that 

doesn't mean there isn't space for inculcating internal branding. Just saying it's not as 

easy it is with private sector because of the nature of, of how government operates” 

(P9CD). 

 

“My experience of internal branding at this company is that it doesn't really exist. There 

is no personality, there is no character. Apart from the logo that is there. Apart from the 

name. And the corporate colours. That's how I view it. Because I don't feel like, um, there 

is a culture that I can relate to. That I can coin into being part of the internal branch” 

(P7DD). 

 

“It's a good and bad culture. The good culture is that the employees of this organisation 

have the right mind and the right cycle of "we will do it, and it gets done." So, they have 

a get-done mentality, but at the same time, they also have a very silo mentality whereby 

there is no cohesive or integrated ways of doing things, so, the culture is not integrated 

to multiples. You find that maybe one unit has a cohesive culture whereas the other would 

have like a silo culture” (P1DD). 

 

“Internal communications, is a little slow, it's a little backward” (P6ASD) 

 

“Often internal communication is reduced to a conveyor belt, make announcements. A 

certain division wants to announce something, just forward it, just send it. There's more 

to it than just forwarding those announcements. And there's more to it than just 

announcing that today is employee wellness day, so people must submit their documents 

to HR by this or that date. There's more to it. And as it stands, it's more of a prescriptive 

form of communication and not a platform to, you know, galvanise, support, motivate the 

team, encourage the team, and build loyalty with the team. But a way to say, we told you. 

If you missed it, you missed it. But we told you. Definitely can be done differently and in 

a much better way” (P3D). 
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4.4 Results: Research Question Two 

 

1.3 The research question sought to understand how the NGD's leadership 

encourages employees to fulfil the brand promise. 

 

As per the interview guide, the research question had sub-questions aimed at 

understanding the participants' perception of the leadership's role in encouraging 

employees to fulfil the brand promise and whether the leadership creates an environment 

conducive to productivity. The responses to these sub-questions provided insight into 

how the NGD actively encourages employees to fulfil the brand promise. 

 

1.4 Theme under research question two: Perceived challenges and opportunities in 

Leadership's Role in encouragement in fulfilling the brand promise 

 

The participants perceive a lack of active encouragement from leadership for employees 

to fulfil the brand promise, noting limited accessibility for input on internal communication 

within their department. They observe that junior management plays a minimal role in 

decision-making related to internal branding and has restricted access to information. 

However, the participant acknowledges that leadership has improved in providing 

opportunities for employee engagement in decision-making over time. An example cited 

is a recent service charter agreement that underscores leadership's commitment to 

customer service and communication, reinforcing the brand promise. The participant 

describes leadership efforts to encourage brand promise fulfilment through job 

descriptions, information dissemination about branch objectives, and resources like 

organograms. They believe leadership reinforces the brand promise by utilising reporting 

systems and enforcing accountability via audit reports. They also cited efforts made to 

upskill and empower employees through internal bursaries. Despite these efforts, the 

participant criticises the department for not creating a conducive environment for 

productivity, citing bureaucratic processes and weak leadership as obstacles. They 

emphasise the importance of brand visibility and sensitivity, aiming to represent their 

department's brand accurately. The participant feels that leadership's attempts to 

encourage brand promise fulfilment are ineffective due to a lack of clear communication 

about the brand promise itself. They suggest that more regular meetings at various 

departmental levels are necessary to enhance internal cohesion and alignment with the 

brand promise. 

 

“Leadership instilled, what we call, a Service Charter Agreement, and it was just recent, 
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when there was a promise that this one, two, three, can be done, this is how we going to 

do it. I will be specific to the section that I'm working with, PMDS (Performance 

management and development goals). One of the things you must ensure is 

communication with your clients,   there must be constant communication with that 

client, and there are turnaround times, and because of that, they have incorporated some 

of the things that they put in the service charter in, I can say, an AOP (Annual 

Performance Plan).It is something  that we have to report on, on a monthly or quarterly 

basis, to show that this is truly a discipline. So, by them doing that, I think they are 

ensuring that this indeed is a discipline, so that we do what we have promised at the end 

of the day” (P4ASD). 

 

“There's this thing they're running, internal bursaries for employees to further their studies 

and also to ensure that they acquire skills that maybe are scarce in the department. I 

think that then helps them, not only them, but helps the department to achieve its desired 

goals. Because once you empower your employees in that fashion or manner, then they 

are able to then help you as a department achieve your desired goals” (P8D) 

 

“To encourage employees to live the brand promise of the department, we are not doing 

enough, and I believe we could do better, you know. But I think I've seen recently that 

there is a resurgence and there is a recognition that we need to do more as a leadership. 

Through, for example, decision by DG (Director-General) that we need to have regular 

meetings at the branch and at the Chief Directorate and at the directorate level. But even 

so, even if we have to have those meetings, I don't think it is within. There was 

conversation in  inculcating internal branding, you know, and that's not the focal point, 

but it, it will happen by default if these meetings are done regularly because isn't it that 

when we start working and doing our work and monitoring and holding each other 

accountable for the things that we need to do I think by default then the internal branding 

and whatever that we aspire to, will kick in” (P9CD) 

 

“Let me take it from the initial part first where I’m being led right, truthfully, I’ve not had 

that kind of encouragement, I’ve not had that kind of a reminder of the brand values of 

the brand image of anything that's good with brand internally that says remember you're 

doing this for the organisation, and this is what this organisation stands for.  I’ve not had 

that. I suppose that has been left to myself to figure out and remind myself that it's not 

about me it's about organisation” (P3D) 
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1.5 Theme under research question two: Brand alignment challenges 

  

The participants had different ideas about the NGD values and vision, making it difficult 

to articulate the department's vision and values. They feel that there is a disconnect 

between the stated values and actions. There seems to be a gap between the values and 

brand promise communicated by leadership and what is demonstrated and reinforced 

through behaviours. One participant stated, "People do not do what you say, 

unfortunately, but what you do."  

 

“I promise you, if you speak to five people, you won't get the same answer. We'll definitely 

not get the same answer because I don't think we share the same values. I don't think 

we share the same sort of culture”. (P7DD) 

 

“There are team members who sort of don't even recognise or realise the vision of the 

organisation but there are other team members who are actually actively working hard to 

get to the realisation of that vision as a virtual satellite and this ties back to the values of 

the organisation. If we're talking performance, you need to perform and perform 

exceptionally well so that you can ultimately realise the vision. So, the values and the 

vision are intertwined, and they seem to be going to the same direction. If you were to 

live the values, you would ultimately realise the vision. That's how I see them linking 

together”. (P3D) 

 

I think the vision is a forward-looking vision. But I don't think it's inspiring. For me it's the 

vision as it is. Expressed in ways and written, I don't, it's inspiring for me. It's words that 

are too academic for me that do not inspire anything. (P9CD) 

 

4.5 Results: Research Question Three  

 

1.6 The research question sought to understand the approaches the NGD employs 

in utilising brand-centric human resource management to align employee 

performance with NGD brand values. 

 

The research question was introduced with sub-questions to understand how HR 

influences productivity and performance concerning the informants' KPIs and KRAs. 

Additionally, the sub-questions aimed to explore what would motivate the participants to 
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go above and beyond in their work. The insights and strategies gathered from these sub-

questions will be discussed in Chapter 5 under recommendations, focusing on the 

participants' demonstration of brand citizenship behaviour. 

 

1.7 Theme under research question three: HR's role in productivity and performance. 

 

The participants mentioned that the HR department focuses on monitoring KPIs/KRAs 

through the performance management and development system and policies and 

structures (in which they are highly effective) but needs to encourage productivity 

actively. They feel that HR takes a systemic approach to fostering a relationship between 

HR and employees, primarily through performance development, management, and 

monitoring systems. However, they think the department is merely ticking boxes, and 

their disadvantage is that they find the communication space challenging to navigate. 

They believe the HR department needs more support to better support the employees. 

Additionally, they feel unsupported by the HR department and desire more effective 

support as they think productivity encouragement is left to employees to navigate.  

Overall, they perceive the HR department as lacking effectiveness and consistent support 

beyond PMDS, monitoring and systems put in place.  

 

“Okay, that I'm going to give them a 10 out of 10 because they are very clear in terms of 

their KPIs. You are advised, you are assisted, they support.  You know exactly what your 

key performance indicators are, key performance areas are, how to manage your scoring, 

how to put down your work plan, how to put together a portfolio of evidence in terms of 

what you have done, what you have, um, achieved over a period in review. So, the 

support is there, and I feel like they are quite knowledgeable. The HR division in that 

regard, so your performance, honestly, is measured the best way that they can. It's just 

that from a division point of view, it doesn't inspire confidence” (P7DD) 

 

‘Well, the HR here is not the type of HR that would encourage productivity and 

performance in relation to work because they leave that to you, because you are the 

sector specialist.  So, they have your word for it. However, where I’d say they do is 

ensuring that there's proper monitoring in what you say you're going to do in terms of 

your KRAs and your KPIs. So, they do that, and their strength is a generic... what do they 

call this thing? Performance development or performance management systems. So, 

they do that through that. That's their strong point” (P1DD) 

 

“HR really puts policies, put structures, put templates. And yeah, that's how they do, they 
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give the templates. But I think HR has got more responsibilities in terms of guiding, 

especially with contracting at the start of the financial year, to make sure that your KPIs, 

your output is aligned and properly weighed so that come time for assessments, there 

should be no surprises. HR must play an active role in guiding. They should not leave the 

guidance to the templates. They should actively have meetings with teams and guide 

them, put together their contracts right at the start of the year. So, in the middle of the 

year, the first six months of the year, during the first assessment, they can be able to 

check and test and make sure that all is done according to what was agreed for versus 

what has been achieved, and areas of improvement if they're detected, or accolades if 

there is excellent achievement. So, the role of HR is really, really important, and it must 

be very active. It must be done; it must be something that is done frequently and not be 

left to the time of contracting” (P3D) 

 

“If I should put my honest foot in it, um, you know what? Um, I feel personally that HR is 

just ticking boxes. Um, they are doing what they know to do” (P6ASD) 

 

4.6 Results: Research Question Four  

The research question sought to uncover the primary barriers and challenges the NGD 

employees face in aligning their performance with the NGD brand promise. 

 

The research question in the semi-structured interview had sub-questions aiming to 

understand how long informants have experienced these challenges or obstacles while 

working at the department and whether they have reported them. The study also sought 

to identify the resolutions or promises made. Interestingly, most participants indicated 

they had faced these challenges since joining the department. Table 1 shows that some 

participants have been with the department for 10, 12, 13, and 15 years, and most of 

them reported that no efforts had been made to resolve the issues. 

 

1.8 Theme under research question four: Barriers to aligning performance with the 

brand promise 

 

The participant highlighted the influence of budget constraints and lack of accessible 

information on employees' ability to fulfil the brand promise. They believe that the 

department's budget is a significant constraint to productivity and that prioritization also 

plays a role. The participant feels the department should prioritize branding, requiring 

sufficient financial resources. They also identified the lack of consistent feedback as a 

significant challenge, noting that it's often provided only when something goes wrong. 
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They advocate for regular, constructive feedback to promote growth and improvement. 

The participant also mentioned the impact of personal well-being, a challenging work 

environment, and insufficient remuneration as potential barriers to productivity. Under-

capacitation was identified as a significant barrier, highlighting its impact on their ability 

to fulfil promises and meet deadlines. The participant described instances where 

management interference or a "my way or the highway" approach hinders their 

productivity. They also noted that consistent feedback is often only given when something 

goes wrong, creating a demotivating environment. The participant expressed concerns 

about the department's failure to create a climate conducive to productivity and identified 

bureaucratic processes and lack of strong leadership as significant barriers. They also 

identified several other barriers to productivity, including a lack of clear procedures, a lack 

of product knowledge, and a lack of confidence in the company's direction. 

 

“There are always constraints of budgets to give to officials that need to do the work. And 

budget is very critical here because at times you don't have tools to do what you have to 

do. So, you end up doing minimal or below the bar or below the par work because you 

don't have budget to do at the scale that you need to do it at. So, as much as there's a 

will to say, let's go out there and enforce, amplify our offering and products, but when 

there's a lack of budgets, sometimes you can never reach the productivity that is enabled” 

(P1DD) 

 

“Budget constraint is one of the keys that is affecting us a big time that we need to work 

on it at the moment. We reported those challenges, but it's always a budget. Budget is 

always a challenge, and we need to deal with this for now” (P2ASD) 

 

“The one biggest challenge for us is that we have been under-capacitated. We cannot do 

anything, and that has been reported on each and every report that we write. It is always 

there. We always report on that matter. So, it's this issue of finding that we're not getting 

anything” (P4ASD) 

 

“Being part of a department, you know, sometimes you are under-resourced. You don't 

get the correct equipment. You know, processes make it difficult for you to even get 

proper equipment. You know, the procurement process of the department is so tedious. 

It's hectic. So, equipment, you don't get enough support regarding equipment, you know, 

so we make do with what we have, and usually that's not much” (P6ASD) 

 

“You can't have somebody who doesn't even have a code, a C1 driver's licence to be 
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driving it. That's as simple as that. Allocation of resources, the right people at the right 

position will be able to drive. And as I see it now, we are still having a challenge. That is 

why the skills audit, we're still having a challenge of people who are sitting in the wrong 

positions with the specific qualifications. So, once we can get that onto the right, the ship 

will move fast. It's going directionally right, but it is not moving in the right place because 

of misallocation of resources (P4ASD) 

 

4.7 Results: Research Question Five  

 

1.9 How do employees perceive the effectiveness of NGD internal communication in 

enhancing employee brand citizenship behaviour within the organisation? 

 

This question had sub-questions that sought to understand examples of internal 

branding-building campaigns that participants had seen within the department or 

remembered. Campaigns that have a substantial impact are hard to forget, and the ability 

to recognise them shows their effectiveness. This question also had sub-questions that 

directly addressed leadership, asking whether participants thought department leaders 

effectively communicate and steer the department in the right direction. 

 

1.10 Perception of internal communication effectiveness 

 

The participants mentioned that communication is often one-way and instructive rather 

than two-way. They emphasized the need for clear and effective communication, 

especially in a politically charged environment, to enable employees to understand the 

organisation's vision and values. The participant discussed the department's internal 

brand-building campaigns, noting that there have been fewer internal projects in recent 

years due to budget constraints imposed by the national government. They also 

highlighted the department's past efforts with Women's Month celebrations and 

Employee wellness campaigns. The participant concluded that the department needs to 

improve communication, particularly in planning events such as Women's Month and 

Heritage Day. They believe that leadership should communicate about events well in 

advance, allowing employees to plan and prepare accordingly. The participants 

expressed that leadership is not communicating effectively, but there is potential for 

improvement. The participants believe the department is more focused on paid 

campaigns than on informal efforts to build a stronger brand image, and they highlighted 

the importance of recognizing employee contributions on special occasions. They 

expressed dissatisfaction with how leadership communicates with employees, citing 
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internal politics and a lack of accountability. They believe training can help improve 

communication but emphasise the need for consequence management. They concluded 

that there is a need for more consistent leadership and a more robust culture of 

accountability. 

 

4.8 Perception of internal communication effectiveness 

 

“We are communicating, but not 100%. We still have to learn because some of the things 

you learn in the last minutes, last hour, you've been told, this is what is happening within 

the organisation. Things that should be communicated two weeks, three weeks down the 

line, you find yourself doing things that you're supposed to do. Preparation for a long time 

ago is the communication, the advanced communication is what I'm talking about. There's 

no proper communication in a lot of things, especially in internal communications within 

the organisation. We should improve in that area” (P2ASD) 

 

“Communication, yeah, it's something else. (23:37) Leaders, communication is, it can be 

improved. For me, it can be improved” (P4ASD) 

 

“The structures of internal, our internal communications are not structured well. For 

example, we have different floors. I think we have nine and during a time. I'll take for 

example Valentine's Day. You get the 5th floor who have decorated their offices, um, 

greatly and beautifully and they are all in the month of love. But as soon as you get into 

the other floor, it's like, where's Valentine, you know? So, I feel like, um, internal comms 

also has a great responsibility of uniting, um, Um, the employees, um, but there's greater 

challenges in there. And also, I think as internal comms, we have, I feel we still need to 

go back to the drawing board to see how we can be effective to our fellow employees or 

colleagues” (P6ASD) 

 

“There's too much interference. There's too much backstabbing and hypocrisy going on 

that affects the leadership style altogether. Completely. I wish people could just play the 

ball and not the person. I wish people could just understand that they are not in leadership 

positions to bully people or to sort of, um, make you envy them or worship them. I wish 

people could understand that being a leader, you are there to shape someone, to mentor 

someone, to create, um, a path for someone that's going to lead after you, you know, I 

wish there was sort of a succession plan that people were aware of and they were really 

nurturing it. So, I feel like people are just self-focusing. They don't care about who's 

coming next. What am I teaching this person? They leave to go to other companies. 
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Maybe they get promoted. They look back and say, this is what I've learned from my 

manager. This is what I learned from that manager. I don't think people are thinking that 

way. People are thinking for now, the self-enriching in what thinking, looking at 

themselves, they really don't want to impart skills. They really don't want to be democratic. 

They don't want to be listening to other people. It's all about me, me, me, me, me. 

Autocratic leaders is what I'm seeing through and through (P7DD) 

 

“There's a lot of animosity between the leaders themselves. So, it's very difficult to steer 

a ship if there's a pilot and the first captain. In order for the airplane to go into the right 

direction, the first captain must take what the other captain is saying. I'm going to do this, 

and then you do that. They work together. That's why the airline is called a co-pilot” 

(P5DD) 

 

“Communication from the top going down is more of an instructive communication and 

not some kind of the communication that is two-way. It is to say, do this by this time at 

this level and give it back to me. And that definitely contributes to the productivity of the 

team or lack thereof. But if you communicate with the team in a manner that is respectful, 

in a manner that shows that you recognise their role and their significance and the 

contribution they make on the role, you communicate with confidence and confirm and 

show that you know what you're talking about, you know what you need, you know how 

you need it and the quality you expect. You might get better result as well. But if you 

communicate with authority, instructive and all of that, you could get despondent team” 

(P3D) 

 

4.9 Summary  

The Summary below concludes that data analysis  

Questions 

Q1: Experience of internal branding 

Q2: Leadership encouragement for the brand promise 

Q3: HR's role in productivity and performance 

Q4: Barriers to aligning performance with the brand promise 

Q5: Perception of internal communication effectiveness 

 

Responses: 

R1: Experience in internal branding is negative, primarily in relation to culture  

R2: Leadership encourages fulfilling the brand promise through service charter 

agreement; however, participants  feel failed by leadership 
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R3: HR monitors KPIs and KRAs through performance management systems (PMDS) 

but leaves productivity encouragement to employees. 

R4: Budget constraints are a primary barrier to productivity. 

R5: Internal communication is seen as needing improvement. It needs advanced 

planning and communication, better information, better information flow, and feedback 

mechanisms. 

 

There is a lack of affective and organisational commitment from the employees' 

perspective, as discussed in Chapter 2, section 4.2 under the Organisational 

Commitment Theory (OCT). Miller (2003:73) associates organisational commitment with 

an employee's willingness to remain a part of the organisation due to their interest and 

alignment with the organisational goals and values. In this case, participants lack affective 

commitment, as they do not feel that the NGD (organisation's name) has a culture they 

can identify with or feel a part of. Porter et al. (1974:604) define affective commitment as 

an employee's emotional attachment to the organisation. Furthermore, there is a negative 

gap between the NGD employees' perception of culture. The DPSA in South Africa 

(2006) reported initiatives and goals mentioned in Chapter 2, which emphasizes the need 

for staff to focus on fostering better employee commitment within the organisation, which 

involves creating a culture of ownership where employees feel that they are integral parts 

of the organisation (DPSA, 2006:13) and in this case, the NGD has failed to do so. The 

participants express a sense of disappointment with the leadership of the NGD, 

highlighting concerns such as the lack of support and a conducive work environment for 

productivity. They believe that the focus on productivity and performance is primarily 

driven by HR monitoring KPIs and KRAs through performance management systems 

(PMDS), with insufficient emphasis on encouraging employee productivity. Additionally, 

participants feel that budget constraints pose a significant obstacle to productivity, and 

they perceive that internal communication could be enhanced through improved planning 

and communication, better information flow, and more effective feedback mechanisms. 

See Figure 4.2 for a thematic map. 

 

Chapter 5 will analyse the results by connecting them to the relevant theory. After that, 

we will provide recommendations and a conclusion. The recommendations are a joint 

effort between the researcher and the participants. Throughout the study, valuable 

insights were captured as participants made suggestions and recommendations after 

providing their answers. Although this was not pre-planned, it has proven to offer useful 

insights for the way forward.  
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CHAPTER 5: DISCUSSION OF RESULTS AND 

RECOMMENDATIONS   

5.1 Introduction 

The study aimed to explore and describe the role of internal branding in promoting 

employee brand citizenship behaviour within a selected NGD in South Africa. While 

traditional internal branding principles have been widely studied in private companies, 

this study focuses on the public sector, exploring the impact of leadership commitment to 

service quality on employees' brand-related outcomes, specifically their behaviour 

towards brand citizenship. The NGD annual performance plan emphasises creating a 

positive culture and strong leadership to uphold its brand promise. However, internal 

branding is an understudied part of branding inquiries, particularly in the South African 

public sector context. Allada and Rajyalakshmi (2012) postulate that internal branding is 

one of the most comprehensive ways to improve employee performance, as it offers a 

way for management to align employees with the organisation's mission and values 

(Nirmali et al., 2017). The study highlights the importance of internal brand alignment in 

achieving brand citizenship.  

 

5.2 Findings in relation to the research questions 

5.2.1 Internal branding practices to foster employee brand-citizenship 

behaviour 

 

A critical insight from the participants is that internal branding practices within the public 

sector are perceived negatively due to a siloed organisational culture and a lack of 

intentionality. This contrasts with their understanding of effective internal branding, which 

should empower employees, foster teamwork, and encourage brand ambassadorship. 

The current practices are seen as outdated and not strategically aligned with modern 

organisational needs, highlighting the need for a more cohesive and intentional approach 

to internal branding. 

 

This suggests that the existing culture is fragmented, with departments and employees 

operating in isolation rather than as a cohesive unit. This silo mentality hinders effective 

communication and collaboration, which are essential for a strong internal brand and 

overall department performance. In Chapter 2, section 5.3.2, paragraph 4, Masenya et 

al. (2018:112) postulates that performance management enhances institutional 

performance through effective communication, creating a culture of continuous 

improvement and conveying value to employees. In Chapter 2, section 2.1.3, paragraph 
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1, Peters (2010) and Scott and Bardach (2018) suggest that overcoming fragmentation 

in the public sector is crucial for successful transformation. Therefore, the insights 

underscore the need for a strategic overhaul of internal branding efforts to better align 

with modern organisational needs, which can consequently align with what is mentioned 

in Chapter 1, section 1.2, which states that the  DMRE Annual Performance Plan (APP) 

for the 2023/2024 financial year (2023:34), suggests that creating a positive culture and 

strong leadership (with a focus on the control environment to ensure effective governance 

and accountability) are critical components in ensuring that the department lives up to its 

brand promise.  This can also align with the Department of Public Service Administration 

in South Africa (2006) reported initiatives that “staff needs to focus on creating better 

employee commitment by departments creating a culture of ownership – where workers 

feel like they are part of the organisation (DPSA, 2006:13). 

 

5.2.2 Leadership encouragement and employees’ fulfilment of the brand 

promise 

The department's internal branding and fulfilment of its brand promise are critically 

undermined by a disconnect between leadership's stated intentions and employees' 

perceptions and experiences. This misalignment contradicts Gould and Williams' (2003) 

assertion in Chapter 2, Section 5.2.2, that fostering leader-member exchange 

relationships and synergy is essential for guiding an organisation toward positive work 

outcomes. Addressing this gap is imperative to realign the issues and enhance the 

department's effectiveness in actively encouraging employees to fulfil the brand promise.  

Despite structured efforts to engage employees and reinforce the brand promise, these 

initiatives are ineffective due to poor communication, lack of feedback, limited 

involvement of junior management, and a lack of alignment between stated values and 

leadership behaviours. This misalignment creates confusion and hinders employees' 

ability to articulate and commit to the department's core values and vision. 

. 

Interestingly, all nine participants had different ideas of what the department's vision and 

values are and as stated by Masenga et al. (2018) in Chapter 2, section 5.2.1 paragraph 

one, promoting values in the workplace involves creating a positive environment, 

engaging staff and fostering departmental organisational commitment, especially in the 

public sector. The findings additionally show that in the NGD, bureaucratic obstacles and 

weak leadership contribute to an unproductive environment, further exacerbating the 

disconnect and undermining the brand promise. Chapter 1, section 1.3, paragraph three 

highlights the annual performance plan for the 2023/2024 financial year (DMRE, 2023:34) 

for creating strong leadership as a critical component in ensuring that the department 
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lives up to its brand promise; however, despite its APP, there is a disconnect between 

leaderships stated intention and the perceptions and experiences of employees, who feel 

failed by the leadership, which is concerning in that paragraph 2 of Chapter 2 section 5.1 

Masenya et al. (2018:107) state that in transforming the public sector into an entity 

capable off fulling its role in bringing about the new South Africa depends on commitment 

and effectiveness of its employees, which in turn depend on how those employees are 

being managed and lead.   

 

5.2.3 Utilising brand-centric HRM to align employee performance to the 

brand values 

The Human Resources (HR) department is perceived as proficient in monitoring Key 

Performance Indicators (KPIs) and Key Result Areas (KRAs) through performance 

management systems. However, it is criticised for lacking active encouragement for 

productivity and consistent employee support. Participants expressed that HR's 

approach is overly systemic and focused on procedural compliance, complicating 

communication. There is a call for more proactive and supportive engagement from HR 

to enhance productivity, as current efforts are deemed inadequate, leaving employees to 

manage productivity independently. The prevailing perception is that HR is more 

concerned with monitoring systems than fostering a human-centric, emotive relationship 

with employees. This systemic approach aligns with the Department of Government and 

Information System's (2024) view of HR's role in the public sector as providing strategic 

leadership and managing administrative systems. However, there is a disconnect 

between this systemic approach and the perspective of Dahl and Ursad (2022:3736), 

who argue that HR managers are crucial in motivating employees to endorse their 

organisation's brand through internal branding. This involves encouraging employees to 

exhibit brand citizenship behaviour and become brand champions, citizens, or 

ambassadors.  

 

2.4 Barriers hampering employees to align performance with the brand 

promise 

The participants have identified several systemic barriers that impede employees' 

fulfilment of the brand promise. Budget constraints, a lack of accessible information, and 

insufficient prioritisation of marketing efforts primarily drive these barriers. These 

challenges are further exacerbated by under-capacitation and a lack of resources. This 

situation is particularly concerning, as Mihaiu et al. (2010:1380) assert in Chapter 2, 

Section 5.3.2, paragraph four, that employee performance in the public sector is 

intrinsically linked to efficiency, effectiveness, and budget alignment. Consequently, 
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inadequate budgeting adversely affects service delivery. 

 

Furthermore, Fourie and Poggenpoel (2016:171) highlight in Chapter 1, Section 1, 

paragraph 2 that the South African government department is often criticised for failing 

to provide adequate services to its citizens. This underscores the necessity for leadership 

to adopt high-quality leadership styles. As defined in Chapter 2, Section 5.3.1, Pellegrini 

(2015) describes such leadership as fostering in-group relationships between leaders 

and followers, which enhances access to resources and builds mutual trust. 

 

In light of these insights, it becomes evident that addressing these systemic barriers 

requires a multifaceted approach. Leadership must prioritise resource allocation and 

information accessibility while fostering a supportive environment that encourages 

effective communication and collaboration. By doing so, organisations can better align 

their operations with the brand promise and improve service delivery outcomes. 

 

2.5 Internal communication and employee brand citizenship behaviour  

The department's communication is predominantly one-way and lacks the clarity and 

effectiveness needed to engage employees and align them with the organisation's vision 

and values, especially in a politically charged environment. Budget constraints have 

limited internal brand-building initiatives, reducing the frequency of projects like Women's 

Month and wellness campaigns. Participants emphasised the need for leadership to 

improve communication by planning events well in advance and recognising employee 

contributions, which can foster a stronger brand image. Focusing on paid campaigns over 

informal brand-building efforts is seen as a missed opportunity.  

 

5.3 Recommendation based on the findings 

 

5.3.1 Recommendation 1:  Finding 2.1. 

Foster a Cohesive Culture: Implement initiatives that break down silos and promote 

cross-departmental collaboration. This could include inter-departmental projects, regular 

cross-functional meetings, and team-building activities encouraging a unified 

departmental culture. The department can also Develop a Strategic Internal Branding 

Plan: to create a comprehensive internal branding strategy that aligns with the company's 

overall mission and values. This plan should focus on empowering employees over and 

above training and skills development, enhancing communication and fostering a sense 

of belonging and purpose. This approach could enhance internal cohesion, align 

employee actions with the brand promise, and ultimately improve the department's brand 
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representation and effectiveness in internal branding, fostering employee brand 

citizenship behaviour. 

 

5.3.2 Recommendation 2: Finding 2.2 

To address these issues, the department needs to enhance communication, involve all 

management levels in decision-making, and ensure leadership behaviours consistently 

reflect the department's values because, according to Damayanti (2021), leadership 

significantly influences employee competence and motivation, with supportive, clear 

direction and constructive feedback leading to improved performance, it is therefore 

recommended that there are turnaround times when it comes to leader-employee 

feedback. The sentiment that "people do not do what you say, but what you do” as stated 

by one of the participants in a verbatim quote at 4.3, indicates the need for leadership to 

embody and reinforce the departments' values through consistent actions, thereby 

fostering a more cohesive understanding and commitment to the brand promise among 

employees. The NGD needs to Invest in leadership development programs to enhance 

the skills and capabilities of our leaders. The NGD also needs to develop effective scoring 

cards. Strong leadership is crucial for driving change and fostering a positive 

organisational culture.  

 

5.3.3 Recommendation 3: Finding 2.3 

HRM must understand internal branding to foster brand-supporting behaviour (Vallaster 

& De Chernatony, 2005:182). There is a need for HR to enhance its role beyond 

monitoring systems to include more direct and supportive interactions with employees. 

HR should implement strategies beyond monitoring systems to engage with employees 

actively. This could consist of regular feedback sessions, open forums for 

communication, and personalised support to address individual employee needs. There 

is a need to implement robust feedback mechanisms to gather employee insights about 

HR practices. This feedback should be used to continuously refine HR strategies and 

ensure they align with employee expectations and organisational goals. Ultimately, HR 

must strive to balance systemic processes and emotive engagement. While maintaining 

efficient administrative systems is essential, equal emphasis should be placed on 

fostering a supportive and inclusive workplace culture, ultimately fostering brand 

citizenship behaviour by aligning employee performance with NGD brand values. 

 

5.3.4 Recommendation 4: Finding 2.4 

To enhance productivity and brand promise fulfilment, the department needs to address 

these barriers by addressing under-capacitation by optimizing resource allocation. This 
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includes conducting regular assessments of resource needs, reallocating resources 

where necessary, and investing in capacity-building initiatives to ensure that employees 

are well-equipped to meet organisational demands and advocate for increased budget 

allocation to ensure sufficient resources are available to support marketing initiatives and 

service delivery. This includes lobbying for financial support from the Treasury.  

 

5.3.5 Recommendation 5: Finding 2.5  

To address the issue of ineffective communication, the department should enhance two-

way communication, implement training to improve communication skills and establish a 

culture of accountability through consistent leadership and consequence management. 

 

5.4 Limitations and suggestions for future research 

Limitation 1: This study is limited due to its narrow focus on a single South African 

government department, not encompassing the broader national government framework. 

 

Limitation 2: The study's focus on employee brand citizenship behaviour in internal 

branding may not fully capture the complexity of brand concepts within department 

settings. 

 

Suggestion 1:  Future studies should include multiple South African government 

departments to better understand internal branding dynamics and employee brand 

citizenship behaviour within the public sector. 

 

Suggestion 2:  

Future research should explore brand concepts beyond employee citizenship behaviour, 

including external branding strategies, brand identity, and equity, to provide a holistic 

view of organisational branding. 

 

5.5 Conclusions 

The insights gathered from the participants highlight a critical need for transformation 

within the public sector's internal branding practices. The current siloed culture and lack 

of intentionality in branding efforts are outdated and misaligned with modern 

organisational needs that emphasise empowerment, teamwork, and brand 

ambassadorship. This disconnect between leadership's intentions and employees' 

perceptions underscores the need for a strategic overhaul. 
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To bridge this gap, it is imperative to foster a cohesive culture that breaks down silos 

and promotes cross-departmental collaboration. Leadership must embody the 

organisation's values through consistent actions, facilitating a unified understanding and 

commitment to the brand promise. Additionally, HR should evolve from a systemic 

monitoring role to one that actively engages and supports employees, aligning their 

performance with brand values. 

 

Addressing systemic barriers such as budget constraints and resource allocation is 

crucial for enhancing productivity and fulfilling the brand promise. The department can 

better support marketing initiatives and service delivery by prioritising resource 

optimization and advocating for increased budget allocation. 

 

Effective internal communication and leadership development are vital to transforming 

the public sector into an entity capable of fulfilling its societal role. By implementing 

these recommendations, the department can create a positive culture, strong 

leadership, and a supportive environment that encourages employees to become brand 

ambassadors, thereby aligning operations with the brand promise and improving service 

delivery outcomes, thereby strengthening the role of employee brand citizenship 

behaviour in internal branding within the public sector.  
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ANNEXURE 1: ETHICAL CLEARANCE 
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ANNEXURE 2: INTERVIEW PARTICIPANT CONSENT FORM 
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ANNEXURE 3: INTERVIEW GUIDE  

 

Introduction and Interview Questions 

The researcher will begin by introducing themselves and explaining the purpose of the 

interview, assuring the participants that their confidentiality and anonymity will be 

protected. The participants will be reassured that the interview contents will be treated 

with the utmost confidentiality and that their identities will not be revealed. 

The research study will seek the interviewee's consent to record the interview, facilitating 

data analysis. Additionally, the participant will be assured that the transcript will be shared 

in order to verify or confirm the accuracy of the information provided. The participant will 

also be informed that they may choose to discontinue the interview at any time without 

facing any negative repercussions, per the terms outlined in the prior informed consent 

document. 

After that, the broad range of questions outlined below will be posed. Additional follow-

up questions may also be asked depending on the participant's responses and the 

contextual setting. 

 

Interviewer will explain the following definitions to participants: 

Brand Citizenship Behaviour  

Brand citizenship behaviour is when employees go beyond their regular job duties to 

support and promote the company’s brand and values. It’s about showing pride in the 

company and acting as a positive representative, not only with customers but also within 

the community and among coworkers. This can include things like providing excellent 

customer service, talking positively about the company, or being involved in community 

events that align with the company's values. 

Internal Branding  

Internal branding is a critical aspect of organisational success, as it helps to align the 

beliefs, values, and behaviours of employees with the overarching brand identity of the 

company. When employees understand and embrace the brand, they are more likely to 

deliver consistent and positive brand experiences to customers, ultimately strengthening 

the company's position in the market. It is not just a top-down initiative, but a collaborative 

effort that requires their active participation. 

Brand promise  

A brand promise is a concise statement that captures the core essence of a company's 

brand and the key benefits it offers to customers. It is more than just a trademark or logo 

- it is a trust mark that holds immense value for the organisation. (Jawabreh, 2014) 

Branding is the process through which a company or product establishes a strong 
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association with specific values, aspirations, or characteristics in the minds of consumers 

(Thu & Binh, 2023). 

 

 

Research Question 1: What internal branding practices are implemented by NGD  

to foster employee brand-citizenship behaviour? 

 

 

1. What is your experience of internal branding?  

2. How do you get information on what the values of the department are from the 

employer? 

3. How would you describe the culture in the department internally among 

employees? 

4. How would describe the vision and values of this department? 

 

Research Question 2: How does the NGD leadership actively encourage 

employees to fulfil the brand promise? 

1. How does the leadership do encourage as an employee to fulfil the brand promise 

of the department?  

2. Can you give me examples of how leadership reinforces the brand promise? 

3. Do you think you live up to the brand promise? How so? 

4. Do the leaders create an enabling environment for productivity?  

5. What gets in the way of working productively and achieving the best performance  

 

Research question 3: What approaches does the NGD employ in utilising brand-

centric human resources management to align employee performance with the 

NGD brand values? 

1. How long have you been employed by the department? 

2. How does HR encourage your productivity and performance in relation to your 

KPIs and KRAs  

3. What would make you go over and above the call of duty in your line of work? 

Research question 4: What are the primary barriers and challenges the NGD 

employees face in aligning their performance with the NGD brand promise? 

1. How long have you had these challenges/obstacles since working at the 

department? 

2. Have they been reported? What have some of the resolutions been or promises?  
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Research question 5: How do employees perceive the effectiveness of NGD 

internal communication in enhancing employee brand citizenship behaviour within 

the organisation? 

1. Please provide some examples of internal branding-building campaigns you have 

seem around the department or that you remember. 

2. Do you think leaders in the department effectively communicate and effectively 

steer the ship the right way?  

 

The interview will conclude with the researcher expressing gratitude to the participants 

for their time and the data they have contributed.  The researcher will also take the 

opportunity to summarise the key points discussed during the interview and invite the 

participant to add any additional thoughts or reflections (Bugos et al., 2014). 
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ANNEXURE 5: ITERATION TABLE  

 

Data 

Item 

Iteration 1 Interation2 Iteration3 Iteration4 Iteration5 Iteration6 Iteration 7 Iteration 8 Iteration 9 

Question 1:  What internal branding practices are implemented by NGD  to foster employee brand-citizenship behaviour? 

What is 

your 

experien

ce of 

internal 

brandin

g in this 

compan

y, in this 

departm

ent? 

1. Empowerment 
of employees in 
terms of 
organisational 
culture 
(employee 
general 
understanding 
of internal 
branding).  

2. Training                                                                   
is an internal 
practice 
implemented by 
NGD 
(perception 
related to the 
NGD) 

Substandard internal 

branding at NGD 

(employee brand 

perception) 

1. Building loyalty of 
the organisation 
(general 
understanding of 
internal branding) 

2. Team members 
pulling same 
direction (general 
understanding of 
internal branding  

3. Employees being 
brand 
ambassadors 
(general 
understanding of 
internal branding) 

Brand components 

within the NGD so 

that people 

understand, what is it 

that we are doing, 

who we are and what 

type of service can be 

given to them or 

available to them 

(perception related to 

NGD) 

1. Employees of 
the NGD being 
ambassadors 
(general 
understanding 
of internal 
branding) 

2. Employees 
being talking 
heads of the 
department 
(general 
understanding 
of internal 
branding) 

3. Knowledge of 
what is 
happening in 
the department 
(general 
understanding 
of NGD) 

1. Ensuring 
brand visibility  

“My experience 

of internal 

branding at this 

company is that 

it doesn't really 

exist. There is 

no, there is no 

personality, 

there is no 

character. Apart 

from the logo 

that is there. 

Apart from the 

name. And the 

corporate 

colours. That's 

how I view it. 

Because I don't 

feel like, um, 

there is a 

culture that I 

can relate to. 

That I can coin 

into being part 

1. Branding of  
2. Pens 
3. Books  
4. Bottles 
5. USB’s 
6. Books  

Internal 

branding in 

government is 

not done with 

intention  
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of the internal 

branch” 

How do 

you get 

informat

ion on 

what the 

values 

of the 

departm

ent are 

from the 

employe

r? 

1. HR department  
2. Stored in 

Intranet 

1. Internet 
2. Senior manager 

interaction 
3. Emails 
4. Meetings and 

discussions  

1. Strategic 
documents (Annual 
performance plan 
and annual 
performance report 

2. Internal 
communication 
channels  

1. Internal 
communications  

2. Leaflets  
3. Flyers  
4. Pamphlets  

1. They cascade 
down from top 
management to 
junior 
management  

1. Website 
2. Pamphlets in 

all 11 official 
languages  

3. Pamphlets in 
sign 
(recommend
ation) 

1. HR 
2. This that 

are written 
and not 
lived  

3. Tick box 
exercise  

4. Policy 
exercise  

5. One way 
kind of 
information 
sharing  

 

 

Internal emails Publication 

strategic 

documents of 

the department  

How 

would 

you 

describe 

the 

culture 

in the 

departm

ent 

internall

y 

amongst 

employe

es? 

1. Good and bad 
culture 
(Employee 
brand 
perception on 
culture)  

2. Get it done 
mentality 
(employee 
brand 
perception on 
culture) 

3. Silo mentality 
(Employee 
brand 
perception on 
culture) 

4. The need for 
Integrated 
Culture 
(Strategies for 
enhancing 
culture & BCB) 

1. Lack of unity 
(employee brand 
perception on 
culture) 

2. Selfish mentality 
(employee brand 
perception on 
culture) 

3. Silo mentality 
(employee brand 
perception on 
culture) 

4. The need for 
teamwork 
(strategy for 
enhancing culture 
& BCB) 

1. Limited room for 
mistakes (employee 
brand perception on 
culture) 

2. Disjointed culture & 
us and them 
mentality 
(employee brand 
perception on 
culture) 

3. Lack of decision 
making -fearful 
culture (employee 
brand perception on 
culture) 

4. Fear of 
engagement with 
senior staff 
(employee brand 
perception on 
culture  

5. The need for team 
member 
involvement boosts 
confidence 
(strategy for 

1. Merger of two 
departments in 
one NGD created 
silo mentality  

2. One department 
had an inclusive 
environment with 
social gatherings 
outside work 

3. The other 
department not 
embracing 
togetherness and 
working in own 
corners, don’t 
often meet  

4. So, the NGD 
culture is like 
what we are use 
to 

 

1. Laid back  
2. Democratic  
3. Flexible culture  

1. Difficult 
because of 
the previous 
merger  

2. Diverse  
3. Policy driven 

culture  
 

Toxic 

 

“I don’t even 

know what the 

company 

stands for as a 

brand. What is 

it that every 

second person 

can allude to 

and say, this is 

us, this is what 

we believe in, 

this is how we 

look, this is 

what we are 

about, I think 

people view the 

1. Self – 
entitlement  

2. General 
feeling of 
complacenc
y  

No one 

solidified 

cultured 

because of two 

departments 

that merged 

Previously 

having their 

own culture  

 

 

No single well 

developed 

culture  
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enhancing culture & 
BCB) 

6. Instilled trust 
(Strategy for 
enhancing BCB) 

 

 

“It is almost a 

misnomer to pick up 

a phone and call for 

example a director 

general somebody 

much higher than you 

especially if you're 

much junior and that 

shouldn't be the 

case” 

 

culture in this 

organization 

differently. I 

promise you, if 

you speak to 

five people, you 

won't get the 

same answer. 

We'll definitely 

not get the 

same answer 

because I don't 

think we share 

the same 

values” 

How 

would 

you 

describe 

the 

vision 

and the 

values 

of this 

departm

ent? 

1. To regulate & 
implement 
policies 
(Employee 
understanding 
of vision & 
values of NGD). 

2. To attract 
investment and 
to industrialize 
(Employee 
understanding 
of vision & 
values of NGD) 

3. To empower 
females in 
industrial 
sectors 
(employee 
understanding 
of vision and 
values of NGD). 

4. To be a leader 
in regulation 

Transformation 

(employee 

understanding of 

vision and values of 

NGD) 

1. Sustainable and 
secure supply of 
electricity and 
sustainability of the 
mining sector 
(employee 
understating of 
vision and values 
of the NGD) 

 

“There are team 

members who sort of 

don't even recognise 

or realise the vision 

of the organisation 

but there are other 

team members who 

are actually actively 

working hard to get 

“I find it very 

difficult to say” 

 

1. The vision 
ensure that the 
country has got 
nuclear 

1. Monitoring 
certain entities 
of the state  

2. Ensure South 
Africans have 
electricity & 
petroleum 
products  
 

1. We deal with 
energy 

1. Forward 
thinking  

2. Innovation 
and creativity 
from science 
side  

 

Either than that  

 

1. People are 
working in 
silos  

 

“The fact that 

people, um, 

sort of 

performing in 

silos really 

doesn't give 

Creating a sector 

that is globally 

competitive. 

Forward 

thinking & 

forward-looking 

vision 

 

“I don't think 

it's inspiring. 

Yeah, that's 

the way that 

I'm looking for. 

For me, it's, 

it's the vision 

as it is. 

Expressed in 

ways and 

written, I don't, 
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(employee 
understanding 
of vision & 
values of NGD) 

 

to the realisation of 

that vision” 

 

“The values and the 

vision are 

intertwined, and they 

seem to be going to 

the same direction. If 

you were to live the 

values, you would 

ultimately realise the 

vision” 

 

 

much 

confidence to 

me or to even 

talk about. The 

vision of the 

overall 

company I left, 

particularly I 

picked one that 

I think I sort of 

see where they 

are going and 

that's it” 

 

it's inspiring 

for me. 

It's weird that 

are too 

academic for 

me that do not 

inspire 

anything” 

Question 2:  How does the NGD leadership actively encourage employees to fulfil the brand promise? 

How 

does the 

leadersh

ip do 

encoura

ge as an 

employe

e to fulfil 

the 

brand 

promise 

of the 

departm

ent? 

1. Stakeholder-
centricity 
(Leadership 
encouragement 
on fulfilling 
brand promise) 

2. To be receptive 
and warm 
towards 
stakeholders 
(leadership 
encouragement 
on fulfilling the 
brand promise 

Inclusion of junior 

management in 

higher level 

management 

meetings (Leadership 

encouragement of 

fulfilment of brand 

promise) 

1. Lack of active 
encouragement 
(employee 
perception on 
leadership) 

2. Lack of brand 
promise 
reinforcement 
(employee brand 
perception on 
leadership) 

3. Autonomy to 
contribute 
(Strategy to 
enhancing BCB) 

1. There needs to be a 
sense of openness  

1. Assigned job 
description  

1. Answer 
given was 
not relating 
to the 
question 

1. Through 
leadership 
trying to 
create a 
single-
minded 
culture after 
the merger 

2. Hiring 
external 
company for 
culture 
change  

3. Nig meeting 
held for staff 
to register 
concerns  

 

“But after that, I 

don't even, I 

don't even 

know whether 

1. Through 
giving staff 
bursaries 
that can 
help 
departmen
t achieve 
their 
desired 
goal 

“To encourage 

employees to 

leave the brand 

promise of the 

department, we 

are not doing 

enough, and I 

believe we 

could, we could 

do better, you 

know. But I 

think I've seen 

recently that 

there is a 

resurgence and 

there is a 

recognition that 
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you got the 

feedback. If you 

got the 

feedback, what 

was it saying? 

Was it 

conclusive or 

was it just for 

your 

information? 

Are they still 

going to take it 

further or 

what? I don't 

know” 

 

we need to do 

more as a 

leadership” 

 

 

Can you 

give me 

example

s of how 

leadersh

ip 

reinforc

es the 

brand 

promise

? 

Constant employee 

reinforcement and 

engagement 

(Examples of 

leadership 

reinforcing brand 

promise) 

 

 

Involvement & staff 

engagement in 

decision making 

(Examples of 

leadership reinforcing 

brand promise) 

No examples to give, 

no encouragement of 

leadership 

reinforcement of brand 

promise. 

1. Through service 
charter 
agreement  

1. Monthly & 
Quarterly 
reporting on 
the things you 
say you will do  

1. By making 
sure that 
incorrect work 
does not get 
sign-off  

Same answer as 

previous 

 1. Having 
regular 
meetings 
at the 
branch 
and at the 
Chief 
Directorate 
and at the 
branch at 
the 
directorate 
level 

 

Do you 

think 

you live 

up to the 

brand 

1. Yes 
2. Contribution, 

Responsibility, 
Collective effort 
(ways 
employees live 
up to brand 
promise) 

1. Yes  
2. Passion towards 

the industry (ways 
employee lives up 
to brand promise) 

1. Yes 
2. Never bringing 

brand in disrepute 
(ways employee 
lives up to brand 
promise) 

3. Protecting image of 
the brand internally 

1. Yes 
2. If not it’s because 

there are capacity 
issues. The 
department is 
under-capacitated  

 

1. Yes, but we 
need enablers 
e.g. 

2. Availability of 
funding 
(Strategy on 
how employee 
can live up to 

1. Yes, Through: 
2. Delivering 

positive 
representation 
of the brand  

 

Yes 

 

“You know, the 

thing is, I don't 

have 

Yes,  

 

“I've accepted 

that a leader is 

about being 

No 

 

I believe I am 

failing you as a 

leader  
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promise

? How 

so? 

and externally 
(ways employee 
lives up to brand 
promise) 

4. Clear distinction 
between personal 
and private work 
(ways employee 
lives up to brand 
promise) 

 

 

the brand 
promise) 

3. Resource 
availability  

4. Material e.g. 
ICT 

5. Tools of trade  
  

“We need warm 

bodies, we need 

people, you need 

to have a whole 

system must work 

and be well oiled 

for the car to 

move forward. I 

might want the 

car to move 

forward, I might 

be willing to be 

sort of like, I 

might be willing 

to steer the ship 

in the direction 

where the ship 

wants to go, but if 

the wheels are not 

there, or if the 

captain is not 

there, it becomes 

difficult” 

“So, for me, it's 

just 

understanding 

the corporate 

identity, 

understanding 

values, 

understanding 

what the 

department wants 

from me, my own 

mandate within 

the department. 

That's what helps 

me to pursue the 

brand. That's 

what helps me to 

move forward 

with the brand, 

represent the 

brand” 

confidence in 

the brand, so 

it's really 

difficult to, to 

treat, to truly, 

truly be 

yourself and, 

um, try and 

perform to the 

best of your 

ability because 

you just feel 

like, what's the 

point? Does 

anyone really 

care? Do 

people know 

what they are 

doing? You 

know, when 

you, when you 

are in that kind 

of a position, 

you really don't 

give it your all” 

influenced and 

be in a position 

to influence. 

So, as a leader, 

it’s not that you 

are always 

right. You also 

learn from 

those who work 

with you” 

Do the 

leaders 

create 

1. Yes and No 
2. Budget 

Constraints 
(Impact on 

1. Gradual 
improvement 
(leadership 
perception 

1. It is not a yes, no 
type of question 

2. Leadership style 
influence 

1. To a certain 
extent  

1. Leadership is 
failing  

“I think they are 

failing in a sense 

Yes and no 

 

No  

 

1. Lack of 
competency 

I’m not sure, I 

hope so 

 

No,  
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an 

enabling 

environ

ment for 

producti

vity? 

productivity and 
performance) 

3. Lack of 
resources 
(impact 
productivity & 
performance) 

4. Lack of 
information 
(impact on 
productivity & 
performance) 
 

resulting to 
productivity) 

2. Financial 
constraints 
(impact on 
productivity and 
performance) 

3. The need for 
budget in 
branding as its 
core of 
organisation 
(strategies for 
effectiveness and 
productivity 
enhancement) 

(employee brand 
perception) 

that, like I said, it 

gets difficult to do 

what you're 

supposed to do if 

you don't have 

means or 

resources to do 

that which you're 

supposed to do” 

1. Yes - given 
creative 
freedom 

2. No – under-
resourced  

3. No correct 
equipment  

4. Tedious 
procurement 
process  
 

from 
leadership 

 

“There's this 

thing of 

bureaucracy. If 

you go into a 

meeting or you 

are not allowed 

into meetings, 

you are not 

allowed to 

participate 

in key activities 

of the 

department 

because you 

are a junior 

staff. For me, 

I've observed 

that, so I can't 

say, I can’t 

generalise and 

say it's not 

happening, but 

also, I can't 

generalise and 

say it's 

happening” 

 

 

“we work 

within the 

context where 

there’s 

scarcity of 

resources to 

enable jobs 

and I mean if 

you want to 

buy 

something. 

One, if you 

have to buy 

ICT 

equipment’s 

like as an 

example takes 

the ages 

before you 

can get 1/2. If 

you want to 

get some 

things that are 

innovative. 

That will 

assist you to 

do a job 

efficiently, you 

get sent from 

pillar to post 

so which I 
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think doesn't 

create a 

conducive 

environment 

for anyone to 

be productive” 

 

What 

gets in 

the way 

of 

working 

producti

vely and 

achievin

g the 

best 

perform

ance 

Lack of 

communication 

(obstacle for 

achieving 

productivity) 

Opportunities  

(obstacle for 

achieving productivity) 

1. No conducive work 
environment 
(Obstacle for 
achieving 
productivity) 

2. Lack of 
consequence 
management 
(Obstacle for 
achieving 
productivity) 

3. Personal matter 
and personal well-
being  

 

“The reality is that 

you cannot resign 

from yourself if 

you've got issues at 

home or wherever 

you're at financially 

uh whichever way 

health-wise can 

definitely be affected 

to from a productive 

point of view” 

1. Interference 
from 
manageme
nt  

2. Dictatorship 
mindset 

1. So many 
reporting lines 
and 
bureaucracy in 
government 
(Obstacle for 
achieving 
productivity) 

 

1. Working with 
people stuck in 
an era  

2. Working with 
people who 
aren’t versatile 
in manner  

3. No 
technological 
advancement  

 

 

“You get people 

who would be like, 

you try to come 

up with a 

suggestion that is 

off now, then 

they'd be like, no, 

back in my day, 

that's not how we 

did it. And you're 

like, oh my 

goodness 

gracious, back in 

what day, I was 

not there. So that 

1. Personal 
issues  

2. Insecurities  
3. Incompeten

cies  
4. Lack of 

professional
ism 

5. Lack of 
product 
knowledge 
because 
people are 
doing things 
haphazardly  

6. Lack of 
information 
sharing v 

Gatekeeping and 

working in silos  

1. Culture  
2. Tools of 

trade  
3. Lack of 

budget  

4. Attitude 
towards 
work 
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becomes a 

problem’ 

Question 3: What approaches does DMRE employ in utilising brand-centric human resources management to align employee performance with the NGD brand 

values? 

How 

long 

have 

you 

been 

employe

d by the 

departm

ent? 

10 years  More than 20 years  3 years  12 years  13 years  2 years  Just over a year Current role is 6 

months  

 

But 6 years in 

the department  

2 years  

How 

does HR 

encoura

ge your 

producti

vity and 

perform

ance in 

relation 

to your 

KPIs 

and 

KRA's 

1. Lack of HR 
encouragement 
(brand 
perception) 

2. Performance 
encouragement 
left to employee 
(brand 
perception) 

3. Systemic 
approach in 
relationship 
between HR 
and employee 
(Performance 
development & 
management 
system & 
Monitoring 
systems).  

1. Incentives (HR 
initiatives to 
encourage 
productivity and 
performance) 

1. Policies, structures 
and templates (HR 
initiatives to 
encourage 
productivity and 
performance) 

2. HR must play more 
active role in 
guiding and not 
leave guidance to 
templates 
(strategies on how 
HR can encourage 
productivity & 
performance) 
 

1. Performance 
agreements  

1. Personal 
development 
plan submitted 
beginning of the 
year  
 

1. They don’t  
2. Tick box 

function 
3. They don’t 

particularly 
encourage  

 

 

“For me, it feels 

like another tick, 

box ticking 

exercise. Like, 

you know, 

inform people 

about disability 

day tick. Inform 

people about 

cancer 

awareness tick. 

Inform people 

1. Clear KPI’s 
2. Clear KRAs 
3. Performanc

e is 
measured 
the best 
way it can  

No sure. Not had 

that experience  

They are not, 

never seen that 

in my 

experience   
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about youth. It's 

June. It's 

obviously, it's 

everywhere in 

South Africa. 

You know, it's a 

tick box, a box 

ticking exercise 

for me. They 

don't impact me 

in any other way. 

And I would hate 

to, um, compare 

them to my 

previous 

employers in 

another 

department 

where I'd 

compare their 

HR with the 

current HR. 

Whereas, like I 

had said, if the 

HR for the DMRE 

got its own 

support, they 

don't have 

enough support” 

What 

would 

1. Leadership 
appreciation 
(Strategies for 
BCB) 

1. Resources (Car 
allowance, cell 
phone allowance, 
S&T) 

1. Being given 
autonomy (strategy 
for enhancing BCB) 

2. Appreciation, 
acknowledgment 

1. No concrete 
answer was 
given. I think we 
should yield this 
as data that is 

1. Healthy 
environment  

2. Positive and 
productive 
relationship 

1. Its innate 1. To be given 
room to be 
creative  

2. To be 
listened to 

1. Compensati
on 

“It is basically 

getting 

support being 
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make 

you go 

over 

and 

above 

the call 

of duty 

in your 

line of 

work? 

2. Leadership 
acknowledgme
nt (Strategies 
for BCB) 

3. Access to 
resources 
(Strategies for 
BCB) 

4. Flexibility and 
liberal approach 
(Strategies for 
BCB) 

5. Leadership 
Liberalism 
(Strategies for 
BCB) 
 

 

Strategies for 

enhancing BCB 

and feedback 
(strategy for 
enhancing BCB) 

3. Clear expectations  
4. Recognition and 

reward strategy for 
enhancing BCB) 

5. Leaders leading by 
example (strategy 
for enhancing BCB) 

not usable. Most 
of the answers 
where not 
aligned to the 
actual question. 

with 
employees  

3. Having 
flexibility  

3. To be 
considered  

4. No 
interference  

 

“I don't want 

interference 

because there's 

a lot of 

meddling and 

people 

interfering in 

one space. I 

have a team 

that reports to 

me, but people 

still feel the 

need to 

interfere with 

my team. I take 

decisions. 

Decisions are 

overruled. 

Decisions are 

ignored, not by 

the team 

members, but 

the influence 

that interferes 

with my team. 

So, if there was 

no interference, 

unnecessary 

provided with 

the tools to do 

my job right? 

Like where to 

be provided 

and be given a 

space to do 

my job given 

my provided 

with the tools 

and support in 

whichever 

way. Yeah, that 

that will 

enable me to 

do my job 

perfectly” 
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interference, I 

believe that I 

could soar to 

greater 

heights” 

Question 4: What are the primary barriers and challenges the NGD employees face in aligning their performance with the NGD brand promise? 

How 

long 

have 

you had 

these 

challeng

es/obsta

cles 

since 

working 

at the 

departm

ent? 

Budgetary 

constraints 

obstacles- since 

employment tenure 

(10 years) 

1. Budget 
constraints & 
constant 
introduction of 
new leadership 
key challenge – 
challenges are 
always there  

2. Need for better 
budget 
prioritisation 
especially 
branding 
(Suggested 
leadership 
implementation 
strategy) 

Biggest challenge is 

lack of feedback – 

challenge since 

employment inception 

Issues of being under-

capacitated and 

proper allocation of 

resources (right 

people in the right 

positions) 

 

These are issues that 

have been had since 

ever since participant 

started working for the 

department.  

1. Since the 
beginning of 
the year  

2. Especially 
blurry role 
lines which 
creates chaos 

 

“You see, the 

thing is with 

government 

departments is 

that they have 

cross-functional 

roles. So, 

something that I 

do, there's 

someone who's in 

the same level as 

me who does it 

for HR. 

Something that I 

do, someone else, 

so there are so 

many things that I 

do that someone 

else does, but 

their definition of 

Since I started 

working  

 

Biggest challenge 

is outdated 

equipment  

6 months  

 

 

“They’re just so 

stereotypical in 

their way of 

doing things 

and doing, you 

know, and 

doing things. 

It's the same 

way over and 

over because 

it's been done 

this way, 

therefore it's 

the right way to 

do it. You see, 

that's how I feel 

like some of the 

barriers can 

dream, uh, are 

managed” 

 

Since starting at 

the department  

 

 

“ 

My duration of 

employment 2 

years  
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what they do, the 

definition is 

different, but the 

actual execution 

of what they're 

doing is exactly 

what I'm doing. 

So, I think that's 

one of the 

problems, 

especially 

because how this 

department, all 

departments are 

separated” 

Have 

they 

been 

reported

? What 

have 

some of 

the 

resolutio

ns been 

or 

promise

s? 

Yes, no resolution 

efforts made to 

combat challenges  

 

Yes, no resolution 

efforts made to 

combat challenges 

even though reported 

to leadership 

 

Yes, no resolution 

efforts made to combat 

challenges even 

though reported to 

leadership 

 

Yes, no resolution, 

just 1 extra position 

allocation which was 

funded for. 

“You get told 

about things like 

the budget. You 

get told about 

things like the 

fiscal, which is, 

again, it's the 

budget, the fiscal 

being 

overstressed and 

some things we 

can do, some 

things we can't 

do, but those are 

the things that 

need money. But 

on the things that 

Yes, several times 

and no resolution 

Yes, Promises 

made, nothing 

done  

Well, it's 

difficult to 

change a 

culture. It goes 

back to what I 

said with 

people working 

in the private 

sector and the 

public sector. 

(13:33) It's very 

difficult to 

change that 

culture, but it's 

something that 

every day you 

try and push for 

Yes and no 

resolution 
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don't need money, 

it shows that 

there is a 

misalignment at 

the top in the 

organisational 

structure, 

because when HR 

sits down and 

they draft these 

job descriptions, 

you can't have 

something, well, 

what I know is 

that, according to 

the Public Service 

Act, there cannot 

be more than, not 

unless it's just the 

number of people 

with the same job 

description” 

people to 

accept and you 

can't force it 

down their 

throats. But 

there's this 

general hope 

that eventually 

they will realise 

that it's not for 

them” 

Question 5: How do employees perceive the effectiveness of NGD internal communication in enhancing employee brand citizenship behaviour within the 

organisation? 

Please 

provide 

some 

example

s of 

internal 

brandin

1. Take a girl child 
to school 
campaign 
(Impact on 
Internal 
branding)  

2. Creation of 
bursaries for girl 
child campaign 
(Impact on 

1. Previously there 
was a lot but now 
there are none 

2. Treasury & 
Presidency as 
bottlenecks  

3. Government must 
look into creating 
conducive 
environment for 
employees 

“Honestly, I have not 

seen it” 

 

1. Opportunity for 
department to build 
internal brand 
deliberately 
(Strategies for 

Workshops  1. Change 
management 
campaigns  

 

“department only 

big on campaigns 

that are paid but 

things that don't 

1. Youth month 
campaign 

2. Women’s 
month 
campaign 

 

“So internal 

communications

, it's, it's a little 

Only one which 

is woman’s day 

campaign 

 

 

“People were 

happy. You 

Either than the 

branding of 

materials I can’t 

think of any  

Women’s day 

activities and 

Heritage Day 

last year 
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g 

building 

campaig

ns you 

have 

seen 

around 

the 

departm

ent that 

you 

rememb

er. 

internal 
branding) 

3. Mental health 
campaigns 
(Impact on 
internal 
branding) 

4. Employee 
profiling 
campaign 
(Impact on 
internal 
branding) 

through internal 
brand building 
campaigns 
(Strategies for 
enhancing 
internal branding 
& BCB) 

4. Projects such as 
(Gym within the 
organisation, 
creche, cafeteria, 
transport) 

internal brand 
building) 

2. Internal 
communication is 
reduced to 
conveyer belt 
where 
announcements 
(employee 
perception on 
internal 
communications) 

3. More a prescriptive 
form of 
communication and 
not a platform to 
galvanize, support, 
motivate and 
encourage team 

4. Research – run 
surveys on to 
check mood of 
team members  

 

“Setting the mood, or 

moodset. High-

performance climates 

have inspiring 

servant-leadership at 

the heart of them. The 

leader maintains a 

balance between the 

"balcony" and the 

"dancefloor" to win 

the hearts of the 

team” – Tim Wigham 

 

have monetary 

value, but matter 

the most to the 

workers, they 

don't take them 

seriously” 

slow, it's a little 

backward” 

know when 

people don't 

even get 

enough 

activities to be 

done. It doesn't 

matter what 

you give them, 

they'll 

appreciate it 

because they 

don't get 

enough. The 

little that you 

give, they'll 

jump at that 

opportunity. 

But I feel like 

the internal 

comms can do 

better” 

Do you 

think 

leaders 

Yes, however there 

is: 

 

Not 100% 

 

 

Generally, 

 

Improvement is 

needed  

 

No, I don’t think so 

 

No, they are not 

 

 

Definitely not  

 

“Ever since I've 

been in this 

department, the 

No, I don’t think 

we 
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in the 

departm

ent 

effective

ly 

commun

icate 

and 

effective

ly steer 

the ship 

the right 

way? 

1.  Lack of    
information 
sharing 
(Leadership 
perception) 

1. Lack of 
communication 
(Leadership 
perception) 

2. Need for drastic 
improvement of 
leadership 
(Leadership 
perception) 

1. Top-down 
approach and 
instructive. No two-
way 

2. Instructive 
communication 
results to 
despondent team  

3. Respect= better 
results  

 

Ultimately:  

 

“Effectiveness of 

communication 

depends on the 

receiver of the 

communication and 

not necessarily the 

centre of the 

communication, in 

my view” 

1. Misallocation of 
resources  

“Can't have a captain 

in that flight. Can't 

have somebody who 

doesn't even have a 

code, a C1 driver's 

licence to be driving 

it. That's as simple as 

that. Allocation of 

resources, the right 

people at the right 

position will be able 

to drive. And as I see 

it now, we are still 

having a challenge. 

That is why the skills 

audit, we're still 

having a challenge of 

people who are 

sitting in the wrong 

positions with the 

specific 

qualifications. So, 

once we can get that 

onto the right, the 

ship will move fast. 

It's going 

directionally right, 

but it is not moving in 

the right place 

because of 

1. Lot of 
animosity 
among 
leaders  

2. Political 
interference  

 

“When the head of 

the fish is rotten, 

automatically the 

whole body is 

aborted. If you get 

it right at the top, 

it's easy for 

everything to just 

to just be straight 

and narrow and to 

go into. So, if the 

management can 

get that right, 

managers behave 

like managers. 

Managers must 

think like 

managers. 

Managers must 

be managers” 

1. Too many 
politics  

2. Too much 
interference  

 

“I wish people 

could just 

understand that 

they are not in 

leadership 

positions to 

bully people or 

to sort of, um, 

make you envy 

them or 

worship them. I 

wish people 

could 

understand that 

being a leader, 

you are there to 

shape 

someone, to 

mentor 

someone, to 

create, um, a 

path for 

someone that's 

going to lead 

after you, you 

know, I wish 

there was sort 

of a succession 

communication 

has always 

been centred 

around one 

person- The 

leader. Not 

leadership. 

There's this 

feeling that, 

that’s my 

biasness. 

People hide 

behind the 

leader, and they 

never want 

to communicat

e the work they 

are doing and 

whereas it is 

their work. The 

best place to 

communicate it 

but there's this 

general feeling 

of people trying 

to play safe and 

never want to 

be in the 

public domain. 

Never want to 

find themselves 

contradicting 

communicate 

effectively  
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misallocation of 

resources” 

plan that 

people were 

aware of and 

they were really 

nurturing it. So, 

I feel like 

people are just 

self-focusing. 

They don't care 

about who's 

coming next. 

What am I 

teaching this 

person” 

one another 

and then it is 

always left to 

one particular 

individual. The 

leader at the 

time who's 

assigned to this 

particular 

portfolio in the 

department to 

do the 

communication 

which is very 

much limited. I 

think that's one 

area that needs 

to improve” 
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ANNEXURE 6: NON-DISCLOSURE AGREEMENT  

 

CONFIDENTIALITY AND NON-DISCLOSURE AGREEMENT CONFIDENTIAL 

INFORMATION 

In this Agreement, "Confidential Information" shall mean all information disclosed by the 

Parties to this Agreement, directly or indirectly, in writing, orally, which by its nature or the 

circumstances of its disclosure should be reasonably construed as being confidential. 

It is a condition of engagement that the Parties shall preserve and aid in preserving all 

Confidential Information, in particular any confidential company information, which may be 

revealed during the course of the Parties' interactions. Such Confidential Information relates 

to information that is not in the public domain. 

 

1. The Parties shall at all times keep the contents of the interview recordings provided by the 

researcher, and this agreement, confidential and shall use its best endeavours to keep 

confidential any information which it has acquired or may acquire. 

 

2. The Parties undertake in relation to the Confidential Information, as follows: 

a. not to use any Confidential Information for any purpose (including any technical or 

commercial purpose) other than for the permitted use. 

b. not to disclose any part of the Confidential Information to any third party; and 

c. not to disclose any part of the Confidential Information to its employees or 

professional advisors, except to those employees or professional advisors who are 

required to receive the Confidential Information for purposes of the permitted use, it 

being understood that the Parties shall – 

 

i. inform such employees or professional advisors of the confidential nature of such 

information; and 

 

ii. instruct them to treat such information confidentially in accordance with the terms of 

this Agreement; and 

 

iii. be responsible if its employees or professional advisors to whom it has 

disclosed the Confidential Information should fail to treat such information 

confidentially in accordance with the terms of this Agreement. 

 

3. Neither Party shall use or disclose Confidential Information except with prior written consent 

or in accordance with an order of a court of competent jurisdiction or in order to comply with 
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any law or governmental regulations by which any Party concerned is bound or as may be 

lawfully requested in writing by any governmental authority. 

 

4. In the event that the receiving party should breach the provisions of this agreement and fail 

to remedy such breach within 7 (seven) days from date of a written notice to do so, then the 

disclosing party shall be entitled to invoke all remedies available to it in law including the 

institution of urgent interim proceedings and/or an action for damages. 

 

5. The Parties undertake to permanently delete any electronic copies of Confidential 

Information received and destroy any confidential printed documentation or similar material 

in their possession promptly once they are no longer required for the negotiation of a 

proposed services or on completion of the contracted services. 

 

6. Upon termination of negotiations for a proposed service or on completion of the contracted 

service, the Parties are to confirm to each other that they are no longer in possession of any 

Confidential Information. 

 

7. The confidentiality obligations as contained in this Agreement shall commence from the date 

of signature of this Agreement and shall remain in force indefinitely irrespective of the 

termination of the contracted services. 

 

For the researcher: 

 

Signed by at on this  day of 20 . Name:  Signature:    

  

Witness 1: Witness 2:    

 

For the editor: 

 

Signed at on this day of 20 . Name:   Signature:    

  

Witness 1: Witness 2:    
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ANNEXURE 8: EDITOR CONFIRMATION 

 




