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ABSTRACT
The aim of the study was to develop, validate snd implement a measure of
in-company industrisl relations climate (IRC). A model of im-company
industrial relations (IR) was formulated within the context of an open
IR system. Key in-company IR dimensions of employee representatiom,
grievance and disciplizazy procedures, communicetions, supervision and
peer group were identified. The effective functioning of these
components was seen a§ necessary 1f an overall poliey strategy to deal
with in-company IR was to be operationalised. The use of IR climate
(IRC) as a specific type of organisational climate was proposed as a
suitable form of analysis of in-company IR. The need for a

rically reliable and valid in was indicated and an

appropriate procedure for establishing a reliable and valid inm-company

IRC scale was formulsted and implemented.

The validation procedure was implemented through the application of an
initial form of the in-company IRG scale (IIRGS) to a sample of 16
subjects in a pilot study. The gcale was revised and administered as
part of a batteryy which included scales estsblishing organisational
commitment and job satisfaction, to a sample of subjects ( n = 393) at a
South African gold mine. A separate sample of 32 employees was drawn

from the organisation to establish test-retest reliabilicy.

The LIRCS was vefined through the elimination of items which reduced the
reliability of the sub-scales. The sub-szale of peer group was
eliminated because of limitatlons of reliabiliry and construct validity,
Results for the revised sub-scales assessing the remaining in-company
IRC dimensions indicated acceptable levels of internal-consistency and

test-retest rellabllity coefficlents. Correlations between IIRCS




sub-scales indicated a common underlying comstruct of in-company IRC.
Sub-scales nevertheless displayed a discriminatory capacity inm
addressing the separats in-~company IRC dimensions. Significant
correlations were demonsirated between IIRCS sub-scales and the
criterion variables of organisational commitment and job satisfaction.
Intra-correlations of IIRCS sub~scales were in all cases greater than
those between sub-scales and criterion variables, indicating th~
capacity of subescales to discriminate between the construct of IRC and
criterion constructs. Results from the implementation of the IIRCS to
examine the in-company IRC of the mine reflected expected differences
within contrasted groups on the variables of race and skill level.
Significant differences were also manifested across shafts, indicating
the scale's capacity to differentiate and identify IRC within the

organisational context.

Overall, the IIRCS ated ptable tics of

reliability and validity and indicated that it could effectively be
utilised to analyse the in-company IR of an organisation, The IIRCS
also identified the dimensions of grievance procedure, disciplinary
procedure, communications, employee representation and supervision as
separate but integral parts of an IR policy approach. Conmsequeatly, the
TIRCS 1s seen to provide a monitoring function which can indicate
problem/conflict areas and facilitate the reformulation of policy to
deal more effectively with organisatiomal IR. Further research is
necessary to establish a data base for comparative purposes, and to
locate the importance of in-company IRC within the influence of other

areas affecting organisational IR.
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"Few concepts have been subject to such varied interpretation
as the coacept of industrial relations.

The term has its own special comnotations to each

individual concerned with employer-employee relations"

(Owen & Finstone, 1964, p. vii).

Industrial relations (IR) has developed through, and provides the
meeting place for, « ouaber of disciplines. Each of these disciplives

contributes only a partial d ding of the of IR

(Barrett, Rhodes & Beishon; 1975; Henneman, 1969). The disciplines,
vhich include economics, industrial psycholugy, industrial soc. :ox ,
and law, have examined varying problems, variables and relai. ~suips in
the work setting. The diverse subject content of disciplines and their
contributions have led to differences in concepts, terminolegy and
methodology within the Edeld of IR (Henneman, 1969; Somers, 1969). The
consequence of these .. ‘ferences has been & historical lack of clarity
in the approaches used 1o locate theory and research within IR as a

discipline (Barrett et al., L975; Henneman, 1969; Wiehahn, 1981),

The systematization of IR subject material to ereste a broad comceptual
framework within which the discipliide could be spproached was

pioneered by Dunlop (1958) (Jackson, 1977a; Woci, ‘Iagner, Armstrong,
Goodman & Davies, 1975). Dunlop (1958) developwd @ lramework detailing
the concept of an IR system bound together by a zvemon ideology. Within

the IR system, the environmental forces of the matket, technology amrd

power relatiouships are related to the interactions of workers,

management and government agencies (Dunlop, 1958). A major cutput of

e




the IR system is the establishment and administration of substantive and
procedural rules which define the status of the actors of the system and
govern their conduct at che workplace and work community (Dunlop, 1958,
Jackson, 1977a). For Nunlop (1958}, his approach presents a general
theory of IR which easks to provide the tools of analysis to interpret

and to gain understandlng of the widest range of IR facts and practices.

Dutilop's presentation of a gemeral theory of IR provided the first
significant and comprehensive framework for studying the subject in this
way (Barrett, et al., 19/5), However, Dunlop's (1958) approach has been
criticised by a number of authors (Jackson, 1977a). Although varying
criticisws have been made, Jackson (19772) points out that simjlar
defects are noted among these authors. Bain and Clegg (1974} and Somers
(1969) argue that Dunlop’s concept of a common ideology which binds the
system might be taken to imply that an IR system is naturally stable and
integrative, and necessarily strives to perp‘etuace itself. This is seen
by Bain and Clegg (1974) as having congervative implications which are
unacceptable in the light of the dynamic mature of IR. Hywan (1977)
also centres much of his criticism on the conservative nature of
Dunlop's theory. Hyman (1977) states that defining the subject om rules
and regulations and not taking into account the sources as well as
consequences of conflict ifmplies that IR is all about the maintenance of
stability and regularity in industry. Also, Dunlop (1958) has been
criticised for undev-emphasising the role of behavioural variables such
as human motivation, perceptions and attitudes in his model (Bain &

Clegg, 1974; Byman, 1977; Somers, 1969; Wood et al., 1975). Although the




aetance o)X bebhav 'ouval variables wili dilfier scwoss situatious, these

nehevioural factors are seen sz gsgential in attempting a full
nxplanation nf IR behaviour and its determinants (Bain & Clegg, 19743

himmin & Bingh, (973; Wood et al., 1973).

‘he open systewms approsch represents a strategy to modify the systems
-haoty propoged by funlop (1938) so as to take fato account the
riticioms levelled at Dunlop's spproach {Jacksom, 1977a), This is
iccompliished by broadening the scope of the system to include procegses
iy whick sonflict is generasted as well as those of resolution, by the
inelusion of behavioural as well as structural variables and
relationships, and by the provision of channels of feedback ‘within the
system which cen sllow for dynamic change (Bain & Clegg, 1974; Craig,
975; Jacksom, 1977a), The open systems approach sees the subject
matter as & set of interrelated parts operating within the environment
iCraig, 1973). The approach implies that the system, in additime to its
swn inputs, also receives inputs from the environment. These inmputs are
transformed into outputs which affect the system itself and surrounding
environmental sub-systems, The system thus interacts continucusly with
itself and the environment at a number of levels (Craig, 1975; Xatz &

Zaha, 1978).

nowaver, conceptualising IR within an open system framework still falls
short of providing an integrated theory (Jackson, 1977a). Jeckson
+1977a) points out that different writers supporting open systems theory
anphasise different viewpoints. BSome approaches laook only at the

environment to obtain evidence of the way the system is functionming,

o
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others look at the system from a number of viewpoints in order to
understand the convext of the system in the environment more fully
(Jackson, 1977a). The first typs of approach is seen by Jacksom {1377a)
to lead to a selective choice of which aspects to consider. This might
lead to the ignoring of relevant material not directly related to IR.
The second is seen to create problems in unification and integration
because of the focus on individual diffsrences. EBither way, a unitary
IR systems approach 15 being lost (Jacksoun, 19772). Besides problems in
approaches, the major problem is the need for development of IR open
systems theory before it can be utilised effectively (Bain & Clegg,
1974; Barrett et al., 1975). This situstion arises from the vast
wmaterial which must be codsidere‘d and the establishing of content and
boundaries (Barrett et al,, 1975; Somers, 1969). As Anthony (1977}
points out, some parts of the "system" are entirely different from
others and each of these is an emormously complex "system open to an
infinity of influences. The difffculties in the provision of an

1 theory are reflected by (1969) who states that

although 2 general operational IR system exista, its size and complexity

is such that it is known to ne man.

Despite this failure to provide for a general integrated theory, the
open systems approach has a great deal of use as a heuristic device or
model within which the mass of facts relevant to the study of IR can be
organised (Bain & Clegg, 1974). Used as a heuristic device, the concept
of an open system not only gives IR an analytical focus, but also points
to a range of factors which should be taken into account in trying to
explain the behaviours of the actors in the IR system (Bain & Clegg,

1974). Comsequently, it provides a comprehensive way of identifying,




analysing, synthesising and evaluating straregic variables of an
industrial relations system {(Barrect et al., 1975). Attempts at
theerizing can be instituted as contributions to the formulation of
large scale operational theories and partial systems based on this
theorizing can be tested empirically for their efficiency (Bain & Clegg,

1974; Barrett et al., 1575; Henmeman, 1969).

Use of the IR open systems approach ss & heuristic device hss three

major implications for the presenr studys

2) The approach provides a framework whereby one can become aware of
the extent, nature, and contributions of variables influencing
lsbour/management interactlons. A need for lim{ted theorizing and
research within this framework is detailed. Consequently, the

present study addresses ftself to the specific area of in-company

IR within a systems approach. The particular context of in-company
IR is discussed, its functions are examined, and consideration of
its operationalisation and the necessity and pature of its

agsessment is entered lato,

b)  The IR open systems approach acknowledges a range of psychological
factors such as motivation, perceptions and attitudes which should
be tsken into account in explaining the behaviours of the
participants in the IR system. These psychological factors have
led to increasing dnterest and examination of IR by psychologists
in tecent years (Brothertom & Stephenson, 1975; Fullagar, 1984;

Gordon & Nurick, 1981; Kelly & Nicholson, 1980; Kochan, 1980).

P




Research by the above authors has demonstrated the utility of
psychologfcal concepts and methodology to assess & number of IR
dimensions, Witk this in mind the presenc study examines the
application of psychological concepts and methodology in the

essessment of in-compasy IR.

@)  Barret et al. {1975) and Bain and Clegg (1974) emphasise that the
importance which can be attached to any particular strategic factor
of the IR system is & matter fov empirical investigatiom. Thus,
Bain and Clegg (1974) see the most effective way to proceed in IR
research ag the development of concepts and theories which are
specific enough to be tested empirically but general enough to be
used in explaining the widest possible range of phenomena, The
present study therefore, will develop and implement a psychometric
measure of in-company IR. This measure will be validated and
implemented and the implications for in-company IR will be

discussed,

These three implications provide a framework which the present study
will follow. The initial discussion therefore, will address the area of

in-company IR.

In-company Industrial Relations

IR gceurs in social units with boundaries that are observable although

varying in degree of permeability - the work group, the plant, the

company, the industry, the region and the nation (Walker, 1879). Such




units form a system of interacting forces of differing nature, strength
and functioning which will affect any area of IR being studied (Craig,
1975; Walker, 1979). This means that the behaviour of employees in a
particular unit cannot be fully explained without reference to other
elements of the situation, However, Some measure of understanding and
explanation of the characteristics or influances of a specific
unit/situation can bé obtained, provided the examination of the umit/
situation 1s placed in the context of the overall system (Walker, 1979).
For this reason examination of im-company IR must be placed in the

context of the operating system in which it is located.

In the present study, in-company IR is placed in the context of three
facets: the environment and its systems. t' . rruinisatiosm, end
organisational IR (Craig, 1975; Margerison /$49; n Collex, 1979;
Walker, 1879) (see Figure 1), Envirommental sy.cems influencing

in-company IR are seen to include the ecologlcal, economic, political,

legal and soclal systems (Craig, 1973; Walker, 1979), These systems are
seen to have & significant effect on in-company IR by imposing
conditions and the context in which the organisation, its members, and
organisational IR must operate (Craig, 1975). <Conditions which are
regulated include the physical surroundings of the organisation and its
membars; the labour, money and product markets; legislative requirements
that individuals and groups must adhere to, both within the social and
work environments; and the belief and value systems of the actors
(Craig, 197%; Walker, 1979). For the purpose of the model demonstrated
in Figure 1, IR influences which fall outside the ambit of the

organisation are alsc included in the area of environmental systems for
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analytical purposes. Such influences could involve industry wide
agreements, IR legislation, and transnatiomal bodies such as
international union federations and the International Labour

Organisation (Walker, 1979),

Although Craig (1975) and Walker {1%79) identify the environmental
context of IR, they fail to differentiate levels of the IR system
itself, However, Margerison (1969} and Van Coller (1979) indicate that
the organisational context has particulax implications for IR. Although
the organisation arises as a response to environmental demands, once
established it becomes an interacting systew in its own right (Katz &
Kabm, 1978; Schein, 1980). The resultant organisational structure has
implications for the naturs of organisational procedures and processes,
labour composition, working conditions and ultimately the way in which
menagement/employee relations are orientated (Margerison. 1969; Van
Coller, 1979). Consequently Van Coller (1979) sees the structural
characteristics of the organisation as important in determining the
potential for conflict wirthin the organisation. Where the
organisation's structural features make it a high conflict industry,
this will move the underlying mansgement and employee perceptions of how

they feel rowards an antagonistic relationship (Van Coller, 1979).

Organisational IR is seen to deal with two major areas to regulate
management employee relationships. Collective bargaining involves the

interaction of management and the umion officials representing employees
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in {(a) the allecation of scarce resources within the organisatien, and
(b) in determining 2 framework within which relations between the
parties can be organised and conducted (Douwes-Dekker, 1981; Pirom,
1982a). In-company IR deals with the issues arising from the shop floor
pertaining to the interests of employees and how they are handled
through labour/management interactions (Wiehahn, 1981), Both of these
dimensions interdct with each other and both are affected by influences
from the structural nature of the organisation itself and the wider

environment.

Mitchell and Corbett (1973) see IR within the organisation as the area
of employment where certain inevitable differences of interegt between
employer and employee are brought into focus and discussed, Selutions
may then be found to the various problems which arise both in the
day-~to-day running of & factory and the area of policy imspired change.
Relationships at work between employers, individual employees, and
groups of employees are seen as being of primary concern in such conduct
of IR within the organisation (Mitchell & Corbett, 1973). In-company IR
addresses these relationships in the context of a wide vange of
interactions which oceur at the interface between management and
employees within the company (Bluen, 1981; Wichahn, 1981). Cuthbert
(1873), Wiehatn (1981) and Vam Coller (1979) see the jmportance in the
zegulation of this incerface deriving from the fact that the vast
majority of issues that can give rise to labour unrest (e.g.,
supervision, remuneration, condiltions of service) can be avoided or

veconcilaed at the in-house level. For Wishahn (1981):
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"all developments indicate that the In-house situation will

be one on the high temperature areas in the field of

industrial velations and that grievances arising from poor
relations between management and workers, fumbling or

bad handling of issues ab that level could give rise to unrest at

industry or other high levels" (p. 146).

In-company IR therefore has a specific role to play in the study of
management/employee relations, However, examination of the operation of
in~compsny IR must be placed in perspective if its function is to be
analysed, This examination therefore requires an understanding of the
origins of conflict within the orgrulsation, the nscessity for its
regulation, 8nd the rationale for the development of the regulatory.

framework that ¢cnstitutes in—company IR.

The Origins of Conflict, CGo~gperation and Regulation

The conflicts which characterise organisational IR are generated through
the internezl bargaining exchange relatiemships within the organisation
(Somers, 1863). In the exchange of labour, one hopes to benefit from

one's relationship with the other party. However, in order to gain the

desired consequence, the person must alsc incur the cost of what others
expect in turn (Scmers, 1969; Walker, 1979). It is the price or
valuation of labour as a reward for the employse's productive

contribution in the economic process that becomes the central issue in

the exchange relationship. This price of labour extends beyond the

basic wage transaction ta the canditions of employwent and decisions
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that divectly affect -vrioyess (Flanders, 1975; Van Coller, 1979). For
management, the price or }abour must be minimised in order to allow for
the maximum reinvestment of capital in pursuit of further gain, or it
ui.st be realised for the bemefit of shareholders as owners of thes
company (Batstonme, 1979), For employees on the other hand, the
production of capital in the enterprise 15 seen to be a consequence of
the labour they have expended in the productive process, and they expect
maximum return possible for such labour in order to accommodate their
own needs, aspirations and vbjectives (Batstome, 1979; Douwes-Dekker,

1982).

The fulfilment of needs, aspirations and objectives by both management
and workers can ounly be realised through the continued existence of the
organisation providing the souxce of capital (Batstone, 1979). 4s
Batstone (1979) points out, this means that both parties are responsible
for the long term maintenance of the organisation and as such both
employees and management have to provide at least minimal co-operation
if they are to achieve valued goals and rewards. The interaction allows
the articulavion of divergent objectives and interests, and aexplores the
reconciliation of these (Coser, 1964). The reconolliation process is
seen to lead to the formulation of regulatory rules or norms for the
conduct of the parties, and the establishment of institutions to
reinforce and interpret the rules or agreements. The framework s not
seen to regsolve conflict but rather to provide for a regulation of it,
There is still an acknowledgement of the continuation of conflict and an

ongoing need to deal with conflitt,

Lt

EET
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To enhance this co-operative regulatory relationship s transformation of
management power into management auchority is instituted (Batstone,
1979; Douwes-Dekker, 1981; Fox, 1971). The importance of the
transformation of power into aur.h:tic‘y lies in the fundamental
differences batween the two coneeps. According to Fox (1971), im
authority relationships the subordinates legitimise the order giving
role of the superior aud although sanctions sre deemed necessary to
deter or punish transgressions, these too are legitimized. In power
relationships however, sanctions are used to impose upon others
behaviour norms which they do not legitimise. Since behaviour is forced
upon them without their "consent', subordinstes are more likely to see

themgelves as experiencing pressure of coercion (Fox, 1971},

The practical significance of the distinction between power and
suthority is that since rights are correlative with abligatioms, a
percon who accepts the rightness of a supervisor's demand for obedience
feels obliged to obey {Fox, 1971). The quality of this pattern of
coupliance is likely to be very different from that prevailing where
conpliance can only be secured by the exercise or threat of sanctions
which the subject perceives as illegitimate., It is the difference
between willing co-operation and a forced obedience under duress -
obedience which is withdrawn whenever the coercive sanctions are not
immediately in evidence. The regulated behaviour pattern means that
through the establishment 6f authority relations, management comtrol
over the system of work relations moves from one of coercion to one of

consent {Fox, 1971).
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Dahrendorf (1959) states that if regulation is to be possible, three

conditions must be fulfilled:

a)  Both parties have to recognise th. necessity and reality of the
conflict situatdion. Wheraver the attempt is made to dispute the
case of the opponent by calling it "unrealistic”, or to deny the
opponent the opportunity to mske a case ar all, or to put too great
an emphasls on alleged "common fnterests”, effective regulation is

not possible.

b) The second condition is that rhe parties must be organised as
interest groups. So lomg as the conflicting parties are diffuse

incoherent aggregates, regulation is virtually impossible.

¢} These opposing parties have to agree on certain formal rules of the

game in the interactive relationship.

The nature of the rules, decisions and agreements involved in the

relationghip of the parties will be a reflection of the relative

strength of ng power of and employees in the labour

exchange relationship {(Fox, 1971; Somers, 1969).

Anthony (1977) points out that in this regulatovy relationship the
situation exists where power and tactical skill in the form of coerclon
are used to bring grudging opponents to accept conclusions they would
want to avoid, This part of the ralationship must be seen against the
necessary co-operative dimension - what Anthony (1977) sees as

coustitutional regulation. The constitutional regulation jnvolves the




and is developed to protect
degree.of damage due to the

(E977) states:

"the coercive and the

distinet and separate.

watuyal sgreemeut of the Limits sud wanner {n which power can be applied
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the partize from inflicting an unacceptable

conflict of interests, However, Anthony

constitutional level are mever entirely

1f the ponstitutional protection which

the parties have agreed to provide for each other reflects a
degree of coercive powers which one of the parties no longer
enjoys, there f% likely to be pressurs to change the

congtitutional relationship, to change the rules by which the

geme is played” (p. 10).

Thus, in the avent that the views of rither party change regarding

pereeption of the power balance and the relstive protection which the
rules afford, the commitment to respect the system also changes
(Anthony, 1977), Decreased commitment leads to pressure on the system to
change, Pressure may be exercised formally thrcugh agreements or it may

take the form of “unofficial" action. In unofficial action the actual

behaviour of the one side begins to show scant regard for procedural

wules, although these rules might perbaps continue to be acknowledged
Yormally (Anthony, 1977). The application of officilal or unofficial
pressure is seen to lead ta an improved system of interaction: The
&ystem adapts ro meet changing circumstances and becomes more functional
1n orvder to maintain commitment to working within the system (Kelly &

Wicheleon, 1980).
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The framework for regulation therefore, is operationalised ou the basis
of the acknowledgement of conflict, and a commitment by both parties to
deal with it through participation in & mutually sgreed system. This
system contalns rules, procedures and bebaviours which co-ordinate the
interaction between the two parties. On management‘s part, a power
sharing relationship 1s ertered into wheveby management must give up
some of its sutonomy lan the decision making process and there must be
acknowledgement of employee involvement and influence in decision making
(Fox, 1971). The participation of employees on the other hand, implies
a certain acceptance of the legitimacy of management's position in the
regulatory relationship {Batstone, 1979). In a radical ecritique of IR
such legitimisation does not occur. The process of worker participation
1s rejected in favour of worker control amd & conflictusl relationship
Tesults (Thomson & Murray, 1976). Thus, if conflict is to be

regulated effectively, each party has to recognise the legitimacy of the
other's existence, This allows for the acceptance of a framework within

which to conduct the velatlonship.

Although the pature of the relatiouship is changing continucusly due to
inputs from both the internal and external envirommeuts, there is
generally normative agreement on behaviours within the system (Craig,
1975; Fox, 1971). There is a recognition by both sides that any
immediste tactical advantage resulting from the violation of shared
expectations would be outweighed by damage to the system within which
they had hitherto accomplished satisfactory results (Fox 1971). The
regulatory agreement consequently calls for a parameter of shared
values, expectations and rrust between the opposing parties (Anthomy,

1977). Industrial relations policy represents an overt sttempt to
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prepare such a position or posture relative to the organmisational
situation (Cuthbert, 1973). The formulation of an IR policy acceptable
to all parties is seen therefore as an essential prerequisite for the
establishment of a regulatory xelationship based on the legitimation of

suthority (Brandt, 1973; Douwes~Dekker, 1981),

Industrial Relations Policy

The IR policy constitutes a means of uesisting management to establish
and maintain an ordered and consistent framework for the conduct of IR
within the organisation (Brewster, GiLl & Richbell, 1981). Its purpose
15 to define the IR objectives of the organisation and to embody the
program to achieve such objectives in a formal statement. Brewster et
al. (1981) de=cribe it as "a set of proposals and actioms which
establishes the organisation’s approach to its employees and acts as &

reference point for management” (p. 3).

The development of IR policy requires a comprehensive strategy., = The
policy cannot be articulated successfully withour regard to the total
palicies, plans and objectives of the organisatien (Cuthbert, 1973).
The policy must reflect the interactlon of IR with the policies in other
areas of concern, such as production, finance or marketing. In this way
it becomss a part of a total approach with which the organisation
pursues its business objectives in a consistent mamner (Anthony, 1977;
Cuthbert, 1973; Douwes-Dekker, 1981). The response of the organisation
to potential disruptions thus becomes foreseen and corrective mechanisms
and procedures are prescribed and built into the systam (Katz & Kahm,

1978),
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Brandt (1973) states that IR policies have a cyclical nature which
enables them to accommodate and reflect the changing circumstances of
the strength of the parties involved in the regulatory relationship.
This cyclical nature involves distinguishable periods and phases which

operate on an ongoing basis. These phases are in broad terms:

a) the peried of formulation of policy;

b) the expression and transmizsion of the policy to those who will use
it and those who will be subject to it;

c} the interpretation, instruction in, and application of the policy;

d) the evaluation of the policy, where it is established which

elements failed to work properly.

Reformularion occurs on the basis of evaluation and addresses two
dimensions. These dimensions involve aspects included in the policy
which were unworkable or irrelevant, and external changes or
developments which ean alter policy formulation or which were not
congidered at the time the policy was prepared. Reformulation takas the
form of attempts to restructure and rewrite the policy so that it cam
focus better on designated objectives by providing more accurate
guidelines. These spply to both structural characteristics and the

relevant behavioural criteria (Brandt, 1973).

The IR policy goes beyond written documentation to a set of shared
expectations and intentions of the actors regarding IR and related

behaviour {Brewster et al., 198l). This unwritten approach is seen by




- 19 -

Brewster et al, (1981) as complimenting aspects of written policy and
can give guidance on fundamental principles, yet emcourage flexibility
within the context of these principles, The unwritten approach can also
exist in an organisation inm which no written IR policy is formulated but
" where proposals and actions regarding guidelines in the conduct of IR
exist at an unwritten level (Anthomy, 1977; Brewster et al., 1981;

Cuthbert, 1973).

Guidelines of policy and the laying down of governing laws of conduet
and rules of action to which parties are subject should be drawn vp by
top management thirough discussion and with the acceptance of all parties
(Bluen, 198l; Brewster ot al., 1982). This provides all parties with a
framework within which they can operate and enhauces commitment to the
sdherence of policy statements (Bluen, 19813 Prandt, 1973; Cuthbert,
1973). The poiicy framework rests orn the formulation of objsctives and
values, the balanced formality of procedures, and matching types of
conflict with the means of resolution, The framework should represeat
an attractive medium for all parties to work for the
resolution/regulation of confiict (Aram & Salipante, 1581}, Ulrimately
the policy represents management's poSture towards the reception,
consideration, evaluation and resolution of employee requests, demands

and needs (Batstone, 1979).

The reception, consideration, evaluation and resolution of employee
vequests, demands and needs can be accomplished through formal and
informal or unwritten dimensions of an IR framework (Avam & Salipante,

1982; Kyhn, 1961). Although there seems to be no simple ralationship
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between the formality of the IR framework and effectivemess, it is
generally accepted that formelity is seenm to lead to a regulation and
ordering of conflict within the organisation (Aram & Salipante, 1981).
The Donavan Commigsion Report (cited im Thomson & Murray, 1976) argues
that the growth of localised unofficial industrial action in Britain
reflects the lack of orderly procedures for grievance handling and
bargaining at the plant level. Industriss characterised by orderly
procedures aud the acceptance of these by the workforce have been
identified by a number of authors as belng in states of relative peace
{Goodmau, Armstrong, Davies & Wagner, 1977; Hyman, 1977; Kelly &

Nichelson, 1980; Wiehahn, 1981),

However, dispute resolution does mot depend only on formal mechanisms.
Informal processes in the labour/madagement interactions also play a
part in the resolution of comflict (Kuhn, 1961), Informal processes in
IR are often seen to compliment or reinforce formslised procedures,
allowing the formalised procedures to be more complete in IR dealings

(Aram & Salipante, 1981; Thomton & Murray, 1976). Besides the xole of

supporting existing farmal p es, informal p can arise as a
response to the abdence of formalised structure and the need to perform
the function of that mechanisim (Briggs, 1981). Corwinm {1969), Bothe
(1977) and McKersie and Shropshire (1962) all indicate aspects of
ai‘ganisa:ional IR where informal mechanisims have substituted for or
dealt with issues before reaching the formalised compenents of the IR
framework (e.g., settiement of grievances). Consequently the conduct of
the IR policy must allow for the influence of both formal and informal

processes in the regulatory relationship,
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The achlevement of effective regulation 1s only pogsible if the IR
policy framework comprehensively addresses the relationship between
management ahd employees. The weans of regulation therefore, must be
matched with the nature of conflict in the differant areas addressed by
policy (Aram & Salipante, 1981). Key components of the IR framework
which must ba addressed in policy include employee representatiom,
grievarice snd disciplinary procedures, and communications. (Bluen, 1981;
Cuthbert, 1973; Douwes-Dekker, 1981; Piron 1982a, 1982b; Van Coller,

1979). These dimensions are designed te perform specific funceions in

regulating in-company IR comflict and are discussad below.

Employee Representation

The employee representative structures embody the parameters within

which the rel between and employees is actad out

(Hyman, 1977). The establishment of this relationship allows for

formalised discussion and decision making in areas of concern to both
parties (Hyman, 1977; Piron, 1982a). For Jackson (1977) it 1s lmportant
to take ag much care with an internal system of representation as it is
with the need for adequare external machinery for collective bargaining.

[ 1y employee ion is essential for am in-cowpany IR

system (Van Coller, 1979; Wiehahn, 1981). Labour/management interaction
has historically been conducted through committee systems in the South
African context. These have not possessed the requisite negotiating
strength or representativeness of employees (Douwes-Dekker, 1981).
Consequently, the area of in~cowpany repregentation is becoming
increasingly regulated by the institutiom of plant based bargaining by

unions (Bluen & van Zwam, 1983; Piron, 1982a2). Management is facing

el
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stronger, more effective and better organised representation of
employees and needs to regulate the interactions (Dauwes-Dekker; 19823

Piron, 1982a).

In entering into & regulatory agreement with employee representatives,
management must recognise that there ig a change in the decision making
pfocass and décisions can no longer be made unilaterally by msoagement
(Bluen, 1981; Dowes-Dekker 1981, 1982). The intaraction betweer the
parties should be based on co-operation if there is to be commitment by
both sides to act within the developed framework (Vam Coller, 1979).
This, allows £or the orderly resolution of conflict deriving from all
levels of the organisation and includes the requests, complainte and
desires expressed in the day to day routine of the workplace. Problem
solving discussions preceed the fnitfatfon of coercive conflict
behaviour such as work stoppages or strikes. Thus, conflict situations
may be resolved before they become major issues which affect the welfare

of the company (Botha, 1977; Briggs, 1981).

It is essential that the regulatory agreement arrived at by management
and employee representatives 1s seen by employees as valid. No
in-company system stands a chance of succeeding or operating effeciently
without employee co-operation (Wiehahn, 1981), There must be a perceived
fairness in both the substance of the regulatory agreement reached and
the application of the procedures agreed onm for rsgulatory purposes
(Aram & Salipante, 1981). Employee representatives therefore are
responsible for ensuring commitment to, participation in, and correct

funetioning of the in-company IR procedures by all parties.
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Involvement of emplayee ives in the ilmp. on of the IR
procedures should contribute to fairer and more equitable treatment of
employees (Botha, 1977; Douwes-Dekker, 1982). Employee representatives
are in a positfon to advise the employee of the credibility of the case
involved and the possibility of favourable resolution (Megwaza, 1981).
The individual concerned is also more likely to state the ecase under the
relative protaction of the representarive acting as an agent of the
collectivity (Magwaza, 1981; Van Coller, 1979)., The existence and use
of representatives facilitates the early identification and expression
of discontent on the shopfloor which, if not expressed, may become
disruptive (Van Coller, 1979). Ulgimately, the representatives provide
2 medium whereby management and employees are given an opportunity to
understand each other's views and objectives und provision is msde for

the resolution of conflict in a constructive manner (Piron, 1982a),

The Grievance Procedure

No clear definition exists of what constitutes a grievance (Magwaza,
1981). Magwaza (1981) utilises a broad defiaition of grievances that
cavers a wide range of situations and posicions. The grievance can be
any discontant or digsatisfaction (whether expressed or not, and whether
valid or not) arising within the organisational context that an employee
thinks or feels s unfair, unjust or inequitable. However, it iz
essential that the discontent be concernmed with company practices.

It is not the form, expresslon or validity of the grievance that is so
imwportent as the fact that it is the .decisilm of the employee whether a
grievance is held, and not the supervisor or any other member of

management (Magwaza, 1981).

-
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The grievance procedure represents the facility by which aggrieved

etployees are able ro chamnel their grievance to the appropriate quarter
in a structured and systematic fashion (Botha, 1977; Pirom 1982a). The
formulation of the grievance procedure is based on the assumption that

wanagement has the right of interpretation of the agreement between s

management and union (Douwes-Dekker, 1981). Because management

exercises this priority right of interpretation by virtue of its
suthority to co-ordinate and assign work, the worker who disagrees with

management's interpretation has to initiate the grievance procedure.

However, the » and impl on of a grievance procedure

negotiated by an organisation and a trade union indicates a willingness

ou the part of management to move from a position of conflict through

coercive methods to a position where it is accepted that management/

employee relations should be regulated by some form of consent (Douwes-

Dekker, 1981, 1982). Thus, i the act of imstituring a grievance, the b
&
¥

worker appeals against arbitrary action. 1y,

effe rive operation and usage of the grievance procedure by the parties
legitimiges the power of management by transforming it inte authority

{Douwag-Dekker, L981).

The grievance proceduxe performs a major conflict management functien
{Beach, 1980; Briggs, 1981). Beach (1980) sees the procedure as serving

ass:

"an outlet for employee frustrations, discontents

and gripes. It operates like a pressure release

valve on a steam boiler, Employees do not have to
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keep thelr frustrations bottled up until eventually
seething discontent causes an explosion. They have
a legirimate, officially approved way of appealing

theix grievances to & higher management” (p. 539).

Without the procedure, questions that erise between management and
employees probably would be resolved through a test of collective
strength in the form of strikes or shutdowns (Briggs, 1981), The
procedure communicates employee problems and expectations to mapagement.
Through this form of communication, management can become Sensitive to
employee concerns regarding cutrent practice and future planning,
Consequently, action can be taken to remedy conflict areas (Beach, 1980;

Briggs, 1981; Gordon & Miller, 1984).

The relative formality of e grievance procedure calls for ratiomal
contractual arguments and appropriate forms of evidence durimg the
hearing (Briggs, 1981). The formality allows for & defusing of
emotfonal situations and reduces emotionally based allegations and
responses by all parties. Management and employae representatives are
constrained to act within agreed boundaries in the seeking of fair
solutions to individual problems (Govdom & Miller, 1984). 4lso, the
avallability of a procedure tg facilitate the correction of
urjustiflable action reduces discriminatory treatment of employees by

supervisors {Briggs, 1981},

The provision of 4 grievance procedure as a processing mechanism for

workplace problems provides for the alleviation of e wide range of
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existing and potential conflict areas within the organisation. Gordon
and Miller (1984) report that the grievamce procedure decreases comflict
behaviour such as work stoppages, sabotage and glow downs. The grievance
procedure provides for a problem solving climate and has an important
impact on the co-operation between union and management (Gordonm &
Miller, 1984; Thomson & Murray, 1976). Gandz and Whitehead (cited in
Thomson & Murzay, 1976) have shown mansgers perceptions of poorer IR in
bargaining units were associated with high grievance rates. High
grievance rates have alsc been inversely related to employee attitudes
of organisational commitment and overall job satisfaction (Dalton &

Toder, 1982).

An increase in grievance activity at a particular location or within a
particular employee group can indicate the existence of a problem which
may, if not rectified, lead to an explosive situation (Magwaza, 1981).
However, the organisation which beasts of no grievances may in reality
be suffering from the results of ineffective grievance procedures
(Briggs, 1981). The grievance provedure rherefore, must be
operationalised in such a manmex that it is perceived as useful and so

perform its designated C: ly, the proced should be

monitored regularly to ensurs effectiveness (Briggs, 1981;
Douwes-Dakker, 1981; Magwaza, 1381l). Becsuse of the problems in using
objective measures such as grievance rate, monitoxing should be based on
ensuring correct practice and the assessment of employee views.
Ultimately the grievance procedurs must operate in such a way that
justice must not only be done, but in the eyes of the employees 1t muse

be seen to have been dome (Magwazs, 1981).

a
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The_Di.ciplinery Code end Procedure

A written diseiplinery code which 4s cowmunicated o all employees is an

asgential prezequisite in moving away fromw the coercive mede of comtrol g ﬂ

by mauagement {Douwes-Dekker, 1981). The operation of the disciplinary

procedurs indicates that both management and employees want principles
of rationality snd fairness to operate in thelr imteraction sund want to py

aliminate arbitrary action (Douwes-Dekker, 1981; 1982). 1In South Africe a

developing Black unlons are tazking a high degree of interest im the

protection of thelr members through the institutlon of a disciplinary

procedure to protect employees against unfair labour practices and
particularly unfair dismissals (Levy, 1984; Piron, 1982a). Similarly,
employers are realising that disciplinary procedures can be used to
their adventage (Le Roux, 1983). There is ar acknowledgement that & high
proportion of strikes in South Africa arise as reactions against
iigciplinary issues. The National Manpower Commiseion (1983, 1984)
Teports that 15,2 percemt of South African strikes arose from

disciplinary issues in 1982 and 21,1 percent from such issues in 1983.

The Institute for Industrial Relatioms (1984) derails that dismissals
alone were responsible for 13,2 perceir of strikes in 1984, By giving an
employee & right not to be unfairly dismissed, and by providing

miotection with effective remedies, the possibility of industrial unrest

Ls reduced (Le Roux, 1983).

Plron (1982a) and Douwes-Dekker (1981) distingulsh between the 9
diseiplinary code of the organisation and the actual steps involved in s

dlseiplining an employee (l.e., the disciplinary procedure). The

o
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disciplinary code lists the undesirable activities for which management e

can take corrective action against employees and details coumensurate

disciplinary actien which can be taken in the event of transgressions

{Piron, 1982a). The embodiment of required behaviours in rules and

provides guidelines for ptacle employee behaviour and
minimises disciplinary problems, However, the rules and standards wmust

be clearly known and generally accepted by employees (Botha, 1977).

The discipiinary procedure represents a prescribed formalised
interaction following the guidelines within which management is entitled
to act and through which action is carried out., The procedure is

Jnitiated by a ive who is with

unsatisl. fory employee performance or behaviour (Botha, 1977). With
the elimination of arbitrary action the burden of proof is upon the
employer to show that che employee is guilty of the alleged offence.
Management therefors must provide the individual with & written
statement nf the charges being laid together vith the reasoms for anmy
penalty decided upon at a hearing. The employee must have full
opportunity to conduct a defence against the charge and to utilise 2
wode of appeal 1f unhappy with the conduct or consequences of the case

(Beach, 1980). The appesl procedure is imperative to emsure the

fairness and relevance of the discipline imposed and to provide for

protection against victimisation. Involvement of the employee
representative in the procedure is seen to enhance fairness and
relevance of disciplinary action. Mansgement is called om to justify
its position and must be able to demonstrate the fairrass of its action
in accordance with its obligaticns in the regulatory relatiouship

(Douwes-Dekker, 1981; Le Roux, 1983; Firon, 1982a).
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Management s agreement to follow P widelines and the adh

to reason of "just cause” before disciplinary measures can be effected
is seen to assure employees of greater job security (Le Roux, 1983;
Levy, 1984). Management also derives benefits from the disciplinary
procedure. Such benefits include & heightemed sense of responsibility

borne by the people exercising disciplinsry action and increased

competency in such actions, as well as a reduction of employee distrust
of every manager and discipiinary measure (Le Roux, 1983; Pirem, 1982a).
Ultimately the situation leads to an increased stability of the
workforce and less turpovex, as well as a reduction of comflict
potential over disciplinary issues (Le Roux, 1983; Pironm, 1982a).
Although the incorrect imposition of diseipine has been linked to
strikes and workstoppages (Institute for Industrial Relations, 1984),
employee dissatisfaction (Querdipel, 1983), and a high grievance rate
(Thomson & Murray, 1976), there is an absence of empirical suppert to
indicate & causal connection between effective disciplinary procedures
and a reduction in organisational conflict. However, the support of
both trade unions end management for the implementaion of disciplinary
procedures (Le Koux, 1983; Levy, 1984; Pirom, 1982a) seems to indicate
the utility of the disciplinary procedure in s role of veducing confiict

within organisations.

Standardisation of the disciplinary procedure provides for equitable and
consistent trestment across varying employee groups (Botha 1977).
Standardisation reduces the potential for diseriminatory treatment of
emplov and can help reduce conflice at the individual and group level

(Le & 4383). The fact that arbitrary management deciston making is
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reduced to some extent can also lead to a defusing of resentment when
disciplinary action is instituted., It is difficult to argue agaimst
action taken on the basis of accepted and legitimate grounds (Le Roux,
.1983; Piron, 1982a). By adhering to the requirements of having to show
"just cause" for disciplinary action, management reduces the possibility
of union action against the organisation and meves from an emotiopal
Yehavioural situation to ome which is legalistic and where the union too
must act in accordance with the provisions of the regulatory framework
agreed upon {Dalten & Toder, 1981; Piron, 1982a). Properly constructed,
the disciplinary procedure can play a substantial part in reducing

conflict and promoting worale on, the shop-floor.

Communicatica Systems

Commynication is the basis of organisational control and co-ordimation
by providing information essential to effective accomplishuent of the
organisational functions. The objecrive of organisational communication
is to transmit organisational rules, norms, objectives and other
information relevant to the workplace (Jackson, 1977b). Katz and Kahn
(1978} see the tramsmission of information as a secial process with
implications for leadership, the exertion of influence, and
co~operation. With acceptance of the process of communication,
employees are acknowledging management status and influence, and
ultimately authority is being acknowledged and legitimized (Jackson,

1977b).
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The effect of amy particular communication depends on the pre-existing
expectatious and motives of the communicating parties. Further, the
effect also depends on the feellngs and attitudes that the parties
concerned have toward aach other (Jackson, 1977b). Van Coller {(1979)
suggests that interactions between management and employees ave likely
to be more successful when both parties are operating within the same
information parameters. Equal access to information by both management
and employees limits the unilateral nature of management decision waking
and promotes co-operation. Common awareness of civeumstances
surrounding issues facilitates a more egual power relationship and

enhances the legitimisation of authority (Ansoff, 1968; Jackson, 1977b).

The functions of communication go beyond recognition of legitimate
management suthority. Van Coller (1979) sees the provision of
information as emhancing the trust of employeas because it demonstrates
mahagement's willingness to co-operate. Further, effective
communication leads to several other benefits (Baddeley, 1977; Baqwa,

1983; Jackson, 1977b; Van Coller, 1979). These imclude:

a) A reduction of misunderstanding resulting from different
perapectives and attitudes becauvse of access to similar information

on which decisions can be baged.

b) Ao inerease in commitment and co-operaticn through the provision of
feedback on performance and veasons for organisational change.

provides rei and direction, and notification of

reasons for change reduces anxlety and increases the probability of

co-operation.
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¢) A reduction in possible damage through the conveyance of wrong
information by distorted “grapevine" communication processes due to

claricy and knowledge by all employees.

4)  The stremgthening of the leadership role of supervisors through

thelr dissemination of fmportant’ informatiou o subordinates.

Thus, a well structured and utilised communicatjon system is esssntial
to in-company IR (Wiehahn, 1981), Thera is strong svidence to suggest
that employees veact positively to such a system and this is conducive
to sound IR (Van Coller, 1979). Van Coller (1979) polats to the
Black-White interface as a problematical area which can lead to
difficulties 4f communications are not properly established. Hall (1982)
and Queripel (1983) have demonstrated employee dissatisfaction arising
from communication deficiencies in cases in the mining industry. McKay
(1983) however, has specified how a communications system involving
direct communication with employeas led to better IR and productivity in

an industrial company.

Although the IR policy dimensions of employee represemtation and
grievance and disciplinary procedures have been described as

communication methods (Baddeley, 1977; Van Coller, 1979), & specified

role for communicacions has been demonstrated in the regulation of the
couflict relationship, Part of this role involves communicating the

particulars of the other IR dimensions to the workforce (Pilrom, 1982a;

Van Coller, 1979). However, whila the role, structure and proceduxe of

the IR dimensions can be communicated, the dimensions need to be
implemented effectively and operationalised if they are to achieve their i

objecrives of regulation.
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The Implementation of IR Policy

"Structure is transferred via psychological mediation into action”
(Kelly & Nicholson, 1980, p.879). It is in this context that Brewster
st al. (1981) draw a distinction between "espoused" and "operational”
policy. The espoused policy is a summation of the proposals, objectives

and standards that top level mansgement establish, and/or state they

hold, for regulating the ployee relationship. The
policy cam be established either unilaterally by management, or through
joint negotiation, depending on the extent of employee organisation and

representation, When policies are formulated, it is the policy

which mansgement commits to paper. The operational IR policy, in
contrast, consists of the way management is saen to order IR priorities
vis-3-vig those of other policies. This involves the actual

implementation and direction of policy within the work procass (Brewster

et al., 1901).

The espoused and operational policies inevitably will differ, By their
nature, espoused policies camnot cover every eventuality. They will
either be specific to particular circumstances, or they will be general

statements of intent, to be inrerpreted or ignored by line management in

accordance with the operacionsl policy (Brevster et al., 1981). A

crucial element in the distinction between espoused and operational

policies is that where these are different in an organisation, lime

management will attempt, on the basis of personalities, history aund work

group pressure among others, to follow the operational policy.

Consequently, it is the operationul policy which employees experience

i
§

e
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and their respomse to it that will determine the nature of IR in the

organisation, not the espoused policy (Brewster, et al., 1981).

If the functions of a formally established policy detailed by Bluen
(1981), Cuttbert (1973) and Douwes-Dekker {1981) are to be accomplished
within the framework established through mutual agreement between
management and employees, the operational policy should resemble the
mutually established espoused policy as closely as possible. The
operationalisation of this policy is dependent on the people involved in
the enactment of the policy (Kelly & Nicholson, 1280). This calls for
an examination of the IR roles of the groups of management and
supervisors on one side, and employees and thair representatives om the

other, to understand the operationalisation process.

Management

The formylation of the espoused poliey 1 mainly the responsibility of

the top / es ( ar al., 1981). The development

of policy by top requires a comp ive approach, IR

policy camnot be articulated successfully without v to the

overall organisational policies, plang snd cbjectives. Dovetailing of
policies ensures that the implementation of IR policy doas not imterfere
with the ongoing functloning of the organisation. Adherence to set
procedures and standards is possible therefore (Brewster et al., 1981).
Congideration must also be taken of mutually acceptable terms regarding
the nature of organisational IR arrived at through negotiations with

emplayee representatives {Bluem, 1981; Douwes~Dekker, 1981; Piron, 1982a).

oy
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The tole of formulation of policy is no less important for the
operational policy than Eor the espoused policy. At the different
levels of management, the varicus pressures that impinge on managers

influence the way in which the espoused policy is interpreted and

applied. These pressures reflect perceived expectations in the minds of
secondary managers ebout what is expected of them and derive from
perceptions of IR directives established by the top echelon of
management (Brewster et al., 198l), Lack of clariry about industrial
roles and respousibilities at diffisvent levels and functions of
managemant 18 often a major impediment to good IR (Brewster et al.,
1981). It is important therefores, that top msnagement have a elear

commitment to the idealy and impl ion of the d policy, and

that this is communicated to line management and becomes reflected in
the operationalisation of policy (Brewster et al., 1981; Cuthbert;

1973).

Although the formulation of IR policy is an essential prerequigite for
the change in the employment relationship from one of coersion tg
co-operarion, it is the effective operation of policy conmtent in

reconciling eonflict which ultimately provides evidence of a

perative h (D Dekker, 1981). It 4s the managers who
st give proper attention to this task and it is they who have the
£inal responsibility to emsute functioning of IR policy within the

orgenisation {Brewster et al., 1981).
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Supervisors

Supervisors are seen as reprasenting the lower and primarily operational
levels of the management hierarchy (Malherbe, 1983}, Acting fu this
capacity, no single individual in the orpanisation is more important to
good IR than the supervisor (Baer, 1970). The supervisor is the first
organisational representative dealing with employees and thelr
reptésentatives on behalf of management. In most industrial situations
the supervisor is the one person who most often administers the
contractual provisions of the regulatory agreement (Baer, 1870).

Because of this strategle position, to most employees, the supervisor is
"the management”. It is the supervisor's words, opinions, ethics and
deads which are interpreted as company policy (Baer, 1970; Piron, Human

& Rajsh, 1983),

The implementation of IR is dependent on the extent to which the
gupervisor perceives IR procasses as being part of the job role and
required performance in this regard. For Brewster et al, (1981),
without training or awareness of the importance of IR, supervisors
rarely comceive of themselves as taking such decisions and the job is
geen as being largely devold of IR overtounes. In any implementation of

polity the supervisor must be made aware of the direct influence of IR

in the work group under supervision, as well as work-related issues
which may not appesar to comcern IR, but have such overtomes {(Pirom, et o

al., 1983).
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Operating within a formal framework for trhe conduct of IR, the
supervisar plays & major part in the way in which prescribed structures
and procedures are implemented. Although structures are designed with
specific roles, these can be "employed with varying degrees of
fraquency, and with degrees of sppropriateness in differing situations”
(Katz & Rahn, 1978, p. 537). The differing use of available
organisational means by the supervisor will have comsequences £or the
behaviour and attitudes of employees, The ways in which organisational
means are utiiised in organisationsl functioning thus comstitute acts of
leadership (Katz & Kahn, 1978). The mamner in which this leadarship 'Ls
exercised in the performance of the supervisor is crucial to the
Eulfilment of the sims and objectives of the IR policy. Inefficient
supervision ¢an prevent initial facilitation of the IR procedures and
generate conflict (Botha, 1977}, Thus the supervisor nust be equipped
with the skills and the awareness to handle the problems of everyday IR,
In this respect appropriate supervisory training has been identified as
an important requirement of effective in-company IR (Bluen, Godsell &

Malherbe, 1981; Van Coller, 1979).

The competent supervisor provides for the effective {mplementatlon of

the confiicet regolving s in the IR As the

management repregentative closest to the source of grievances, the
supervisor has the luportant role of eolving problems if possibla. If
these problems cannot be solved, the supervisor should facilitste the
expression of grievances to higher levels where due consideration can be
taken of problems (Botha, 1%77). 1In the event of the supevvisor being
incapable of performing these requirements effectively, implementation

of the grievance procedure will not be accomplished. The key role of
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the supervisor in this procedure is paralieled in the dimension of

communications. The utilisation of communicsation systems such as y
briefing groups is dependent of the cagacity and inclinzilon of the :
supervigor to convey appropridte information from management to *
employees {Baddeley, 1977; Bluem, 1981). Selective or inappropriate
information conveyed by the supervisor can obscure the meaning the
information was intended to cransmit and defeat the sbjectives of the

process (Brewster et al., 1981). Similarly, conveyance of disciplimary

information is ecsential 1f employees are expected to use and abide by
the system, The supervisor has both the role of communicating
organisational standards 2s well as that of imposing discipline in the

event of a contravention of organisational rules or regulatioms (Pirem,

1982a). Faillure to perform effectively in the IR processes thus

prevents resolution of conflict areas and may heighten the level of

conflict. 3

Besides knowledge of procedures and skills in dealing with IR issues,
consideration has been identified as an important supervisory quality in

dealing with conflict resolution (Fleishman, 1853; Pleishman & Harris,

1962; House, 1981), Consideration includes behaviour indicating mutual o

trust, respect and a certain degree of warmth and rapport between

supervisor and work group. A deeper concern for group members' needs is 40

emphagised and includes such behaviour as allowing subordivates me- ¢

participation in decision making and encouraging more two-way

comminication. Flelshman and Harris (1962) have demonstrated that high
grievance and turnover rates veflected dissatisfaction with those

supervisors exhibiting low consideration. Supervisors with high
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ougideration reflected significantly low grievance and turnover rates.
npervisors who established climates of high consideration were also
1hle to solve problems within their work groups move easily (Fleishman &
tsrris, 1962). Further, supervisors who display adequate consideration
for their employees are ab’ - “o alleviate certain conflict situations
nefore they get expressid at a formal level (Corwin, 1969; Fleishman &
darris, 1962; House, 1981). Where problems z¥e serious emough to be
ledged formally, consideratior =« likely to lead to quicker problem
solving (Fleishman & Rarris; 196z}, Consequently, both cousideration
and appropriate IR skills should be saen as essential to the

superviser's zole in IR.

fe the work xolea therefore, supervisors recelve policy requirements and
nenditions established by manegement. They must discuss, handle and
orocess issues of IR in accordance with such policy. A4s the
implemsntors and facilitators of formal mechanisms of IR, supervisors

nave a crueigl role in ensuring the apprupriat: and correct functioning

I these mechanisms. HNot only must they perform certain IR roles, but
they must perform them in such a way as to maximise their utility of
vesolution or regulation in conflict situations (Pirom, et al., 1983).

supervisors therefore have a critical responsibility in effective

wperationalisation of IR policy.

Euployee Representatives

ilonguitation and negotlation betwaen management and employee
representatives over the content of policy ls essential if this content

is to be acceptable to all parties (Wiehshn, 1981). Employee
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representation must be of such a narure that the IR policy established
is seen as viable and fair, reflecting an adequate power balance between
the parties (Fox, 1971). If employee representation is not
representative of the workforce, it is unlikely that issues agreed upon
during negotiation will be acknowiedged by empleyees (Douves-Dekker,
1981), Further, representatives must be "in touch" with employee views

7 1871), For Fox (1971), many instances of employees dishonouring

agraemanta can be explained by their never having "homoured" them in the
fivst place. This is & result of leaders failing to understand, or
choosing to ignore the process of winning comsent. "In behavioural
terms, men are only commited to what they perceive themselves as
comitted to., Subsequent discovery that they have been decedved,
wisled, or denled the full facts at once threatens comsent" (Fox, 1971,

p. 151).

Once the mdequacy of the regulatory framework is established and is
acceptable o all parties, ewployee representatives must possess
sufficient power to anaure adherence by both management and employees tc
sgreed pollcy conditions. Adherence is accomplished through active
involvement in the Ik grocesses In both a suppertive and 2 monitoring
capacity (Botha, 1977; Douwes-Dekker, 1981). The involvement should
ensure that both manegement and employee: are aware of thelr
responsibilities and comduct themselves accordingly. Such involvement
is essential 1f correct and effective functioning of the regulatory

mechanisms 18 to be ensured (Botha, 1977; Van Coller, 1979).
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representation must be of Such 2 nature that the IR policy established
is seen as viable end fair, reflecting an adequate power balance between
the parties (Fox, 1971). If employee representation is mot
representative of the workforce, it is unlikely that issues agreed upoun
during megotistion will be acknowledged by employesa (Douwes-Dekker,
1981). Fuorther, representatives must be "in touch" with employee views
(Fox, 1971). For Fox (1971), many instances of employees dishonouring
sgreements can be explained by their never having "honoured" them in the
£irst place, This is a result of leaders failing to understand, or
choosing to ignore the process of winning comsent. "In behavioural
terms, men are only commited to what they perceive themselves as
committed to, Subsequent discovery that they have been deceived,
misled, or denmted the full Facts at once threatens comsent" (Fox, 1971,

p. 151).

Once the adequacy of the ragulatory framework is established and is
accaptable to all parties, employee representatives must possess
sufficient power to ensure adherence by both management and employees to
agreed policy conditions. Adheremce is accomplished through active
dovolvement in the IR processes in both a supportive and a monitoxing
capacity (Botha, 1977; Douves-Dekker, 1981). The imvolvement should
ensure that both management and employees are aware of their
responsibilities and conduct themselves accordingly. Such involvement
is essential if correct and effective functioning of the regulatory

mechanisms is to be ensured (Botha, 1977; Van Collex, 1979).
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Because employee representatives, and particularly shep stewards, play a
cruclal part in effective IR processes, there is a need for training in
this regard ta equip them with the knowledge and skills to deal with
their role (Thomson & Murray, 1976}, Perceptions of the function of the
grievance procedure and subsequent participation by employee
Tepresentatives in the procedure itself can influence the handlirg of
grievances in a number of ways (Dalton & Toder, 1982; Thomson & Murray,
1976). The procedure therefore, is not only related to the indfvidual
grievance, but can be affected by the nature of representation (Dalton &
Toder, 1982). Similarly, participation by an effective representative
in the disciplinary procedure is seen as necessary to provide for falr

and equitable treatment of the employee (Botha, 1977; Piron, 1982a).

The Tole of employee representatives in establishing and facilitating
the nature of policy content necessitates that they be consulted and
informed of any chamges in policy. Thomson and Murray (1976) state that
the failure of a number of organisations to introduce procedures
successfully was attributed to the lack of communication of the content
of these procedures to shop stewards, Employee representatives must
agree to and con;municaca new or changed conditions of employement (Vam
Coller, 1979; Wiehahn, 1981}, Commitment by employee representatives to
the promotion and operationalisation of procedures is clearly essential
in achleving the objectives of increased co~operation and the reduccion

of conflict in organisarional IR,

e
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Involvement of the Workforce

No in-house system stands a chance to succeed or operate efficiently if
the co-operation of the workers is lacking {Wiehahn, 1981), Both Bluen
(1981) and Piron (1982a) have emphasised the importance of the employees
within the system in this regard. The IR policy dimensions are
addressed in the labour/management relationship and, as such, smployees'
participation is & necessary element if IR processes are to be
operationslissd. The employee will only initiate the IR processes if
there is a belief in tha functional nature of IR mechanisms and their
utility as modes of problem resolution {Aram & Salipante, 1981; Brigss,

1981).

The nature of peer support snd group cohesiveness existing within an
employee group influences the way in which group members participate
within the processes set up to regulate labour/management intevactioms
(Hyman, 1977). Tbe employes who is mot a membex of a group, and who has
had previous experiences of frustration and failure in dealings with
wanagement, feels thare is little chance of being successful in
subsequent attempts at solving problems, Consequently, the employee may
be unwilling to initiate procedural action. Conversely, the development
of a group cohesiveness and support can serve to clarify issues and help
institute a strategy to meet the needs of the individusl (Thomson &
Murrey, 1976). The realisation that others feel rhe same way can lead
to & sense of justif:-aclon and a conviction by the employes of the
views that are held, and can help motivate the channelling and
expression of these (Thomson & Murray, 1976). Besides the support which

can be provided to the individual regarding the expression of concerns

to management, a supportive workgroup provides a problem solving network

-
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which can deal with many of the employee's problems (Taylor & Bowers,
1967, Peer support is likely to lead to the reduction of couflict in
the individual context, An inverse relationship between peer support
and the IR related variables of turnover and absenteeism, and a
relationship between peer group and organisational climate {Taylor &

Bowers, 1967) would seem to indicate such conflict reductiom.

Approaches to management by groups of ¢mployees to enter into any sort
of balanced relatjenship must be based on employee support and mutual
identity (Hyman, 1977). Thomson and Murray (1976) detail situarions
where wnofficisl bargsining between management and employees did not
take place until the workgroup felt itself to be seriously aggrieved and

in possessfon of strong collective power. Group existence as a group

then becomer 2 prerequisite and the main basis for power. Employees
with no feeling of solidarity or common interest would be unlikely to
undertake a strike (Hyman, 1977). The effectiveness of employees

participation in the formulation and operationalisation of policy is
mediated therefore, according to the nature of the rollective support

between employees,

The Operationalised IR Policy

If the in-company IR policy is to obtain employee commitment to
perticipation, it must possess a number of essential characteristics.
Employees must parceive that a situation can be corvected because the
organisation has both the capability and the willingness to chenge
(Thomson & Murray, 1976). There wmust be advantages in utilising the

system rvather than adopting other methods of expreassing discontent
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(e.g., industrial action, absenteeism or turnover). Fumployees should
perceive that the situation has a yeasonable chance of being corrected
through fair internsl settlement. If employees feel that change ox
redress is unattainable, the system will not be attractive and will not
be utilised or adhered to (Aram & Salipante, 1981; Thomson & Murray,

1976) .

Positive characteristics should exist to increase the likelihood of use
and effectiveness of the system (Aram & Salipante, 1981; Briggs, 1981).
Ease of utilisation minimises the time and effort required to initiate
and process causes of conflict (Briggs, 1981; Piron 1982a). Timely
resolution of problems must be ensured to reduce uncertainty and
possible loss of benefits stemming from the processing of issues. Also,
there must be procection from recrimination so that eurrent
circunstances and future benefits of participants are not threatemed
{Bluen, 1981; Piron, 1982a; Van Coller, 1979)., The absence of the
factors of fairness in settlements, ease of utilisation, timelimess of
settlewent and protection from loss of benefits is seen to lead to
negative perceptions of the system (Aram & Salipante, 1981). Further
negative perceptions arise as a Yesponse to unilateral impositiou of the

IR programue by , & lack af adherenca to agresd on

policies and procedures, insufficlent or non-existent facilitation and
guidance from the supervisor who implements the procedure, or unfair
settlement of issues (Brewster et al., 1981; Briggs, 1981; Pirom,
1982a), Effective operationalisation leads to increasing use of
«wedures and minimlses negative perceptions of both the system and the

management responsible for its implementation (Thomson & Murray, 1576).

&
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Operationalisstion of an overall IR policy pecurs on the basis of:

a) the specific yet complimentary role of each IR dimension;

B)  the way in which dimensions interact and provide support for one

another.

Thus, the specific role of the disciplinary procedure is seen in many
ways to be the converse of the grievance procedure {Botha, i»77; Piron,
1982a), In a grievance protedure ac“ien ig initlated by an employee
dissatisfied with sowething wit! ‘oyer's power to alter.
However, disciplinary actfon is im. by wanagement because of
concern for employee conduct (Boths, 1977). The specific purposes of
dimeusions are also demonstrated in the respective roles of the
grievance procedure and employee representation, Whereas the grievance
procedure 1s aimed at bringing individually orientated issues to
management's sttention, employee representation deals with group related
issues (Botha, 1977; Douwes~Dekier, 1981), With respect to
conmunication, both the grievance procedure and employee representation
are seen as methods of upward communication, whereas the commenication
systen and dlsciplinary procedure sare seen as downward communication

{baddeley, 1977; Institute for Industrial Relations, 1980).

Despite their diverse roles, a high degree of intaraction exists between
the IR dimensions. Employee representatives have important xoles in
both the formation and enactment of grievance and disciplinary

procedures and communications in gemeral (Bluen, 1981; Botha, 1977;

_—
o~ -
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Piron, 1982a). Employees camnot be expected to abide by a disciplinery
system they are not familiar with and knowledge of the discplinary code
and procedure must be communicated to employees (Pirom, 1982a).
Similarly, employees must be aware of how the grievance procedure can be
izstituted and guch information is cowveved through the communication
processes, (Botha, 1877). Unions can utilise grievances to build
pressure on certdin Issués so as to call management's atcention to these
and ephance the union position (Briggs, 1981). Similarly, the need for
an effective disciplinary procedure to protect employee interests will
cause & unien to focus on employee requirements at the shopfloor level
(Magwaza, 1981). Management's approach to operationalisation of policy
should tharefore manifest itself in the conduct of all IR dimensions and
facilitate the participation of all parties if thedr authority is to be
legitimizad, The integrated nature of an operational IR Policy is

reflected in the model postulated in Pigure 2.

¥igure 2 ddentifies the in~-company relationship between the major
parties of management and employees, although this relationship must

alse be considered in the contex: of the overall IR system (see Figure

1). The tyo parties interact through tha agencies of employee
representatives and supervisors. This irteraction {s mediated by the
peer support and collectivity of workers on oue hand, and the espoused

policy management hold on the other (Brewster at al., 1981; Hymasn, 1977;

Thomson & Murray, 1976), The interactions of both partiss snd their
agencies facilitate the processes through which regulation ecan occur

(Batstone, 1979; Van Collexr, 1979). These processes of employee

et 57 .
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Figurs 2. The Operationalised In-company IR Policy.

representation, grievance and diseiplinary procedures, and
conmunications are J~signed to reach accommodation between the divergent
inteyests of the managemsut and employee parties on a controlled and

acceptable basis (Bluenm, 1581; Cuthbert, 1973; Douwes-Dekker, 1981),

Regulation of the relationship §s achieved through joint participation
and operationalisatrion of the in-company processes (Brewster et al.,

1981; Van Coller, 1979; Wiehahn, 1981). Because of the joint

i B
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participation and the way in which the various procedures interact with
one another (indicated by the two-way comnecting lines in Figure 2), a
general pattern of operatiomalisation should oceur across the dimensions

of operxationalised poliey.

1f the approach management adopts to the vegulatory relationship is not
acceptable to employees, they will wirhdraw their participstion from the
procedural system and it will not be effectively opeationalised (Thomson
& Murray, 1976; Wiehshn, 1981). The labour/management relationship then
becomes one of power relations xather than a legitimized authority
relacio‘nship. Consequently, the potential and even existing copflict
within the organisation will escalate (Douwes-Dekker, 1981; Fox, 1871).
Menagement IR objectives and the strategies by which regulatiou is
pursued therefore, should be the subject of regular critical examimation
by management (Anthony, 1977 Cuthbert, 1973}, The evaluatdon is
essential o indicate reformulation of policy Lif necessary (Erandt,
£973). Evaluation thus factlitates the promotion of co~operation and
reduction of conflict by providing an improved framework for the

opexationalisation of policy governing the regulatory relationship.
Evalvation of In-compsny IR
Evaluation of IR has occurred traditionally through indices of

industrial conflict (Dabson, 1982; Hyman, 1977). These are seen to

refer to instances of organised conflict (e.g., strikes, work stoppages,

comtinn e




lockouts) and unorganised conflict (e,g., labour turnover, absenteeism,
sabotage, wastage) (Cuthbert, 1973; Hyman 1377; Knowles, 1975).

However, the use of these indices for purposes of evaluatior 5 Iimited
because of thelr diverse nature, their susceptibility to intervention by
a wide vange of variables both within and outside the workplace, and the
lack of specific reference to the criteria they are designed to evaluate

(Brewster et al., 1981; Dobson, 1982; Jackson, 1977a).

The regulatory mechanisms of pollecy are directed towards the realisation
of designated goals of promsting co-operation and minimising conflict.
This indicates the need for evaluating the approach and conduct of
in-company IR in & way which could serve as a basis for reformulation of
policy (Brandt, 1973; Cuthbert, 1973). For Cuthbert {(1973), the
evaluation process should detail the areas of policy which are not
functioning effectively, determine if the elements in the process are
unworkable, or determine if the argenisational members involved are wot
instituting the policy in the correct manmer. Such monitoring of
performance in IR policy is sssential if feedback is to be provided to
enable the siruation of conflict to be rectiffed (Anthony, 1877).
Kochan (1980) suggests that relatively little systematic thought or
effort has been given to evaluating the conduct of IR in the past.

However, increasing interast in the ares of IR by researchers with

psychological backgrounds has led to the impl of p ¢
assessmpent techniquea in a variety of settings (2.g., Bluen & Barling,
1984; Brotherton & Stephenson, 1975; Gordon § Nurick, 1981; Relly &

Nicholson, 1980). De Villers (1982) states in this regard rhat
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isessment of conflict gituations should take place through exemination
.f behavioural, paxceptual and attliudinal factors and not through the
sraditionel statistical indices of conflict. Using psychological
techniques, behavioural and perceptual eriteria can be related to the
rocial context in which individuals ave located (Kelly & Nicholson,

19803 .

Evalustion and the Comcept of Climate

“mplogees' ideas and beliefy are directly related to their willingness
co engage in specific forms of conflict activity (Fox, 1971; Hymen,
39775 Kelly & Nicholsom; 1980). The ideas and beliefs arise due to the
srientation which employees havs to employment and the manner {n which
they define their work situation (Goldthorpe, Lockwood, Bechhofer &
Platt, 1968). The employee's orientation mediates bntween thé objective
features of tha work situatlon and the nature nf the worker's respomse

(Goldthorpe et al., 1968; Hymen, 1977).

The orientation derives from a cognitive based desexiption of the work
situation, This cognitive description is used by tie individual ta
postulate what 1ig essential, assumé what is valuable, predict sutcomes
»' interactions, and gauge the appropriateness of behaviour (Campbell,
uvuonetts, Lawler & Welek, 1870; Jones & James, 19793 Schneider & Snyder,
1275}, TFrom such meanings, the individual decides what behaviour to
initiate. This behaviour is motivated by tha likelihood of the actiom
satisfying the individual's nceds or aspirations (Fox, 1971§ Schneider &

Heichers, 1983).
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In deriving an understanding of the enviromment, the individusl acts as
an information processox in the perceptual process. Inputs op specific
events, conditions and experiences are obtained from the organisation
while features of the perceiver algo influence imput (Scimeider & Ball,
1972). The perceiver's own characteristics contribute t> pexceptusl
filtering (the absorbtion of only selected stimuli), interpretatior. of
stimuli, and the description and structuring of these stimuli (Campbell
& Beatty, 1971). Because of this personal input and its role in
structuring situational stimuli, elimate perceptions are linked motre to
processes than to remote structural characteristics of the organisation.
This 1s due to protesses being more immediate to the Sndividual's
experience (Jomes & James, 1979). Experience is transformed by the
inddvidual rhrough perceptions of qualiries of the working enviromment
into a meaningful psychological description of this envirounment, The
psychological dessription represents the phenomenon of psychological

climate (James & Jones, 1979; Schueider & Hall, 1972).

While psychological climates are the meanings sn individual attaches to
the work content, organisational elimates are the shared and summarised
meanings that people attach to the setting (Schneider & Reichers, 1983;
Zohar, 1980). Through organisational climate, a set of attributes
specific to a particular organisation may be induced from the way the
organigacion deals with its members and environmeat (Campball et &l,,
1970). The basis for this lies in the propesal that organisational
climdte is 2 concrete phenomenon reflecting 2 soctal-psychological
reality shared by people within the organisation. As such, it
contributes to & multi-dimensional perception of the essential
attributes or character of the organisational system (Taylor & Bowers,

1967).

el . e
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"To speak of organisational climate per se, without attaching a referent
1s meaningless" {Schneider & Reichers, 1983, p. 21). While the climate
construct is intuitively appealing to uninitiated researchers who went a
measure of "it", climate is not an "it" but a series of "ine", each with
a perticular refevence (Schaeider & Reichers, 1983). The proposal for
specific climates lies ir the concept that pecople zttach meaning to, or
make sense of, clusters of parcbologleslly related events. People in
organisations encounter svents. practices and procsdurss, and they
perceive thess events in related sets (Schneider & Reichers, 1983).

Work settings have numerous climates and thesge address specific
dimensions of the organisation. GConsequently, non-specific measures of
climate are useless for anything but the wost gross description of the
range of variance in organisations. The more global the measure is in
arvempting to assess the organisation, the less useful it will be in

aiding understanding of specific issues (Schneider & Reichers, 1983).

Exemination of organisational climates calls for researchexrs to be very
clear ronceptually about the particular climate under consideration.
The development of measures must correlate with the criteria of interest

under exaa:n:tion (Schneider & Reichers, 1983). While the area of

specific climates hag not been addressed by many researchers (Schneider
& Reichers, 1983), the ubility of specific climate measures for the
prediction and understanding of various forms of organisational
behavicur has been suggested (Jones & James, 1979; Powell & Butrerfield,
1978; Schneider & Hall, 1975). Tagiuri (1968), for instance, has
examined the concept of executive climate which addresses the
interpretation of the executive environment characteristics. The

executiva environment is perceived to possess a certain quality to which

e
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executives are semsitive and which in turn affects their attitudes and

motivatisns. ‘The application of the specific climate measurement has
also been applied successfully by Zohar (1980) in examiming safety

climate where items descriptive of organisational events, practices and T q

procedures revealed differencfacion becween law and high accident

factories,

Therefore, there seems to be justification in utilising a specific type
of organisational climate weasure in the assessment of dimensions of
organisational operation, The use of the climate approach "rests on
employee perceptions that ate descriptive of organisational or subsystem
events, practices and procedures chat, in the sggregare, are useful in
characterising organisations or subsystems" (Schmeider & Reichers, 1983,
p. 25). The approach makes the assumption that understanding of the
specific climate requires perceptions of sets or clusters of such
events, practices and procedures. In the approach, the
conceptualisation of the area being examined must be sound. This means
that the clusters of events assessed wust sample the relevant domain of
issues and Che survey must be relatively deseriptive in focus (Powell &

Butterfield, 1978; Schneider & Reichers, 1983; Zohar, 1980).

The Case for Industrisl Relations Climate

The existence of an industrial relations climste (IRC) has been

identified by a mmber of authors (Dastwalchian, Blytom & Ardollahyan,

1982; Relly & Nicholson 1980; Nicholsen, 1979). IRC iz seen as a

specific rype of climare based oun characteristics of organisational Le%




climate, In this form, it is also seen as a contributor to the wider

based social-psychological phenomenon of organisational climate (Kelly &

Nicholson, 1980; Nicholson, 1979). Research utilising IRC has linked

the concept with IR behaviour outcomes such as performance, conflict

between organisational parties, turnover, absenteeism and communications

{Dastmalchian et al., 1982; Nicholsom, 1979; Rosen, Greemhalgh &

Anderson, 1981).

Thompson and Borglum (1973) indicate two approaches which can be taken

to gain understanding of the dynawics of organisational labour unrest.

The first examines labour unrest within the context of union/management

activity, while the second looks for axplanarion outside the context of

union conflict in terms of unrest as a manifestation of employee

dissatisfaction. Both areas cperate in the context of the organisation

and are influenced by orgemisational properties an. <ocesses. A number

of studies have examined the management/union interaction in terms of

climate invelving the parties’ perceptions of aspects of the interaction

(Dastmalchian et al., 198%; Nicholsow, 1979; Resen et al., 1981).

However, the pervasive influence of & union may act to mask differences

among individuals or small groups within an organisation {Thompson &

Borglum, 1973). Thus, incidents of wildcat atrikes not sanctioned by

unions, spontanecus protests against management decisions, and incidents

of unorganised conflict may arise from employees rather than the union

(Htyman, 1977; Thowpson & Borglum, 1973; Thomson & Murray, 1976).

Further, in many cases a number of unions can exdst in one plant and

ofren there are a number of non-unionised employees (Thomson & Murray,

1976; Wiehahn, 1981), Examination of in-company IRC therefore becomes

an area of concern if an adequate reflection of the organisations IR is
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to be obtained. In-compauy IR allows for amalysis of individual and
group diss-tisfaction arising from shop floor issues and utilises the
summation of individual climstes as a reflection of the imternal

regulatory interaction between management and employees.

Key aspects of IRC identified by Dastmalchian er al. (1282) and
Wicholson (1979) invelve issue-certerad and interpersonal IRC. Both
rtelate to the regulatory nature of in-company IR and can encompass both
formal and informal aspects of its operationalisation. Issue climate
involves the procedures and mechanisms dealing with the processing of IR
problems. IRC in this regard would reflect the satisfaction of
employees and/or menagement regarding the way in which different
problems are handled and whether they are resolved in an acceptable
manner. ~ Interpersonal climate comprises the partern of labour
management interactioms at the level of interpersomal dealings in IR,

and rhe level of satisfaction with these relations

{Dastmalchian et al., 198Z; Nicholsen, 1979). 4lthough Wicholson (1979)

has found that issue climate seems to have more significant

relationships with satisfaction and g than

interpersonal climate, the interactive nature between issue and
interpersonal climate in the operatiomalisation of in~company IR

indicates that both should be fncluded in in-company IRC assessment.

The procedures and mechanisme of employee representation, grievance and
disciplinary procedures, and communication discussed previously, are
seen to constitute dimensions of im-company-issue climate, The

dimensions of supervision and peer group interaction are seen to be
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aspects of interpersonal climate. Comblned, these dimensions of IR
policy are seen as baing responsible for the nature of the regulstory
agreement between management and employees, Brandt (1973), Brewster et
al, (1981), Cuthbert (1973) and Thompson and Borglum. {1973} have
indicated chat employees are subjected to the expsrience of policy and

this places them in a position where they are capa“le of making a valid

of opsrationalisation of policy. It 1s postulated thatr
employees, in being subject to the implementation of policy and its
components, will organise thelr perceptions of these intc a coherent
cognitive description, The summated perceptual descriptions making up
in-company IRC constitute the employess' own definitions of the
situation in which they are engaged. Employeaes react in accordance with
such perceptions and it 15 these perceéptions that will determine their
behaviour and not the "real situation™ as it is perceived by management
(Beynon & Blackburn, 1972; Brotherton & Stephenson, 1975; Schreider &
Reichers, 1983). From in-company IRC, the qualities and limitetions of

the various dimensions of IR policy can be established.

The in-company IRC assegsment indicates the likelihood of behaviour
outcomes with regard to utilisation of and involvement in policy by
employses. In comsidering the behavioural outcome and contingencies of
participation, employees are only likely te participate in the
procedures of regulation if there is a likelihood of certain behaviours
leading to vome form of benefit (Avam & Salipante, 1981)., A negative

io-company IRC is likely to indicate a reluctance to participate in the

system, I pany IRC es the effectiveness of the

relationship adopted by management in attempting to promote co-operation

- . -
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and reduce conflict within the organisation. Ir also provides
descriptive feedback for the reformulation of policy to mwake it more
acceptable to the perties involved. Ultimately then, IRC provides for
an evaluation of the state of in-company IR within the organisatien and

glves an indication of the potentisl for conflict.

Previous ress -ch into IRC (Dastmalchian et al., 1982; Nicholsom, 1879)
indicates a lack of psychometric consideration. The techmique of
seuni-structured interviews utilised by Nicholson (1979) has no report of
relisbility or validity criteria.. In the study undertaken by
Dastmalchian et al. (1982), scales used were meant to represent
different organisational norms and attitudes in relation to specific IR
issues. Although Dastmalchian et al. (1982) report that reliability of
the scales was tested, no indication of validity critevia was given.
However, climate research has generally indicated the need for
satisfylng the requirements of Telisbility and validity if psychometric
instruments are utilised (Payne & Pheysay, 1971; Rosen et al., 1981;
Schneider & Bartlett, 1968; Taylor & Bowers, 1967). The yse of the
phenomenon of climate in examining in-company IR in the present study
therefore, was seen to necessitate the development of a psychumetrically

sound instrument with which co assess IR.

A Psychometrically Sound IRC Instrument

The tenets of psychological theory require that any uvew meaguremeat

technique be shown to be both reliable and valid (Anastasi, 1982). This

requires rhe instirution of a validation exercise involving the

i T
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{nvestigative processes of gathering end evaluating data (Casclo, 1982).
Two issues arve of primary concern in this validationm process. First,
what the instrument measures, and second, how well it measures (Cascio
1982), The establistment of various types of relisbility and validity
is essential in addressing these issues (Anastasi, 1982; Cascio, 19825

Cock, Hepworth, Wall & Warxr, 1981},

The concept of reliability refers to the consistency of scores obtained
by subjects when examined by the same test on different occasions, with
different sets of equivalent items, or under variable examining

conditions. For Anastasi (1982) this corcept of reliability underlines

the on of the error me of a score whereby the range of

fluctuation likely to occur ag a result of chance or irrelevant factors

can be predicted. Reliability can be defimed as the proportion of the

true variance {n a set of scores from & measurement precedure {Cascio,

- 1982). The measurement of reliability resulte in a measure of temporal

s stability and the consistency of response of items. The relisbility
= coafficient thus demonstraLes whether the test designer was correct in

expecting a certain collection of items to yield dependable and o

interpretable statements on individual differences (Cronbach, 1951).

The validity of a test concerns what the test measures and how well ik

does so (Amastasi, 1982). Relisbility is thus a prevequisite for

validity as it determines the & - - ¢ yariance which is accounted for
by the test and represents . - - = e of the error of measurement
o (Anastasi, 1982; Crombach, 19. . eral other methods besides

Teliability exist for establishing the validity of an instrument, These

estimates of validity are déscribed in terms of face, contept, and

construct validity (4nastasi, 1982, Ceok et al., 1981).

ey
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Face validity reflects the degree to which an instrument "appears” to
measure the varisble being examined and is deemed acceptable by

respondeuts, the administrative personnel who decide ou its use, and

other technicall [¢ » 1982; Cook et al.,
1981). The content validity of a measuring instrument is goncerned with
whether it contains a fair sample of the situation it is supposed to
represent (Cascio, 1982). ¥For Gascio (1982) three assumpticns underlie

the use of content valldity:

d) the area of concern to the user must be conceived 28 a meaningful,

definable universe of responses;

b}  the sawple cam be drawn from the universe in some purposeful,

meaningful fashiong

£}  the sample and the sampling process can be defined with sufficient
precision to enable the user to judge how adequately the sample of

performance typifies v.sv ase on the universe.

Content validity is built into - measure from the outset through the
choice of ivems (Anastasi, 1982). Twvaluation of the content validity is
made in terms of the adequacy of the sempling (Anastasi, 1982; Cascio,
1982). The evaluation 48 bssed on gubjective interpretation and should
oceur on the basis of expert judgements on item appropristeness (Cascio,
1982; Cook et al., 1981). Statistical analysis should also be

implemented to evaluate whether scale items ave homogeneous.

Establishing comsistency through rellability coefficients cam establish

an indication of homogeueity (Caseic, 1982; Gook et al., 1981).

P s B
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Examinstion of individual item's discrimimatory capacity should also be
instituted (Anastasi, 1982; Bluem & Barling, 1984). A freguency
analysis examining the distribution of responses on items can be
utilised in this regard which also provides details of wean scores and
standard devistions (Bluen & Barling, 1984). The mean and standard
deviation allow assessment of overall levels of a study’s score ievels,
and provide a basis for comparisons between groups and studies, Both
statlstics are nevessary for adequate interpretation of both
cross-sectional correlations and investigations of change (Cook et al.,

1981).

The construct valfdity of a test is the extent sied the test may be
sald to measure & theorerical construct or trait ({Anastasi, 198%2),
Construct validity 1s seen as particularly important where the comstryct
operationalised by a scale has no corrésponding simple or single
external «fervent against which the measure may be evaluated (Cook et
al., 198.°. Information on comstruct validity may be gathered from a
wide range of sources including analyses of the internal consistency of
the measuring instrument, expert judgement that the content or
behavioural domain being sampled by the procedure pertains to the
construct in question, the presenci or absence of group differences,
intercorrelations betweéen variablr:, i known factor structure, and
changes in scoreg with respect to huewm manipulstions (Cascio, 1982;
Cook et al., 1981). Thus Anastag: (!°32) indicates that construct
validity represents a broad accumulusicon from & variety of sources to
provide for a theoretical framework to organise and explain data

obtained with daveloped instruments,

s
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As Dragsgow and Miller (1982} indicate, the validity of a measurement

procedure in psyctological research is an issue of considerable concern
and importance. It is essential that the measuring instrument be L
established as a technique capable of yielding an observed variable that
corresponds closely with the underlying theoretical construct being \\
studied, Therefore comsideration of the suitable procedures for
establishing reliability and validity of the {n-company IRC scale
(IIRCS) within the required standards of a psychometrically sound

instrument is entered into.
Reliabilicy

Internal Consistency Reliability

A nuwber of alternative methods exist for computing internal consistency

and these are noted by Speche {(1979) as being particularly well suited
for evaluating wultiple item additive scales similar to the one utilised
in the present study. The messure of reliabili:;' is derived from the
single administration of the scale and is obtained through splittiung

the test statistically and examining the equivalance of items or sets of

itewms (Cascio, 1982),

The Kuder-Richardsen technique examines the consistency of responses to

all items in the test through an exsmination of performance on each item

and ultimately establishes the mean of all possible half-splits of the i

test. This is seen as providing a meagure of instrument equivalence and

B h £y ¥y in p: tric validation to permit a more

unambiguous interrretation of results (Anastasi, 1982),

-



mfertunately, there is no fixed value below which reliability is
unacceptable and above which it is satisfactory (Casclo, 1982).
Rstimates of reliability can vary across situations ani depend on the
similarity of items, item scores, the length of the test and the range
of individeal zud group differences of the sample (Anastasi, 1982; Cook
et al.y 1981; Lemke & Wiersma, 1982). Acknowledgement of the
difficulties in interpretation of reliability leads Brown (1976) te
atate vhar reliability is not the be-all and end-all of psychological
weagurement.

Reliabllity places limits om validity, and the crueial question becomes
whetker a test’s reliabllity is high emough to allow satisfactory
validity (Brown, 1976). I one wishes to use a measurement technigue to
determine whether the means of two groups are significanyly different,
then a reliability coefficient as low as 0,65 may be satisfactory
\Atken, 1979}, If, on the other hand, the procedure is to be used for
compaviug one individual to gmother, a coefficient of at least 0,85 (s
necessary (Aiken, 1973). Interpretation of the acceptability of
relisbility values depends therefore on what onme plans to do with the
iscores (Cascio, 1982). Because IRC is examining group perceptions and
ifferences between group perceptions, a relisbility coefficient of 0,65

vag taken as a guideline in the present study.

Test~reteat reliability

The simplest and (me of the wost obvious methods for finding the

raliability of test scores is by repeating the identical tast om a

o
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second gccasion with an identical group of examinees {(Anastasi, 1982;
Cascio, 1982). Scores from both occassions are correlated and yield a
correlation coefficient of stabiiity. Test-retest reliability shows the
extent to which scores on a test can be generalised over different
occasicns. The higher the reldability, the less susceptible the scoyes
are to the random daily changes in the conditfion of the subject or of
the testing environment (Anastasi, 1982). Test-retest reliabiliry is

considered necessary to establish the stability of the IIRCS over time.

A nupber of intervening variables exist which can influyence test
performance and because these can become increasingly manifested over an
extended time, the magnitude of correlatious of performance tends to
show a uniform decrement over time, It 1s necessary therefore, to
specify the time iInterval between test applications (Cascio, 1982). For
Anastasi (19B2) the interval between retests should not be immediate and
only rarely should it exceed $ix months. Cascio (1982) sees the
interval as being appropriate if the time between administrations is
leng enough to offset the effects of practice. Test-retest perlods of
six to seven weeks have been utilised by a nuwber of authors in simflar
studies to the present one (eg., Bluen & Barling, 1984; Caook et al,,
1961). Consequently, a six week period was adopted in the present

study.

Because time leads to differential effects of intervening variables,
different stability coefficients will be obtained according to different
time spans between testing (Anastasi, 1982; Cascio, 1982),

Theorstically therefore, there s an infinite number of stabiliry

sl
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coefficients for any measurement procedure. This makes it difficult to
identify a suitable or satisfactory test-retest coefficient.
Correlations reported over a six week period imcluds 0,94 for Overall
Job Satisfaction (Cook et al., 1981), 0,81 for the Job Deseriptive Index
(Smith, Kendall & Hulin, 1969) and 0,64 and 0,63 for the Life
Experiences Survey (Sarason, Johnson & Siegel, 1978). Assessment of the
test-retest coefficlenc for the IIRCS was based therefore on comparative

values of similar instrument types.

Congtruet Validity

The measurement of a theotetical comstruct by a particular test can be
defined ouly in the light of data gathered in the process of validating
that test (Anastasi, 1982). Areas of examinatiop relevant to the data
are correlations of the instrument dimensions, vaviables with which the
test correlated significantly, and groups that differ significantly in
the data scores (Anastasi, 1982; Cascio, 1982; Thorndike, 1982). This
approach has been utilised in the development of a tumber of research
ingtruments (Bluen & Barling, 1984; Mowday, Steers & Porter, 1979;
Sarason et al., 1978; Taylor & Bowers, 1967). In the present study

these areas are examined in terms of:

a) Comparative correlational analysis of the IIRCS involving intra and

intercorrelations, and

b)  Contrasted group analysis which will occur in the context of

examination of the in-company IRC of the organisation.
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ve Correlational Analysis of the IIRCS

The correlational analysis is conducted in two areas, intra-correlation
of the IIRCS and inter-correlational analysis of the IIRCS with measures
of criterion varisbles. In the validation exercise the correlations
between sub-scales within the instrument are seen to provide am
indication of the instrument's underlying capacity to measure a
‘specified construct (Taylor & Bowers, 1967; Thorndike, 1982). This
capacity is demonstrated through the indication of homegeneity which
helps to characterise the construct measurad by the test (Anastasi,
1982; Taylar & Bowers, 1967). The correlations between sub-scales of
the in-company IRC scale (IIRCS) should display fairly substantial
values due to the underlying comstruct of in-company IRC. Values
reported in similar research include an average of 0,5 (Taylor & Bowers,

1967} and 0,28 to 0,47 (Cook et al,, 1981; Hackman & Oldham, 1975),

Sub-scales measuring a particular comstruct should cosrelate with
organisational variables addressing the same construct (Anastasi, 1982;
Bluen & Barling, 1984), In the absence of established parallel criteria
against which aspects of the developed instrument can be assessed,
Cambell and Fiske (1959) and Mowday et al. (1979) propose that such
validity be established through a comparison of inszrument scores with
measures associated with the affective responses umder consideration.
Organtgational coumitment and job satisfaction are two measures
associated with IR which will be correlated with the LIRGS as a means of
establishing comstruct validity. Organisational commitment reflects the
relative strength of an individual's identification with an organisation

(Marsh & Mannari, 1977; Mowday et al,, 197%9; Steers, 1977), Job

e - g
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satisfaction is conceptualised as a personal evaluation of conditions
existing on the job (e.g., work supervision) or outcomes that arise as &
result of having a job (e.g., pay, security) (Schneider & Snyder, 1975).
La Pollette and Sims (1975) deseribe job satisfaction as feelings ox

affective responses to facets of the work situationm.

Organisational commitment has been related to 2 number of IR cutcomes
(Mowday et al., 1979; Steers, 1977), as well as climate varisbles (Welsh
& La Van, 1981), Welsh and La Van (1981) found that organisational
commitment develops as the goals of the individual and those inherent in
the organisation become integrated or congruent. Such convexging and
mutually favourable perceptions b - 'a r nagement and employees have
‘been associated with a declime in . ‘= ceduction of conflict, and a
favourable climate of IR (Kelly & Nicholson, 1980). Further, the
structuring of normative power relations and similarity in views between
management and employees characterises aspects of a legitimized
labour/management relationship described by Douwes-Dekker (1981, 1982).
Azim and Boseman (1975) have found that high commitment is in fact
genexrated by normative power or legitimate authority, while alienative

involvement is generated by coercive power.

Significent relationships have also been demonstrated betweem

organisational comwitment and a number of specific IR variables.

Organisational commitment has explained nearly 50 percent of variance in

grievance activism among shop stewards of a company, including an

i inverse relatiouship with the number of grievances filed {Dalton &

Toder, 1982), Communications climate has also been shown to he
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significantly related to commitment scores, suggesting that the informed
employee becomes part of the action and in this way hag neads of

recognition satisfled (Welseh & La Van, 1981). Employee turmover and

m or work have been significantly and inversely
related to organisational commitment (Clegg, 1983; Steers, 1977). The
significant relationships ideni .fied between organisatiomal commitment
and variables of climate and IR (e,g., turnover, absenteelsm; grievances
and communication) indicate that organisational commitmenmt can be
assoclated with the affective responses being examined by IRC,
Organisaticnal commitment therefore, presents a suitable comparative

eriterion for establishing the construct validity of the IIRCS.

Job satiafaction has also been associated with e oumber of climate
measures and IR variables within the organisation. Thus, job
satisfaction is significantly related to am orgamisational climate where
management is approachable and considerate of employees (Friedlander &
Margulies, 1969), Similarly, organisational climates addressing
consideration of empluyees as people (support), and morale, correlate
with job satisfaction (La Follette & Sims, 1975). Dastmalchian et

al, (1982) and Knowles (1977) have also assoclated low job satisfaction
with behaviour and atvitudes involving labour unrest. Traditional
measures of IR such as absenteeism, turnover, accidents and grievances
have been linked to job satisfaction (Clegg, 1983; Knowles, 1975
Muchinsky, 1977; Schnedder & Snyder, 1975). Job satisfaction therefore,
can be gsaen to measure an associated affective respouse to IRC, This is
indicated both in regard to climate and IR outcomes. Consequently, job
satisfaction 18 seen as a suitable criterion in establishing the

construct validity of the IIRCS.

S}

.



~ 68 -

The sub-scales of the LIRCS are addressing a common underlying
construct, that in-company IRC. Organisational Commitment and Job

Satisfaction however, are addressing particular psychological constructs

different to IRC. Therefors, it is suggested that intercorrelations
between the sub-scales of the TIRCS will yield greater correlation
coafficients thun correlations between the sub-scale. and the variables
of organisational nommitment and job satisfaction (Taylor & Bowers,

1967).

The examination of correlations between IR outcome variables (e.g.,
turnover snd sbsenteeism) and the variables of organisatiomal commitment
and job satisfaction in a large number of studies does not consider
blographical and situatiocnal factors which could possibly contribute to
a spurious effect (Clegg, 1963), This practice can lead to results that
are not indicative of the real relationships between the variables. The
systematic control of biographical and sftuational factors fs therefore
necegsary (Clegg, 1983), Clegg (1983) states that & suitable method im
this respect is to obtain zero-arder coxrelations, following which
partial correlation techniques atre instituted. The Indicas frum both

correlational techniques which are obtained can be examined for

significance, and can be compared to examine their relative nature.

This approach was Seen as relevant in the present study.

Cowparative analysis within the IIRCS and between the IIRCS and the
measures of organisational commitmert and job sstisfaction is seen

therefore to result in the following hypothesis for validation purposes:
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a)  Couparison of the IIRGS sub-scales will yield significanc

intercorrelations.

b) The TIRCS will yield significent correlations with the measures of

organisational commitment and job satisfaction respectively.

<) Correlations yilelded in a 2nd b are & reflection of a true
relationship rather than the influence of bilographical and

situationg] variables.
d) Intra-scale correlations of the IIRCS will be greater than those
correlations demonstrated between the IIRCS and measures of

organisational coumitment and job satisfaction respectively,

The Application of the IIRCS to investigate the in-company IRC of anm

organisation

Having established the reliability of the IIRCS, relatiouships between
TIRCS sub~scales, and correlations of the sub-scales with criterion
varisbles, the instrument will be used to assess the in-company IRC of
the organisation. Wicholson (1979) has indicated that IRC has a useful
¥ole in examining group differences within the organisation and their
impact at different locations and levels of the system inm order to
obtain & reflection of IR dealings. The potential for conflict is
increased if groups within the organisation have divergent views of the
pature of the IR processes within the organisation (Kelly & Nicholsonm,

1980). Consequently, examination of the organisation’s in-company IRC
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will address both group differences as well as the nature of group

perceptions of in-company IRC,

Differences in contrasted groups also provide another method of
establishing the comstruct validity of the developed instrument
(Anastasi, 1982; Cook et al., 1981; Thorndike, 1982). The contrasted
groups are distinet groups characterised by the way in which their
context mediates the multiple demands of daily ldving (Anastasi, 1982).
Where the measure behaves as predicted according to the criteria of the
contrasted groups, the construct valldity is evhanced (Cook et al.,
1982; Thorndike, 1982). The method has been used successfully to
asgess whether a sevel.ged psychometric imstrument can distinguish
between conceptually different groups (Bluen & Barling, 1984).
Differsnces in the present study were predicted in sub-groups on the

basis of race, skill and plant.

Race

Differential work xelated attitudes on the bssig ¢f racial group have
been shown in the overseas context by Milutinovich (1977). However, in
the South African situation, Black labour has been in a disadvantaged
position due to a historical dominance of White employees and union
organisation (Douwes-Dekker, 1981; Van Coller, 1979), Evidence supports
contentions that workplace discriminstion against Blacks still exists
(Rosholt, 1982), Also, Black employee dissatisraction with company
policies and supervision has been recorded over a range of industries

(Backer, 1982). The emerging Black union movement is seen by some
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parcies as a zeaction to the disadvantaged position of Black employees.

The influence snd exzent of the has 1

concern in, cognizance of the meed For, and estsblishment of IR policy,
regulations and procedures (Bluen, (981; Pirom, 1982b; Wiehahn, 1981).
The establishment of such policy, regulations and procedures for Black
employees is therefore a recent development. Consequently,
differentiation is likely to exist in the way the regulatory agreement
has been instituted, and in the applicsble policy content for White as
opposed to Black employees (Douwes-Dekkexr, 1981). Thus, although the
organisation involved in the gtudy has inmstituted an IR policy
containing relevant structures and procedures, it is hypothesised that
Black's perceptions of in=-company IRC would be less positive in view of

the more recent institution of the regulatory framework,

This hypothesis is seen as further justified in terms of the
differential representation exiseting within the Industry for White and
Black employees and the comsequent relationship which is established
with such differential vepresentation. Whites belong to long
egtablistied unlons with a history of significant power in establishing
and protecting member's rights (Davies, 1978; Sitas, 1979). Black
employeaes within the organisation participate in management devised
in-company systems and despite more recent attempts at large scale umdon
recruitment, no unjon presence had been established within the
organisation whereby employees could enter into negotiatiens with
mansgement., Douwes-Dekker (1981) has indicated that representation in
the form of a union body, as opposed to management initlated systems, is
seen by employees as being more effective in expressing employee views

and causing management consideration and implementation of such views.
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Consequently better operationalisation of policy for Whites due to more

2qual relations between White employees and monsgement is hypothesised.

The instituticnalised relationship between Blacks and Wh’i:es at the
supervisory interface has been acknowledged as belng problematical in
the Seuth Alrican context {Piron et al., 1983), Prejudicial snd
discriminatory practices (Gilbert, 1980; Sitas, 1979) and the
antagonistic position of White workers 4n regard to Blacks because of
the perceived threat to the priviledged position of Whites in the
warking class is seew to hamper effective supervision {Cooper, 1979;
Davies, 1978; Du Toit, 1982). These problems are likely fo contribute
te Black/White differences in operationalised policy, particularly in
the dimension of gupervision.  Consequently, it is hypothesised that
Whites would obtain moxe positive scores of ip-company IRC than scores

yielded for Blacks.

Skill Level

“Ristorically the most fundamental grouping in organisations has been
based on positfon lavel” (Schoider & Sayder, 1975, p, 332). Some authors
would question porition being attributed a more fundamental status than
race in the South African situation, particularly in the nlning indusrry
(Davies, 1978 Johustone, 1976). The identification of White labour with
gkills and priviledged wage scales is & historicsl legacy in the miniag
dndustry and a legacy which White mining unions continue to pursue in
the defence of the colour bav (Queripel, 1983; Sitas, 1979). The
existence of the racial characterisation of job levels has resulted in a

high relatiouship between hieravchy and racial group. However, as

" el ¥
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Schueider and Snyde- (1975) state, hierarchy is a basic characteristic

of organisations an. .s such assumes relevance im any study of

organisational behav’ouc. Wlerarchy has been 1y to |
have profound psychological implications for organisational members -
{Schneider & Suydar, 1975)., The hierazchical positions are sesn o be
subject to different experiences and these positional differences have a
substantial influence in the development of an individual's climatic

perceptual-cognitive map {(Schneider & Reichers, 1983).

Employeas in higher hierarchical positions possess more positive
attitudes and satisfaction as a consequence of the nature of work
undertaken and the status and power associated with such work (Beynon &
Blackburn, {972; Knovles, 1977; Will, 1982). This hierarchical pattern
and consequent influence of status, power and control is seem by
Goldthorpe et al,, (1968) and Hyman (1977) to extend to the
participation in, and conduct of IR. Similar differences have been

demonstrated in an earlier pilot study on IRC (Donald, 1983),

Ly, it is hypothesised that IRC scores would vary according to

hierarchical level with more positive scores being associated with
higher hierarchical levels while gcores would become less positive as

the skill level is reduced.

Plant

The generalised trensmlssion through organisational structure of the

d 1 seen as characteristic of

nature in vhich pelicy should be

organisational climate (Taylor & Bowars, 1967), IR policy is seem to
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follow the seme transmiss‘on process and results in a genmeral in-company
IRC in the concern (Brewster et al., 198l; Nicholseny, 1979). The
legitimacy and acceptance of foxmal rules established by management and
union is seen to be dependent on the perceptions of such rules by
smployees at the plant level (Wood et al., 1975). Several studies
support the existence of specific climates and IR practices at the plant
or saction level of organisations. Differential satisfaction with IR
procedures on the basis of plant has been demonstrated by Thomson and
Murray (1976).The attitudes of employees to both management and union
also seems to be characteristic within enterprises (Rim & Manheim,
1964) . Piant differences are reported for perceptions of organisational
policy and peer relations, althaugh a small sample size was seen to lead
to a lack of significance rugarding these differences (Thompson &
Borglum, 1973). Knowles (1975) has identified sectional differences
regarding industrial unrest snd withdrawal behaviours within an
prganisation and has linked these to a need to streamline IR procedures.
Also, differential grievance rates between plamts have been demonstrated

{Ronan, 1963).

Because the approach to IR within the plant is transmitted through the

hierarchy frowm top s khis h determines a ch tic

response by managemant and labour to the oparationalisation of the plant
IR procedures (Brewster et al., 1981; Taylor & Bowers, 1967). Fuxther,

because of the interdepend of the es themselves,

operationalisation will occur in e gemeral manner acress the plant. In
the event of different operationalisation of IR, this would be indicated
in in-company IRC. It is hypothesised therefore, that the IIRGS would

be mensitive to differences batween shafts.
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The Strategy of the Present Study

The present study addresses itself to the development of a climate based
instrument with which to exanmipe in-company IR. Psychometric
requirements of such an in-company IRC measure state that the instrument
should be both reliable and valid. The development of psychometric
instruments in the South African situation can be a particularly
difficult task in view of the wide range of language groups comprising
the workforce. This difficulty is seen to be particularly relevant in
the case of in-company IRC where there is a need to obtain perceptions
of a diverse heterogeneous range of employees if valid conclusions on
climate ate to be drawn. This indicates the need for a standardised
instrument available in & number of languages which can be used for

analytical purposes.

White (1982) has developed an approach to deal with the problem of
obtaining a standardised multi-lingual instrument. This approach
involves back to back tramslation of the original version into the
various languages to obtain continuify of meaning. Items are retained on
the basis of their impact on relisbility across all langusge versions of
the instrument. The version of the test which is finally selected is
the version which has the highest mean relisbility across all groups
{¥hite, 1982). If eliminating a particular item results in 2 wodest
increase for a particular language form, but a total reduction across
the other forms, the item would have to be retained. The arithmetic
mean loss or improvement is always used as standerd because 4t is an

objective crirerion, snd therefore cannot result im ome ethnic group
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being unduly favoured at the expanse of others (White 1982). This

developmental process is seen to result in 2 measure applicable to all

language groups {(White, 1982). Comsequently, the instrument can be used

in analysis and for hypothesis testing.

The validation process iavolved in the development of rhe TIRCS

therefore involves the following:

&)

b)

@)

d)

e)

The provision of conteunt and face validity.

Demonstration of internal consistency of a standardised iastrumenc,

Demonstration of test~retest reliability.

The satisfaction of the hypotheses imvolved in comparative snalysis

of sub-scales, and of sub-scales and measures of organisational

commitwent and job sstisfaction.

The satisfaction of the hypothesis involved in contrasted group

avalysis of IIRCS scores.

Further, use will ba made of rhe IIRCS to examine the mature of

in~company IRC within the organisstion in which the research is being

conducted, Results for use in contrasted group analysis will be

obtained through this examination.




~ 77 -

METHOD

Sample

The study invclved the implementation of the IRC ipstrument in a South
Africon gold mining company employing some 11,000 people. An initfal
pilot study of the instrument at the mine involved a sample of 16
consisting of three skilled White subjects, six semi-skilled and seven
unskilled Black subjects. In the main study, completed questicnnaires
were obtained from 404 subjects. However, 1l questionnaires were
returned incomplete or spoilt and were no¢ included in tha amalysis.
Thus the final sample consisted of 393 subjects, an effective response
rate of 97%. Of this group 68 were White and 325 were Black. Only three
females as opposed to 390 males were involved, this being seen as a
consequence of the male orientated mining industry with the employment
of females being restricted by the Mines and Works Act (1956), No
indices were collected on age or education becduse of the need to keep
the instryment as simple as possible for legs literate subjects.
Subjects were drawn from three skill categorles, with 184 unskilled, 142
semi—skilled and 67 skilled employeas being involved, ALl skilled
workers were White and uniomised while no Black empleuyees wexe members
of a union recognised by the compsny. Language groups included Sotho {
N = 117), Xhosa { § = 103), Fanakalo ( N = 106), Afrikasns ( N = 43),
and English (N = 24). Five departments of the organisation were
covered, These were Mining ( N = 178), Engineering (§ = 88),
Metallurgy { N = 47), Services { N = 48) and Administration and
Personnel ( ¥ = 32). Subjects were drawn from two separate shafts or
divisions with 208 coming from Shaft A and 185 from Shaft B, Subjects

were drawn in ratio according to the number of employees in hierarchical
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levels. From this, the number of employees was specified in accordance
with departmental ratios of the total workforce, Subjects were selected
randomly from work gangs in accordance with the ratlo requivements of

department and hierarchical level,

Test-retest reliabilities necessitated a separate sample of 30
sdditional subject. drawn from the mine. Only subjects who were willing
to participate in the study were included. Selection of this sample
therefore, was not at random. Six of these subjects withdrew from mine
service before the post-test was imstituted and were not considered in
analysis. The final sample ( B = 24) involved seven skilled, eight
semi~skilled and mine unskilled subjects. All skilled subjects were
White and all semi~ and unskilled subjects were Black. Languages
utilised by the group were English ( N = 18), Afriksans ( N = 1) Sotho (

N = 1), Xhosa ( § = 1) snd Fanakalo { § = 3).

Measuring Instruments

Biographical data for the subjects were obtained through a face page of
the IIRCS (see Appendix A). Bilographical data addressed the variables
of skill level, department, shaft, race and Sex. An initial paragraph
on the face page informed subjects of the intention to examine the

in~-company IRC of the organisation and emphasised the need for open and

honest answering to ensure valid data.

i
;
i
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The Initial ln-company IRC T

The instrument was designated as the In-company Industrial Relations
Climate Scale (IIRCS). The scale consisted of the dimensions of
grievance and disciplinary procedures, communications, employee
represeatation, supervision, paer group support, and general IR policy.
Items assessed perceptions of operationalisation of dimensions. The
perceived manner of utilisation of procedures, the nature of employee
and mancgerial involvement, and the fairness, equity and effectiveness
of procedures were the criteria examined. The nature of items is
indicated in Appendix B. Distributions of items according to dimension

is detailed in Table 1.

Table 2

Distribution of Items Aceording Lo Dimension

Dimension Number of items

Grievance Procedure
Digciplinary Procedurs
Comnunications
Employee Representation
IR Policy

Supervision

NN m o N w W

Peer Group

All items were assessed on the basis of a Likert type three point scale
utilised by Taylor and Bowers (1967) in their analysis of organisational
climate, Responses involved the texms "to a great extent" (1); "to some
extent” (2); "to a little extent" (3) (Taylor & Bowers, 1967), Use of

such a scale allows for Integer dats and facilitates parsmetric analysis

for evaluation (Beattie, 198)),
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Items for the TIRCS were generated on the basis of a preliminary study-
on IRC (Donald, 1983). The preliminary study utilised the techniques of
a literature survey and interviews with IRC practitiomers and
specialists to obtain a data base from which to develop 3 measuring
instrument., The developed instrument was implemented in a research
setting of an industriel concern and involved 147 employees at all
levels of the organisation. An item analysis was conducted on the
developed instrument to 2ssess the distribution of responses to esch
item. Items which did not discrimindte sufficicntly were eliminated.
Further elimination and modification of items was inarituted on the
basis of reliability analysis and feedback from participants om the

nature and suitability of items.

During the present study, a more extensive literature review was
condutted and further interviews were held, TPurther items based on this
reseatch were included in the proposed instrument on the basis of
shortcomings or limitations of the preliminary study. A pilot study was
implemented with the revised instrument to examine suitability of
content, Items displayed a satisfactory distribution of Tesponses
across interval scales and indicated a discriminatory capacity when
examined through an item analysis. Subject feedback indicated minor
changes to the wording of six items to ensure understanding. This

revised instrument constituted the initial TIRCS.

The instrument was presented to several IR specialists and industrial
psychologists for approval before its implementation in the preliminary
and pilot studies, and in its initial form as the TIRCS. Approval
addregsed the suitability of item content, and the items' capacity to

reflect the construct being assessed. Approval, together with the way

I .o
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in which the Instrument was refined, was seen to establish the content
validity of the IIRCS. Face validity was obtained through interviews
with subjects in the pilot study, administrative personnel, and members

of the organisation’s IR department.

The instrument was developed in English. It was translated into
Afrikaans, Southern Sotho, Xhasa and Fanakale for purposes of
presentation, The Afrikaans translation was accomplished through the
Department of Afrikaans and Nederlands at the University of the
Witwatersrand. Translation inte Southern Sotho and Xhosa was through
the Departmeut of African Languages at the above University. These
trenslations were examined and retramslated by Afrikaans, Sotho and
Xhosa IR persommel within the orgsnisation. Where retranslation
resulted In different wording, the items were discussed and altered

to provide for consistency of meaning and undéerstanding of instrument
content {Wnite, 1982). Because of the existence of subjects from a wide
range of ethnic groups not covered by the existing languages, it was
nécessary to translate the instrument into a langusge medium applicable
to such subjects. Fanakalo 15 seen as an appropriate vehicle for
comnunication with employees in the mining industry when facilities for
the venacular language do nat exist (Queripel, 1983). Transiation of the
instrument Into Fanakalo was therefore instituted by mine IR personnel
highly conversant in the language and was retranslated and examined by

others to ensure continuity of meaning,

Organisational Commitment

Organisational commitment was assessed through the Organisational

e
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Commitment instrument {Cook & Wall, 198Q). The scale consists of nine
items, three of which are Teverse scored (see Appendix C). The
instrument was devaloped for application as a short robust scals to be
completed by blue-collar respondents of modest educational achievement
{Cook, et al., 1981). The simplicity of the instrument was seen as
appropriate for application with the present study because of the poor
liceracy level of many subjects. Cook and Wall (1980) report means of
44,64 ( $D = 11, 45) end 45,37 ( BD = 9,55) with coefficients alpha of
0,87 and 0,80 respectively for two different sample groups ( N = 390 ;
260). A test-retest correlation across six months of 0,50 ( N = 63) was

algc observed.

Cook and Wall (1980) examined correlations between the Organisational
Commitment instrument and 14 other variables. Scale correlations
reported include 0,56 with Interpersemal Trust at Work; 0,62 with
Overall Job Satisfaction; and 0,45 and 0,39 with Intrinsic Job
Motivation and Work Involvement r¢ jectively. Clegg and Wall (1941}
report two studies utilising the Organisational Commitment scale, one of
vhich utilised a shortened version. The scale is reported as having
good veliability and demonstrating satisfactory construct validity
(Clegg & Wall, 1981), Although the scale was allocated & saven point
system, a three point scale was utilised in the present study to
simplify it further for presentation to less lirevate subjects (Morris &
Van der Reis, 1980). Matel and Jacoby (1971) have shown in this regard
that the reldability of an instrument is independent of the number of
scale podnts for Likert type items and the reliability was not seen to

be compromised by this measure.

- .

¥
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Job Satisfaction

Job satisfaction was assessed through an overall measure of the degree
to which the employee is satisfied and happy with the job (Hackmsn &
Oidham, 1975). The "Genmeral Job Satisfaction" scale was developed by
Hackman & Oldham (1975). It consists of five items, two of which are
reverse scored {see Appendix D). Hackman & Oldham (1975) report a mean
of 4,62 (D = 1,18) with a Spearman-Brown reliability coefficient of
0,76 in a study of 658 employees in various jobs inm seven organisatrions,
Wall, Clegg and Jackson (1978) report a coefficlens; alpha of 0,74 with a
mean of 4,23.(SD = 1,31) for a sample of 47 in a replication of Hackman
and Oldham's study. Significant correlations between the Gemeral Job
Satisfacvtion scale, Perceived Job Characteristics and the specific job
gatisfactions of Pay, Job Security, Social, Supervisory and Growth

are teported by Cook et al. (1981). Cook et al., (1981) detail a number
of studies using the Gemeral Job Sstisfaction measure. Although the
scale irems are scored on a seven point scale, this was raduced to three
points to gimplify presemtation to less literate subjects (Morris & Van

der Reis, 1980).

Independent Varisbles

Independenk va.‘'ables examined were job category, race, department,
division, sex and language. Due to the male orientation in the mining
industry the sample involved only three females and the varisble of sex
was not utilised In snalysis, The variable of job category identified
the 8kill level of employees. The variable distinguished between
skilled, semi-skilled and unskilled categovles. Selection of these

categories was based on Paterson grading (Paterson, 1972). A1
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employees at the skilled level were White, a major factor of this being
the Mines and Works Act legislation pertaining to the mining industry
which precludes a Black from entering skilled employment designated by
necessary requirements of & "scheduled person” (Cornell & Kooy, 1981).
Informal constraints also operate to maintain this colour bar in areas
not covered in legislation (Quewipel, 1983). Raclal distinctions in the
study were on the basis of Black and White., These were sesn as the
major categories as the mine employed only ome Indian and approximately

60 Coloureds in the total workforce.

Departments within the organisation were designated as Miming,
Engineering, Metallurgy, Services, and Administration. The category of
Services included service departments of Ventilation, Survey and First
Ald. The category of Administration included personnel from the
Persomnel and IR functions. The variable of division involved the two
shafts, both involving all departments and levels of employees in their
operation equivalent te an industrial plant level. The shafts were seen
as separate sub-sections of the organisation and operated almost

independently of each other at the particular mine,

Procedure

The application of the IIRCS to all levels of employees presented
particular problems im that it entafled sdministsring the instrument to
groups of up to 20 semi~literate or illiterate subjects. Similar
problems were encountered by Donald (1983) where an approach was
formulated to deal effectively with the situation, The approach to
prosentation involved the selection and training of four Black IR

persogrel employed on the mine as interviewers. These psople had to be
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capable of speaking clearly in the venacular to a sizeable group and

monitoring responses of subjects to ensure that clarity and appropriate
answering was maintained, Training involved explanation of the '
questionnaire, the need to follow set procedures and content for !
consistency of test administration, and role plays in presenting the
instrument. Training slso involved the use of blackboards and £iip

charts as aids in visual presentation.

The implementation of the pilot study addressed two areas:

a)  the momitordng of interviewers, and

b) the monitoring of the pilet group responses to the incerviewing aod

the conduct of interviews to assess any problem areas following the

presentation.

The monitoring of interviewers allowed the assessment of further
training needs and ways in which presentation could be simplified 4f
necessary. Monitoring and interviewing of subjects allowed assessment
of the effectiveness of presentation, particular needs of subjects in

the presentation (¢.g., guldance in answering technique), and

examination of the IIRCS content. Examintation of content addressed the
subjects’ understanding of the items of the instrument and whether any
contradictions existed between the instrument forms. This resulted in
minor changes to the wording of approximately six items where some
embiguity existed in the interpratatfon of items and the equivalence of
item meaning was not maintained across language forms. Changés were
affected through discussion with subjects to ensure that item content

would be understood and the meaning of items standardised,
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Data for the mein research were generated through the administration of

che TIRCS, Organisational Commitment and General Job Sat+sfaction

instruments., These were administered to individuals or groups of up to

~ 20 persons. Subjects were allocated to groups on the basis of language
group (eg. Xhosa, Sotho, Fanakalo). Similar standards of literacy among
group members were also taken into account in composing test groups.
Biographical data.wers obtained through a face page of the IIRCS (See
Appendix 4). An inicial paragraph on the face page informed subjects of
the intention te examine the in-compeny IRC of the organisation and
emphasised the need for open and honest snswering to emsure valid data.
Employees were assuted of the confidential nature of the data collected
nnd it was stated that no harassment cr victimisation would result from
the study, To ensure chat employees would not feel threatened and to
demonstrate confidentiality of anewers, employees were requested not to

place their name on the instrument.

The instrument was presented to subjects and the nature and format of
the dnstrument was discussed. Subjecte were instructed In the answering

format and the procedure for amswering. For illiterate and

semi-literate subjects this w.. ailded through the use of a visual aids
presentation. Subjects were again assured of the confidentiality of
theix answe;'s and were asked to complete the itews of the instrument.
Literate individuals and gruups were allowed to procede at their ovn
pace, Semi-literate and illiterate groups completed the items one by
one under the guldance of the interviewer who presented each item in the
venacular. All members of the group completed au item besfore a

item was d and The visual/verbal

presentation was seen to facilitate both ease of answering and .

understanding of item content.

o
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Statisticel Analysis

Internal Consistency Reliability

The assessment of internal consistency reliability has been widely

established through use of the Kuder-Richardson technique (. »

1982), Cascio (1982) sees this technique as one of the most useful
methods of ascertaining internal-consistency. The Kuder-Richardson
reliability coefficient represents the mesn of all splirhalf
coefficients resulting from different splittings of a test {(Combrach,
1951}, According to Anastasi (1982) the Kuder-Richardsen formula is
applicable to tests whose ltems ars scored as Tight Or Wrong, or

according to an all or nothing system.

Anastasi (1982) states that in cases where tasts have multiple scored
items, as in personality tests or the IRC instrument, a generalised
formula bas been derived from the Kuder-Richardson 20. This involves
the substitution of the value of 2’; pq with L 021 which represents
the sum of the variance of item scores. The procedure involved in the
formula is to find the variance of &ll individuals' scores for sach item
and then to add these variances across all items. The couplete fcrmuls

for coefficient alpha 1s glven as:

2 2
fir % A "t'é— i

-l

021:
Were r,; 1s the relfsbility coefficient of the whole test, n is tha
number of items in the test end of, i the variance of the oal scores

on the test.
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The Kuder-Richardson method has been utilised in a number of studies for
the evaluation of reliability in developing inmstruments using a single
administration (Bluen & Barling, 1984; Mcwday st al., 1979). The
Kuder-Richardson generalised formula was implemented in the present
study for esch particuler dimepsion s a sub-scale of IRC. Scales were
refined through the elimination of items which compromised the
reliability of the scale. Elimination was through an examination of the

correlation coefficient of the scale if that item wae deleted.

Anastasi (1982) states however, that the longer a test the more reliable
it will be. It is reasousble to expect that, with a larger sample of
behaviour, we can arrive at a more adequate and consistent measure.

Many studies have made use of the procedurs to estiumate the relizbility
coefficient in terms of a lengthened test and many test manuals report
reliability in this form (Anastasi, 1982; Hackman & Oldham, 1975; House
§ Rizzo, 1972), In view of the short nature of the specific sub-scales
of the IRC instrument and the need to obtain a consistent reference of
sub-scalae coefficients for comparative purposes, the Spearman-Brown
prophecy formula was instituted to establish reliability coefficients in
terms of the gcales consisting of ten items. The formula is reported by

Anastasi (1982) as:

.
Tt Y gz

'
L+ tm-1) '

in which ri, is the estimated coefficient, r';, the obtained
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coefficient, and 2 is the number of times the test is lengthened or

shortened.

Test-Retest Reliability:

Test-retest rellability is established through the coerrelation hetween
the scores obtained by the same person ou two adwinistrations of the
test (Anastasi, 1982), The correlation coefficient 1s obtained through
a Pearson product-moment Correlation (Mowday et al., 1979; Sarason et
al., 1978). This coefficlent represents the extent to which individuals
or events occupy the same relative position on two variables (Runyon &
Haber, 1977). The coefficient is establis“ed tarough an examination of
the linear relationship between the two variables., When there is a
perfect fit or no error, the coefficient takes on the value of 41,0, or
-~1,0, where the aign can indicate .n jnverse relationship (Runyon &
Haber, 1977). The computation formula for the Pearsen product-moment

correlation is reported by Runyon and Haber (1977) as:

c. LW

P

iy X 2
Where 54 represencs the sum of the cross products, and 2. =% and

2 N
¥~ represent the sum of squares of the paired scores.

Conmstruct Validity

Construct validity analysis occured in terms of correlational analysis

and the contrasted groups method., The use of correlational rechniques
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in examining the underlying construct of a scale and the relatiouship
between variables is widespread, Pearson correlation techniques have
been used in many of these studies (Bluen & Barling, 1984: Cook & Wall,
1980; Hackman & Oldham, 1975; Taylor & Bowers, 1967). As in test-retest
computation, the Pearson correlation coefficient is a measure of
association indicating the strength of the linear relationship between
two variables. Pearson correlation coefficients wera éeen as a suitable
means of examining the relationships between IIRCS sub-scales, and
relationships between ITRCS sub-scales and the measures of

organisational commitment and job satisfaction.

The control of the possible spurious intervening effects of situtaional
and biographical variables was based on proposals by Clegg (1983). This
involved the application of partial correlation rechniques in addition
to the Pearson techanique described above, Partial correlation provides
a correlation of association between two variables while removing the
effect of an intervening variable (Willemsen, 1974). The process
involves obtaining independent and dependent variable values which have
had the effect of the intervening variable vemoved fiom them, and then
correlating these adjusted independent and dependent values with each
other. The resulting correlation is free from the influence of the
intervening variable and 18 known as the partial correlation (Willemsen,
1974), The formula for calculation of the partial correlation

coefficient is:

ryym g (rjk)

2 L. .2
Ji-rik 3k

Tiik =

s, o
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Where k is the control variable and i and j are the independent and

dependent variables (Nie, Hull, Jenkins, Steinbrenner & Bremt, 1975).

Investigation of the In~company IRC of the Orpanisation

The contrasted group method was used to analyse in-company IRC. The
method compares two conceptually different groups through sratistically
contrasted group analysis. Statistical analysis in this this repard was
implemented with the comsideration that the IRC instrument constitutes a

multiple cutcome ¢riterion (Barling, 1978), Kaplan and Litrownik (1977)

and Olson (1976) propose that in the evaluation of a number of dependent
varisbles, such as the IIRCS sub-scales, multivariate snalysis of ;
variance (MANOVA) is the appropriate form of analysis if the dependent

variables share cowmon variance.

MANOVA is similar to the analysis of variance (ANOVA) technique. The
ANOVA technique fnvolves the analysis of variance by obtaining two
independent estimates of variance, one based on veriability betwaen
groups and the other, variability within groups. The significant
difference in means due to experimentsl treatment is then established by
the ¥ - ratio (Runyon & Haber, 1977). If univariate comparisons are
utilised ko examine differences on a number of dependent measures,
differences between groups are likely to be magnified since dependent
varisbles are often intercorrelated (Kaplan & Litrownik, 1977).

Consequently the MANOVA technique iz instituted because it takes imto

consideration the multivariate nature of the behaviour involved and can |

account for common variance between the variables. In the MANOVA,




dependent varigbles are combined {nto a composite variable in such a way
that experimental treatments account for as much of the variance as
possible (Barling, [978; Kaplan & Litrownik, 1977). The MANOVA
technique thus provides for more comservative and precilse estimates of

treatment effects (Kaplan & Litrowaik, 1977).

Barling (1978) indicates thar because several alternative formulae exist
for establishing the univariate F statistic of the MANOVA analysis, the
rest statistic utilised must be indicated in the study. Olsom (1976}
states in this regard that a review of statistical literature concerning
the power and Tobustness of the test statistic in MANOVA leads to the
recommendation of the Pillai-Bartletrt trace statistic. The
Pillai-Bartlett test is the most robust of such tests and is seem as
sufficiently powerful to detect population differences in any

nop~centrality structure (Olsen, 1976).

The second stdge of the analysis of multivariate effects is to ascertain
which of the dependen: varigblis sre accounting for the significant ¥
values (Spector, 1977). This was accomplished through seperate
univariate analyses of varlance (ANOVAs) being computed for each
dependent variable, This approach is recommended by Hummel and Sligo
(1971) and has been utilised by “arling (1978) and Furman and McKimnmey
(1978). The implementation of ANOVAs following tha MANOVA is seen by
Hummel and S1igo (1971) as resulting in an experimen-al error rate which
is reasonably consistent, regardless of F and the proportion of varlance
in common. Hummel and Sligo (1971) recommend the approach for its

consistency and because its conservatism is not extreme.

i
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Several procedures of follow-up analyses, referred to as multiple
comparisons, have been developed for establishing which groups differ
significantly on variables after a significant P-ratio has been obtained
through ANOVA (Huck, Cormier & Bounds, 1974). To locate the significant
differences, these statistical procedures smalyse each possibie pair of
means to determine if the two means are significantly different from one
another {Huck et al,, 1974), The Scheffe's test was selected in this
regard because ir can be used with unequal numbers of subjects and is

highly conservative (Barlimg, 1978; Huck et al., 1974; Kerlinger, 1981).

RESULTS

An initial frequency distribution analysis of items was conducted. If
more than 75 percent of the sample responded indemtically to an item, it
was adjudged unsuitable and eliminated on the basis that it was not
discrimtnating adequately (Bluen & Barling, 1984). No items were
eliminated in this manner and subsequent refinement of the scale was
conducted on the basis of reliablity values for each scale. Where items
compromised the homogeneity of the sub-scale they were eliminated.
Elimination of items from scales way based on the procedurs described by
White (1982) to obtain an optimal standardised measure that could be
applied across all language forms of the instrument, Seven items were
eliminated in this manner (see Appendix L). 4 second frequency
distribution analysis was conducted on finalised scales to obtain

descriptive statistics {see Table 2),

e Py
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Table 2

Descriptive Statistics for the ITRCS Sub-gcales

Sub-Scale Original Final Mean Standard  Number of
Bumber of Number Deviation cases
items of

Items

Grievance 9 7 13,57 3,33 376

Procedure

Disciplinary 7 7 12,38 3,03 379

Procedure

Communications 7 5 9,59 2,82 389

Representation 7 7 12,99 3,28 374

Policy 8 8 15,05 4,02 383

Supervision 7 5 8,97 2,79 385

Peer Group 7 6 9,72 2,50 388

With regard to the distribution qualities of the sub-scales, the mean
levels of scores ranges from 8,97 to 15,05. All mean scores are
typically slightly positive in relation to the mlépoint on thé 3-point
Likert scale (the lower the score the more positive it is). Standard
deviations appeared to show an acceptable distribution of responses

within samples (Anastasi, 1982; Mowday et al., 1979).

Internal Congistency Relisbility

Reliability indices were calculated for each LIRCS sub-scale. Tables on
sub-geales detail the mean reliability according to White's (1982)
procedure. Also Lncluded are reliability coefficients for the
individual language groups and the total sample. Reliability
coefficients are stated for the ordginal form of the sub-scale,
subsequent forms (if applicable) involved in refining the scale, and an

optimal form which represents the standard ingstrument for analysis. 4

AR A

T
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projected form then details reliability coefficileunts corrected by the
$pearman~Brown prophecy formula for 10 items. The same table format is
used for all sub-scale reliability descriptions (see Tables 3 to 9).
TIRCS reliability coefficients for the sub-scale of Grievance Procedure

are detajled im Table 3.

Table 3

Internal Consistency Reliabiliry Coefficients for the Grievance

Procedure Sub-scale of the ITRCS

Test Croups

Instru- Items Mean Sotho  Xhosa  Fana- Afri- Eng- All

ment Relia- kalo  kasng lish  cases
Form bility

Original 9 0,72 0,69 0,60 0,58 0,8 0,84 0,67
Form 1 8 0,71 0,68 0,62 0,60 0,84 0,8¢ 0,66
Optimal 7 0,73 0,68 0,65 0,62 0,8 0,83 0,68
Projected 10 0,79 0,73 0,72 0,69 0,87 0,87 0,74

Both items eliminated wexe reflected as detracting from overall
relisbility constantly across all forms (see Appendix B}, Further
enhancement of individual scales could have been achieved through the
elimination of one item for the Sotho form e¢nd a common item for the
¥hosa and Afrikaans forms. This however, would have led to a veduction
of reliability in other forms and the general mesn and was not

instituted.




i
j
i

- 96 -

Reliability indices for the sub-scale of Disclplinary Procedurs ave

reported in Table 4.

Internal Consistency Relisbilivy Coefficients for the Disciplinary

i
Table 4 5
Procedure Sub-Scale of the IIRCS

Test Groups

Instru- TItems Miean Sotho Xhosa Fana-  Afri-  Eng- ALl e
ment Relia- kalo kaans lish cdses i
Forn biliey

O:igimila 7 0,63 0,64 0,54 0,46 0,67 0,84 0,58
Projected 10 0,70 0,71 0,63 0,54 0,74 0,88 0,66

2 in the case of the disciplinary precedure the original form wes also

the optimal form.

The criginal form was maintained as the optimal measure because
elimination of any item would have led to a slighl Increase in some
language forms but & decresse in others (see Appendix F). Where an item
common to the Sotho, Fanakalo and Afrikaans versions was in fact
examined for elimination, it lead to a reduction of the mean to 0,62
with little improvement on the Sotho and Fanakalo versions. Therefore,
no elimination of items was instituted. In the projected form, the
zeliability of both the Xhosa and Fanakalo vérsious is low. However,
the acceptable mean for the standardised form, and the utilisation of
sub-scales displaying similar iIndices (Tasylor & Dowers, 1967) was seen

to allow the continued use of the scale in analysis. Some caution

15 advised however, in the interpretatior of the disciplinary scale ;

indices,

e
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Reliablity indices for the sub-scale of Communicaticn are detailed in

Table 5,

Table S

Iaternal Consistency Reliability Coefficients fox the Communications
Sub-scale of the IIRCS

Test Groups

Instru- Items Mean Sotho Xhosa Fane- Afri- Eng- ALl
ment Relia- kalo  ksans 1ish  cases
Form biliey

Original 7 0,64 0,68 0,61 0,55 0,61 0,74 0,63
Form i 6 0,70 0,72 0,64 0,65 0,72 0,78 0,6%
Optimal 5 0,71 0,73 0,64 0,64 0,78 0,73 0,69
Projected 10 0,83 0,84 0,78 0,78 0,88 0.24 0,82

Elimination of items to obtein Form 1 of the communications sub-scale
was indicated on a particular item on all scales. Subsequent
elimination of an item to obtain the optimsl form was Indicated on all
scales except tbe English version. No further possible refinement was
indicated on any of the language versions with the optimal form (see

Apprndix G).

Relifsbility indices for the sub-scale of Representation are detailed in
Table 6, The original form was mainteined as the stan® -d form., One
item on the Xhosa, Fanakalo and Afrikaans versions was indicated as
contributing minimally to increased reliabilicy (& 0,02) but this would
have regulted in slightly lower coefficients for the remaining versions
and the mean and consequently the item was not eliminated {(see Appendix

).
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internal Consist(mcz Reliability Cnefficiancs for the Employee
Sub~. TIR(

scale of the

Test Groups

instru-  lrems Mean Sotho Xhosa Fana- Afrie Eng- ALl
ment Relia- kalo kagns  lish cazes
Form bility

Orig 7 3N ¢,71 0,57 0,59 0,85 0,75 0,67
inal®

srojected 10 0,76 0,78 0,66 0,67 0,89 0,8] 0,74

“The original form of the scale was the aptimal Form.

teliability indices for the sub-scale of Supervision are indicated in

“sble 7.

fable 7

internal Consistencx Relisbilltv Goefficients for the Supervision
Sub-scale of the I.

Test Groups

Instry- Items Mean Sotho Xhosa Fana-  Afri- Eng- ALl
nent Relia~ kalo kaans lish cases
Form

Original ? 0,65 0,62 0,50 0,54 0,79 0,80 0,62
L)p:im.ala 5 0,76 0,68 0,74 0,71 0,80 0,85 0,74
Projested 10 0,86 0,81 0,85 0,83 0,89 0,42 0,85

* Elimination of an initial item necessitated elimination of an item i
dependent on it for meaning. Consequertly the optimal form contains it

two jtews less than the original sub-scale form.
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The English and Afrikasns versions of the supervisory sub-scale
indicated no further items that could lesd to greater reliability.
Different items were indicated for each of the other language versions
whick could have led improvements in these versions (see Appendix I).
Increases gained from the elimination of these items would have been
winimal however, and would have lessened other reliability coefficients.
Also, in view of the existing high coefficients and the shortmess of the

scale, further refinement would not have been desirable.

Peer group reliability indices ave reported in Tsble 8,

Table 8

Iagernal Consistency Relisbility Coeffieients for the Peer Group
Sub-scale of the (IRCS

Test Groups

Ingtru- Yeews Mean Sotho Xhosa Fana~ Afri- Emg- A1l
ment Relia~ kalo kaans  lish casges
Form bility

Original 7 0,58 0,5% 0,44 0,49 0,74 2,66 0,34
Optimal 6 0,58 0,60 0,33 0,53 0,73 0,63 0,34
Projezted 10 0,69 0,71 0,52 0,63 0,82 0,74 0,65

The coe.ficlents for the Xhosa form of the peer group sub-scale are
low {sec Appendix J) and cesulcs derived from this ssb-scale should be

treated with caution,

The policy dimension sub~scale reliability indices ave repovted in Table

9.
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Internal Congistency Reljability Coefficients for the Policy Sub-scale

of the ITRCS

Test Groups

Instru- Items Mean  Sotho Xhosa Fana~ Afri- Eng-  All
ment Relia- kalo kaans  lish cases
Form bility

Drlginala 8 G,80 0,72 0,70 0,82 0,86 0,86 0,77
Projected 10 0,83 0,84 0,78 0,78 0,89 0,89 .0,81

®The originel instrument is maintained as the optimal instrument.

Policy reliability coefficients are all high, The refinement of the

sub~scale was not indicated by any common item across all scalés. No

refinement was indicated for the Xhosa and Fanakalo versions, while

minimal improvement for other particular scales was indicated by a

single item (see Appendix K).

mean reliability.

This however, would have reduced overall

Refinement indices of sub-scales therefore appear adequate. The

procedure is seen to provide for a single standsrdised measure with

which to conduct analysis (White, 1982). The standardisation of content

seems to have bsen supported by the elimination of common items whick

were detracting from relisbility in a number of language versions of

sub~scales., Furtber, the optimal standard forms of IIRCS sub-scales

were in most cases, the optimal Form of the different langusge versioms.
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Test~retest Reliability

Teat-retest reliability was established rhrough Pearson correlations of
results obtained from the application and re-application of the
instrument over a six week period to the sample of 24 subjects. These

reliabllities are reported in Table 10 below.

Table 10

Test-retest Reliability Coefficients for the TIRCS Sub~scales (63} 24)

Sub-Scale Time 1 Time 2 Correlation
R —— Coefficient

Mean sD Mean B

Grievance Procedure 13,80 3,45 13,62 4,22 0,76
Disciplinazy Procedure 13,30 3,58 13,63 4,26 0,83%
Commumications 10,63 2,73 10,58 2,67 0,84*
Representation 12,54 3,33 12,78 3,59 0,76*
Supervision 8,67 2,84 9,58 2,99 0,70%
Peer Group 9,12 3,06 10,33 2,9 0,67%
Policy 16,83 3,% 17,04 4,23 0,87%
*p & 0,000

The sub~scale with the lowest test-retest reliability coefficients was
the interpersonal IRC dimension of Peer Group with 0,67. The relatively
low corvelation coefficient for the Peer Group sub-scale indicates that

some caution in considering the dimension in analysis {s needed.
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ive Correlatiomal Analysis

Examination of relationships between sub-scales of the IIRCS through
Pearson torrelations resulted in the correlation cosfficients reported
in Table 1l. Partial correlations for sub-scales are 3lso reported in
Teble 11, Partial correlations controlled for the blographical

variables of race, skill, shaft and department,

The Peer Group sub-scale correlations with other ITRCS sub-scales are
generally lower than the Intercorrelations between those sub~scales.

The coefficient of the correlation between Grievance Pracedurs and Peer
Group is particularly low, although signmificant (p < 0,01}. Pearson
correlation coefficients for all subw~scales except Peer Group range from
0,38 to 0,63 {p < 0,001)., Partial correlation coefficients for all
sub-sccles except Peer Group range from 0,38 to 0,61 (p 4 0,00i). The
sub-scale of Policy gemerally displays the bighest correlations with

other sub-scales.

The relationships between IRC sub-scales and the organisational commitment
and job satisfaction scales were examined in two ways. First, zero order
correlation techniques were instituted (Pearson correlation). Second,
partial correlations were conductad to control for the variables of

division, race, skill level and department (see Table 12j.

The sizes of correlation effects betveen the IRC dimensions and
organisational commitment and job satisfaction ars moderate and

significant ( p 4 0,001), Policy again emerges as the sub-scale with

the strongest relationship with conceptually rtelated variables.
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Table 11

Pearson ° and Partla1® Gorrelations for TIRCS Sub-scales
Grievance  Diseipline Communication  Polley  Representation Supervision Peers
Grisvance Procedure 0,45 0,49 0,49 0,46 0,39 6,15
(364) (372) (371) (360) (369) (372)
Diseiplinary Procedure 0,42 0,57 0,56 0,38 0,41 0,30
(329) (375) (370) 363) (372) (375)
Communications 0,49 0,55 0,63 0,50 0,46 0,22
(379) (371) 382) (386
Poliey 0,47 0354 0,61 0,52 54 0,29
(366} (376) 318y #
Representation 0,44 0,34 0,48 0,48 0,50 0,43
(367 (369)
Supervision 0,43 6,39 0,47 0,54 0,50 0,400 ¢
(380)
Peer Group 0,15 0,28 0,21 0,28 0,43 0,38

Note Figures in brackets represent n; m for all partial correlaiions is equal to 329,
® Papuson correlations are indicated above the diagonal.

b Pavtial correlations are indicated below the diagonal. Partial correlations control for race,

&ill, shaft and department.
N

£ < 0.01; all other correlations p £ 0.001.




Table 32

Correlacions of Sub-scales of the I7°C8 with Organisationsl Commitment and
Job Satisfaction

Pearson Correlation® Parrisl Correlation’
Organisational Job Organisational Job
Commitment Satiafac~ Commitment Satisfaction
Grievance 0,18 0, 0,18 0,12+
Procedure (n = 364) (n - (v = 358) (o = 363)
Disciplinary 0,24 . 0,19 0,22 0,16
Prezedure (n = 368) (n = 372) (0 = 362) (n = 366)
Comumications 0,23 0,26 0,26 0,24 o
(n = 378) (n = 382) (o = 372) (n = 376) &
2
Policy 0,36 0,26 0,35 0,23 \
(n = 371) (n = 375) (n = 365) (n = 369) )
Representation  0,15% 0,20 0,11% 0,18
(n = 364) (n = 368) (n = 358) n = 362)
Supervision 0,30 0,30 0,23 0,29
(= 374) (n = 374) (n = 368) (n = 372)
Peer Group 2,20 0,20 0,18 0,18
o= 377) (n = 377) (=387 - (n = 374) L

? Zero Order correlation
b pareial correlation controlling for: job category, race, divisich, department
*p £ 0,01: orhexs p ¢ 0,001
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Results show no apprecisble differences between zero order and partial
correlation indices. This strengthens the indication of significant
relationships between IRG dimensions and the variables under

conslderation.

The implementation of the IIRCS to examine the in-company IRC of the
organisation in which the research was being conducted allowed
examination of the scores of contrasted groups within the organisation.
The examination of contrasted racial groups of the variable of race
through the MANOVA rechnique resulted in a signifieant multivariate
¢ffect on the seven variables being demonstrated using the
Piilai~Bartlett F approximation ( F (7,327) = 5,62; p < 0,00i,)
Following the procedure proposed by Hummel and Sligo (1971), separate
univariate ANOVAs were computed for all dimensions of the IRG

instrument. These results are detailed in Table 13 below.

An analysis using ANOVAs indicated significant differences betwsen
Black and White employees' perceptions of supervision ( p & 0,001),
disciplinary procedurs ( p < 0,01), representation and palicy ( p 2
0,005). 4lthough significant differences were not found for the
dimensions of grievance procedure, communications and paer group,
differences in scores did exist and these followed a similar trend to

the other in-company IRC dimensions.
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Table 13 [

Oneway ANOVAs between Categories of Race for the ITRCS Sub-Scales

E 4 Mean : i

Vhite Black

1IRCS Sub-Scales

Grievance 0,99 1,333 12,87 14,87
Procedure

Disciplinary 8,90%% 1,333 11,82 13,02
Procedure

Communication 0,002 1,333 9,07 10,18
Representation 5,39% 1,333 12,65 13,39
Policy 5,34% 1,333 14,29 15,95
Supervision 26,14%%% 1,333 8,77 9,20
Peers 3,37 1,333 9,56 9,90
* p 4« 0,05

% p g 0,008

**% p ¢ 0,001

A MANOVA was performed to examine the contrasted groups for the variable

of skill level and to assess the existemce of coumon variance within the

inenompeny IRC dimensions, The analysis yielded 8 signifiecant

" multivariate effect on the seven dependent varisbles using the

Pillai-Bartlett F approximation (F (14,654) = 2,92; p £ 0,001). ANOVAs
assessed the significance of contributions of separate sub-scales of the

; IIRCS. Follow up enalysis with Scheffe tests indicated which groups

differed significantly on the sub~scales and provided mean scores for

the groups (see Table 14), iy

eav . A
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Table 14

Oneway ANQVAs betwsen Skill Catepories for the IIRCS Sub-scales

H 4f Mean
Skilled Semi- Unskilled
TIRGS Sub-scales . Skilled
Grievance 0,80 2,332 13,10 13,44 13,75
Procedure
Disciplinary &,50% 2,332 11,12 12‘,43 12,56
Procedure e —]
Communications 0,47 2,332 9,57 9,36 9,69
Representation 3,02% 2,332 12,00 12,99 13,30
[ S
Policy 3,16% 2,332 13,80 14,99 15,47
—
Supervigion 12,054% 2,332 7,24 9,36 9,30
[P———
Peets 2,14 2,332 9,04 9,59 9,87

NOTE, Values joined by underscore are significantly different.

*  p & 0,05
% p & 0,001

Significant differences ware obtained across skill categories on the
dimensians of superviston { p £ 0,001), disciplinary procedure,
representation and policy ( p ¢ 0,05). The significant differences
existed between the skilled group and both semi- and unsiilled groups on
the dimensions of supervieion and disciplinary procedure. Differences
in the dimensions of policy and representation manifested themselves
across skilled and unskilled categories. Scores om all dimensions
generally followed consistent trends of becoming more positive with

increasing skill level. However, om the communications sub-scale

P ed ¢
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semi-gkilled employees obtained more positive scores than skilled

employees., Unskilled employees still scored more negatively than both g
other groups in thig vegard. Further, semi-skilled emplovees scored

more negatively than other groups on the sipervisory sub-scale.

The applicatict of a MANOVA in the statistical anelysis regarding
differences between the shafts resulted in a significant multivariate
effect being obtained (F (7,327) = 5,90; p £ 0,001), The results of

separste unlvariate ANOVAs are detalled im Table 15,

Table 15

Oneway ANOVAs between Shafts for the IIRCS Sub-scales

E df Mean
. 1IRCS Sub-scales PP P
grievance 34,964 1,333 12,67 14,47
. Procedure
£ Disctplinary 11,77% 1,333 .8 13,02
Erocedure
Communications 1,0 1,333 9,07 19,18
! 4 Reprasentation 4,58 1,333 12,65 13,39
g Policy 12, 79%kk 1,333 14,29 15,85 :
. Supervision 1,01 1,333 8,78 9,21
: Peers 0,56 1,333 12,65 13,39 &

* p & 0,05

‘ ®  p g 0,005
: W p ¢ 0,001

B
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significant diff. rences were indicated on all lssue related IRC
dimengions {(i.e,, grievance and disciplipary procedures,
representation, communications, and policy). Both-interpersonal
dimensions {i.e., supervision and peer group) did not yield significant
differences across shafts, All scores indieated & comsistent Trend

howaver, with one shaft being more positive than the &Scher.

DISCUSSION

The discugsion section will be divided into two areas, First, the
regults of the study will be discussed, Second, the implications of the

rasults on using the IIRCS to assess in-company IR will be discussed.

Discuscion of Results

Reliability

Internal consistency reliability coefficients generally indicate an
acceptable standard of reliability (Alken, 1979; Barling, 1978; Cascio,
1982). However, a low raliability coefficlent was found for the
dimension of peer group in the Xhosa version of rhe instrument,
Congequently some cautfon is needed in assessing the peer group
dimension, Tairly low reliability was also recorded for the
diseiplinaiy dimension in the Fanakalo version ( x = 0,54), However
similar levels of rellability have been reported for dimensions of
acceptable instruments currently in use (e.g., Hackman & Oldham, 1975;

Taylor & Bowers, 1967).

i R e
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Test-retest reliabilicty coefficients (range: r = 0,87 - 0,67) compare
favourably with relisbility indices for other psychometric instruments
assessed over & six week perfod (Cook et al., 1981; Dunham, Smith &
Blackburn, 1977; Sarason er al., 1978), The reason :or the low
stability of the subwscale of peer group { r = 0,67) could be due to the
sub-scale being unsound and its conteat not adequately rsflecting this
dimension. Also, it could possibly be attributed to the interpersonal
relations on which the dimension iz based being morTe dynamic and
susceptible to change than percelved qualities of organisatiomal
processes which are seen to be relatively enduring (Taylor & Bowers,

1967).
Comstxuct Validity

Moderate zero-order intercorrelations (range: t = 0,63 - 0,38) between
TIRCS sub-scales (excluding peer group) indicates a shared variance
(Taylor & Bowers, 1967). Partial correlation techniques controlling for
the vaxiables of race, skill, shaft and department did not affect this
variance to an apprecisble extent (range: r = 0,61 - 0,39), The
correlations therefore, reflect the common underlying construct of
{n-company IRC and are in accordance with the design of the scale
itself, Similar correlations are reported for sub~stales of
instruments measuring common constructs (Backman & Oldham, 1975; Taylor

& Bowers, 1967).

Despite the shared variance, sub-scales display 2 capacity to
discrimipate in measuring the particular dimensions they address.
Although a degree of overlap exists between the various sub-scales, no

particular sub-scale duplicates the area covered by the others to any

3
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great extent (Taylor & Bowers, 1967). Also, while the dimension of
policy demonstrates slightly larger correlations in general, it is
impossible to single out any particular dimension besides peer group as

being more dispensable than others (Teylor & Bowers, 1967).

Low correlations betueen peer group and the other sub-scales indicate a
weak relationwhip with the other varisbles. Combined with problems im

both internal-consistency and tast-retest relishility, these results

indicate that the peer group sub-scale should nut he included in
analysis. Problems could be attributable elther to the sub~scale
content not adequately reflecting the ares being assessed, or to its
Function of an informal support system lying outside the direct comduct
of IR processes (House, 1981). However, because of its limitations,

peer group is not considered as appropriste im it's presemt form for

inciusion in the IIRCS.

Intra-correlational analysis of IIRCS sub-scales supports the hypothesis
that the sub-scales will yield significant intercoxrelations. The
naturé and similarity of correlations reflects a common underlying
cons™rust of in~company IRC, with all dimemsions exhibiting a capacity
to cisariminate for dimensions addressing aspects of that construct.
Further, the nature of the correlations supports the imclusion of all

dimensions -xcept that of peer group within the measuring imstrument.

Results of the zero order correlatjon analysis between IIRCS sub-scales
and the variables of organisational commitment .range: r = 0,15 - 0,36)
and job satisfaction (range: r = 0,16 - 0,3) are Low but highly

significant. Dunham et al. (1977), Mowday et al. (1979), snd

;
}
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Sarason et al. {1978) repert similar indices in correlationg between
sub-scales of developed instruments and criterion variables used for .
validation purposes. Partial correlation techniques instituted to
control for intervening influences from the variables of race,
skill~level, department and division, did not have any appreciable
effect on the stremgth of correlations, Biographical varisbles
therefore were not seen as influencing the significant nature of

relationships.

The magnitude of correlations between the sub-scales and criterion
veriables of organisational commitment and job satisfaction was similar
to those expected. High correlations would have indiceted the
measurement of a similar psychological construct (Anastasi, 1982).
However, the eriterion variables are designed to measure affective
rvesponses linked to IR and not perallel measures. Consequently,
correlations should not be too high (Mowday et al., 1979). The IRC
dimensions are also specifically aimed at particular aspects of IR and
this could possibly reduce the nature of relstionships. In the case of
the dimension of policy which is mwore of a general nature, the
correlations with organisational commitment and job satisfaction are
higher than for other sub-scales. This could be due to the policy
dimension's general nature being mwore easily velated to the perceived
global nature of the criterion variables (Hackman & Oldham, 1975; Mowday
et al., 1979). The nature of correlations between IRC sub-scales and
the criteria of organisaticnal commitment and job satisfaction are seen
as providing for adequate theoretical justification of 'relationships and
enhancement of the construct validity of the LIRCS (Clegg, 1983),
Consequently, the hypothesis that the ITRCS would yield significant
correlations with the measures of arganisational commitment and job

satisfaction is supported.
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Correlations within the ITRCS sub-scales and between sub-scales and
conceptually related variables support the comstruct validity of the
IIRCS. Further, no relationship between the sub-scales of the TRC
instrument and the organisational commitment and job satisfaction
measures displayed greater correlation indices than those demonstrated
for the relationships between the sub-scales themselves. The LIRCS
consequently displays internal consistency while possessing the capacity
to identify IR concepts and to discriminate relative to other measures

assessing associated concepts.

The In-Gompany IRC of the Organisation

The nature of in-company IRC within the organisation is reflected in the
scores obtained in contrasted group analysis. Tpe discussion of the
scores obtained will occur in terms of groups cv .asted on the

varidbles of race, skill laevel, and shaft.

Results demomstrate limited support for hypothesised differences betwsen
White and Black employee groups. Whites recorded significantly higher
scores than Blacks for the dimension of supervision, disciplimary
procedure, representation and policy. For the remaining dimensions of
grievance procedure, communications, and peer group, Whites scored
congistently (but not significantly) higher than Blacks. These results
are seen to reflect differences resulting from discriminatory practicec

in South Africa (Bluen & Van Zwam, 1983; Rosholt, 1982) and the mining
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industry in particular (Cooper, 1979; Sitas, 1979). However, particular
circumstances are seem to contribute to the nature of the climate for

the particular dimensions and these will be discussed in the context of

those dimensions. o ﬁ

Diffarences between Blacks and Whites for the dimension of supervision

are highly significant ( p & 0,001). These differences reflect the
perticularly difficult marginal position of supervisors im South Africa

(Piron et al., 1983), This difficult position is heightened in the case

of the mining industry where White first line supervisors often feel

threatened and tend to admirnister discipline in the wrong way because

they work on & fear relationship (Pironm, 1982c; 1983). Alse,

difficulties ave experienced by Blacks because of a lack of supervisory

consideration snd approachability essential in the day-to-day

supervisory relationships on the shop-floor (Malhesbe, 1983). Further

- supervisory problems sre seen in the area of commumicatioms. The racial
: and cultural situation leads to difficulties for the Black employees in
’ communicating problems Lo the supervisor so that these can be remedied
A (Baqwa, 1983; Queripel, 1983). Black mineworker dissatisfactZonm with

treatment and approaches by supervisors has been indicated in
assessments of mineworker attitudes and perceptions (Anglo American
Corporation, 1975; Queripel, 1983). Insults from supervisors have

been identified by Black mineworkers as ome of the ten aspects of work

wost disliked (Human Resources Laboratory, 1980) Further, of problems

and grievances raised by Bisck employees in 149 casss in che mining
industry, 75 percent arose dus to line managemsnt and orgenisational

control { 1981). ly, the findings obtained in the

present study reflect established Black and White employee differences

in the industry. =
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Differences between White and Black employee group perceptions of
representation are attributed to the nature of the differential
representative styuctures for the races. Union representation existed
for White employees whereas mo Black employees were members of a
recoguised trade union on the mine. Blacks therefore had to rely on
company devised representative structures. Douwss-Dekker (1981) and
Wiehahn (1981) have stated that unfon representation is superior to
company devised structures because of the stronger power base from which

a unlon operates. Union representation provides for a more equitable

relationship between and repr ves and empioyee rights
and comcerns are wore fairly addressed (Douwes-Dekker, 1981},

Similar differences in race group perceptions of union versus company
devised structures have been obtained by Donald (1983). Also, Black
employee dissatisfaction with company devised representative structures
‘has been well documented in research (e.g., McNamara, 1982, 1983;
Queripel, 1983). Management at the mine had acknowledged Black employee
dissatisfaction with existing representative strvctures at the time the
study was implemented and were considering alternative forms of
representation. The IIRCS therefore, was seen to be sensitive to

existing differences regarding representation on the mine,

The racial differences in perceptions of the disciplinary procedurs
zeflect problems acyoss industry in conducting such procedures,
particularly for Black emwployees {(Levy, 1984), There has been a
histoxrical differentiation in the implementation of disciplinary
procedures between White and Black employees (Douwes-Dekker, 1981).

Emerging Black unions have focused on the area of discipline as a factor

— I <
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to aid mobilisation of support because of Black employee comcern for
discipiinary issues (Magwaza, 1981), "The disciplinary procedure in the
mining industry is seen as particularly problemstic (Pirom, 1982¢).
Disciplinary action was rated as the most important source of work
dissarisfaction by Black employees on & gold wmine (Queripel, 1983).
Responses to reasons for such dissatisfaction included unfair heavings,
harsh penalties fox winor offences and employees’ evidence mot being
considered i7ueripel, 1983). Assessment of Black employee attitudes has
indicated that bad supervisory practices have led to a belief among
Black mineworkers that discipline i{s imposed unfairly, too harshly, and
with little consideration (4nglo American Corpozation, 1976; Queripel,
1983). White employees are in a more favoursble position than Blacks
because of their protected skill position, a more powerful system of
representation to protect their interssts, and not being subject to
discriminatory practices (Cooper, 1979; Dy Toit, 1982). The IIRCS
therafore reflects expected differences between Black and White

employees' perception of the disciplinary procedure.

Failure to find significant race group differences for the dimension of
grievance procedure could be attributed to the way in which grievances
are dealt with in the wining industry., The waiy procedure for dealing
directly with Black employees’ work related yrievances is through the

Personnel function (Craib, Hall & 1983). D Dekker (1981)

indicates that the role of the persomnel department in IR conflict
situations is to divert conflict from the immediste sources im ordex to
maintain the status quo. In the case of the grievance procedure on the

mine, the conflict prome Black/White interface is being avoided by Black
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employees and more skilled management employees are respousible for i

resolving the grievance. Satisfaction with the vay in which grievances

are handled there has been indicated by Black mineworkers as one of the

ten most favourable aspects of working conditions on a mime (Human

Resources Laboratory, 1980).

Involvement of the Persommel function in the area of communications is

similar to that of the grievance procedure {Craib et al., 1983). The

commumication of mine policy and procedures, and the updating of

employees on information relevant to them is largely the responsibility

of the Personnel department rather than line management (Craib et al.,

1983). The industry has institucionalised & oumber of communications -

systems in this regard, fncluding personmel agsiscants, the induna, and
the isibonda system which are outside the immediate ambit of the
supervisor (Anglo American Corporation, 1976; Craib et al., 1983;
Queripel, 1983), Thus, the areas of grievance handling and

communications are addressed in depth and structured so as o avoid

racial conflict. This could possibly lead to move positive perceptions

of the dimensious by Black employees. Failure to find inter-racial

Lt ou these di 4 could mean that the wine was successful

in the implementation of grisvance and communications systems rather

than reflecting an inability of the IIRCS to differentiate.

The peer group sub-scale has heen shown to have limitations in

reliablility and constrn~ .. The absence of racial group
differences could be attri ..: o the lack of validity. Rowever, the .
dangerous nature of the mining environment genmerates a group ildentity e

P il T
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and belongingness {Arglo Awerican Corporation, 1976; White, 1983) and
such feelings experienced by employees would affect peer group scores
without there being IR influences. Because of the factors of a pessibly
invalid sub-scale and particular conditions in the mining industry, the
absence of differences in the peer group dimension does appear to

detract from the discriminant capacity of the IIRGCS.

Perceptions of the dimension of IR policy display significant
differences as hypothesised, with Whites scoring more positively rhanm
Blacks. The structural components of the miming industry have been
identified as leading to high conflict (Vam Coller, 1979). Structural
factors influencing conflict however, are to the detriment of Black
rather than White employess (e.g., excessive reward ¢ifferentiation on
the basis of skill, migrancy, and class/race barriers) (Queripel, 1983;
Sitas, 1979; Vam Coller, 1979). Dissatisfactlon among Black mineworkers
has been demonstrated in regard to these structural factors (Queripel,
1983). Specifically, separation from family, discriminatory practices,
lack of promoticnal oppe: “nnities and the nature of living conditions
ere 1ssues which have bésa ranked as particularly important to Black
mineworkers (Human Resources Lsboratory, 1980; Queripel, 1983). Also,
many of the grievances expiassed by Black mineworkers have been directly
linked to policies adopted by mining compenies regarding stzuctural
factors (McNamara, 1982). Thus, parceptions by Black employees of the
policy approach adopted by mime management are likely to be influenced
by the nature of these structural factors in the labour/management

relationship in the organisation.
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The effectiveness of IR policy has been linked to the quality of
supervision and representation (Baer, 1970; Brewster et al., 1981;
Douwag~Dekkar, 198L; Piron, 1982a), Problems have been shown to exist
for Black employees in both these dimensions on the mine and these
problems are yeflected in Black employees’ perceptions in the present
study. Consequently, the difficulties in operatlonalising policy
because of problems in these srsas 1s seen to lead to more negative
perceptions by Black employees of the policy approach gemerally.
Ceuversely, the strength of White mining unions has provided effective
representation for White employees and consideration of their views

(Queripel, 1983; Sictas, 1879).

The lower magnitude of group differemces for the dimension of polivy, as
oppoded to the significant differences on other dimensions (e.g.,
supervision, diseiplinary procedute, representation), could be
attzivuted to the mediating influence of positively perceived dimensions
of Tf :.irating in the organisation (e.g., grievance protedure and
communicationg). In perceiving aspects of labour/management dealings as

positive, Black employee ons of 's general

could be improved. However, no esmpirical information that addresses the
role of individual policy dimensions in mediating perceptions of an

overall policy approach sppears ¢- he available to support this view.

Skill Level

Significant differences were yielded between skilled and unskilled

groups in tha dimensions of supervision, representation, disciplinary
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The effectiveness of IR policy has been linked to the quality of
supervision and representation (Baer 1970; Brewster et al., 19815
Douwes-Dekker, 1981; Pirom, 1982a). Problems have beeu shown to exist
for Black employees in both these dimensions on the mine and these

problems are veflected in Black employees' perceptions in the present
»

study. C 1y, the difficulties in operatioralising policy
because of problems in these areas is seen to lead to more negative
perceptions by Black employees of the policy approach gemerally,
Conversely, the strength of White mindng unions has provided effective
representation for White employees and comsideration of their views

(Queripel, 1983; Sitas, 1979).

The lewer magnitude of group differences for the dimension of policy, as
opposed to the significant differences on other dimensicns (e.g.,
supervision, disciplinary procedure, representation), could be
attributed to the mediating influence of positively perceived dimensions
of IR operating in the organisation (e.g., grievance procedure and
communications). In perceiving aspects of labour/managemenc dealings as
positive, Black employee perceptions of management's geveral approach
could be improved. Howesver, no empirical information that addresses the
role of individual policy dimensions in mediating perceptions of an

overall policy approach appears to be available to support this view,

Skill Level

Significant differences were yielded between skilled and unskilled

groups in the dimensfons of supervision, representation, diseiplinsry




srocedure #nd policy. Also, significant diffcrences were yielded For
the dimensions of supervision amd disciplinary procedure between skilled
and semimskilled groups. Skilled employees scoted more positively than
other groups in all dimensions except for communicsiions where
semi-skilled employees were more positive, Further, in all dimensions
extept Supérvision, semi-skilled employses scored more positively than
unskilled employses. These results support the contention that employee
work attitudes {mprove as a consequence of increasing skill and
aginclated status and rewards (Beynon & Blackburnm, 1972; Will, 1982).
Similarly, workers in general have bezen shown to be significantly more
alignated chan their supervisors, and in turn Eirst line supervisors
tend to feel more alienated than higher ranking managers (Viteles,
1954) . Further, surveys examin/ng employee perceptions of company
concern for their welfare have demonstrated that attitudes of factory
workers are significantly more negative than thoss of foreman, with

clerical staff placed betwen the two (Sheppard & Herrick, 19723,

Black employees are moving imto more skilled jobs in the mining industry

at an rate ( 1982), with this Black

advanicement has bren an inecrease in the importance of these employees in
the productive process (Anglo American Corporatioen, 1976; Sitas, 1979).
Advancemeut has resulted in the acknowledgement of the importance of
such employees and an instilling in them of an adherence to cowpany
ideals and practices, and & recognition of the legitimacy of management
{Anglo American Corporation, 1976; Sully, 1984). Thus, although the
influence of race affects the individual's experience, the skill lavel

of the employee will also influence attitudes and perceptions at work,
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For the dimension of supervision, semi-skilled ewployees recorded more
negative scores than those of unskilled employees. This is possibly due
to the position of Black supervisors in semi-skilled positions being
particularly difficult (Piron et al., 1983; Sully, 1984). At the same

time White employees feel that their job security is being threatemed by

Black employees in these positions (Cooper, 19793 Hall, 1982).
Consequently thers is a lack of White supervisory support for these
Black employees which is seen to lead ta poor relationships {Sully,

1984) .,

Poor supervisor: Telationships could lead to the negative perceptfons of
disciplinary procedures by semi-skilled Black employees as opposed to
the White skilled employees. The Black semi-skilled supervisor

represents the interface betwesn the White skilled employee and the

Black employees within the section. In this role of respomsibility for i
Black subordinates, the Black supervisory is liable for disciplinary
action if contraventions are commited by those within the section (4ngle

American Corporation, 1976). Yet at the same time there is a differemce

in the formal authority invested in the Black semi-skilled supervisor
compared ta the White supervisor (Sully, 1984). The Black supervisor is

therefore placed in e particularly imsecure position regarding the

imposition of discipline by the supervisor and is likely to perceive

this position sccordingly.

It seems to have heen demonstrated in the results that simple

distinctions between employee groups cannot be made solely on the basis

of race. Results according to hierarchical distinctions reflected in
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the study indicate support for bypothesised differences on dimensions of

in-company IRC according to skill level.

Shaft

The analysis of the different shafts resulted in significant differences
being reported for all "issue" related dimensions of climate (grievance
and disciplinary procedures; communications, and representation). ALl
scores in these dimensions were consistently more positive for Shaft A,
"Interpersonal® climate dimensions of supervision and peer group, while
displaying similar directions in mean scores, did not approach
acceptable levals of significance. Wicholson (1979) has stated that
issue related dimensioms of IRC have had more significant relationships
with satisfactary and peacemsking IR atmosphetes than aspects of
interpersonal interaction. The greater importance of issue dimensioans
is supported in research findings by Dastmalchisn et al, (1982),
Nicholson (1978) and Stagner, Derber and Chalmers (1959). The
stgnificant difference in the dimension of policy which exsmines a more
general perception of the conduct of IR within the organisation also
seems to provide support for this contention. Differences between
shafts seem to indicate that the IR spproach adopted by management at
Shaft A was directed more towards the reducticn of conflict and the
promotion of co-operation. Interviews with members of the organisation

indicated that differing styles chavacterised shaft senior

management. Shaft A was seen as more considerate and participative
whereas Shaft B was more suthoritarian. However, no vbjective measure
of wanagement Style or organisational climate was available to

subscantiate these claims.

G Y
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Results provide support for the hypothesis that the IIRCS 1s sensitive
to differences across shafts. Results also seem to confirm the
existence of a plant based IRC, with this climate being manifested in a

general way across policy dimemsions.

Summary

The present study examined in-company IRC utilising o framework of

validztion based on the methodology of similar developmental research

for a variety of p ¢ in specific conmstructs

(e.g.. Bluen & Barling, 1984; Hackman & Oldbam 1975; Mowday et al.,
1979, Sarason et al., 1978; Tayloxr & Bowers, 1967). The establishment
of content validity of the instrument represented the initiation of the
validarion process, Ebel (1977) states that content validity is the

only basic foundation for any kind of validity and the instrument was

presented and approved by severd. experts im both the IR and industrial
psychology disciplines. In addition, the face validity of the

instrument was examined in the research setting and f.ni acceptable.

An item analysis resulted in acceptable indices of discrimination and
distribution (Anastasi, 1982). Taternal consistency reliability of the
finalised instrument was satigfectory with the exception of the
dimension of peer group, Test-retest reliability of the instrument over
an interval of six weeks was satisfactory. The IRC instrument thus

demonstrated both internal and temporal comsisteney.

- N R
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Evidence of construct validity was presented through a number of
methods. On the basis of results obtained from these methods, the
dimension of peer group was considered unacceptable for use in analysis.
This was attributed to either a failure of the scale to represent the

dizensi Ly, ot an ateness of the dimension in

evaluating in-company IRC. The hypothesised existence of an underlying
in-company IRC eonstruct for remaining dimensions was demonstrated by
moderate correlations which were highly significant. The dimensions
however, are seen to be conceptually distinct and the nmature of
correlation was seen to allow for such distinetion (Taylor & Bowers,
1967). Theoretically specified relationships with the eriterion
variables of organisational commits .1 job satisfaction ware
demonstrated with significant gad ..pr+ . corralations being yielded
{Clegg, 1983). Intra-scale relations...,.s indicated correlation
coefficients thar were in all instances higher than those obtained
between IRC dimensions and external criterion variables. Such

relati indicate ptable discrimination between comstructs.

The LIRCS successfully differentiated in-company IRC between coutrasted
groups on the variables of race and skill level within a South African
gold mine, Where significant differences did not exist, organisational
IR conduct was seen as contributing to improved relationships between
grosps. The LIRCS also displayed a sensitivity to differences between
organisational units (i.e., shaft). Overall, results indicate that the
IIRCS possesses satisfactory psychometric characteristics of reliability

and validity and can be utilised for organisationsl assessment.

$7
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Implications

Essential dimensions of in-company IR have been identified as grievance
and diseiplinary procedures, communications and employee representation
(Bluen, 1981; Cuthberk, 1973; Douwes-Dekker, 1981), Also, the dimension
of supervision is seen as essential to facilitate the functioning of IR
processes {(Baer, 1970; Brewst- et al,, 198l; Piyon et al., 1983),
Correlations between the dimensions in the present study indicate that
these components do indeed fall within the context of a common
urderlying construct of in-company IR (Yaylor & Bowers, 1967). Further,
the existence of differences across all IIRC issue dimensions between
shafts at the mine, and a geéneral trend of differences for contrasted
groups of race and skill level would seem to indicate that in-company
IRC is manifested across all dimensions of IRC in a consistent manner,
These results provide support for the theoretical model of
operationalised in-company IRC in which the particular dimensions
£ylf1ll particular functions and interact to produce a general approach

to IR within the organisation.

Despite operating within a general policy approach, dimensions of
in~company IR address different aspects of rhe labour/management
relationship and this diseriwinant capacity is reflected in
relationships between diuensions in the present study. (Taylor & Bowers,
1967). The absence of significant differences between race and skill
groups on the dimensions of grievance procedure and communications
indicates that the approach mansgement adopts can vary in effectiveness

across the dimensions. Further, the absence of these differences seems
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to shaw that it is possible for management to institute IR procedures
which can provide a reduction of ‘conflict, even where variables which
are determined outside the organisation (e.g., race) influence the
nature of labour/menagement conflict. Similarly, Bluen and Van Zwam
(1983) have found higher organisational commitment among Blacks than
Whites in an organisation which has adopted constructive labour
practices for all employees. Effective tonsiderarion by management of
employee views therefore, is likely to enhance IR throughout the

organisation.

The generation of data through a reliable and valid psychometric
{nstrument assessing in-company IR allows an analysis and deseription of
the state of in~company IR. Such an assassment of key areas in
velationghips at the workplace allows an evaluation of labour/management

interaction in a nusber of ways (Nicholsom, 1979). These involve:

1. Estimating the relative comtribution to overall climate of

different dimensions under consideration.

2, Revealing the principle areas of satisfaction and dissatisfaction

in IR dealings.

3. Identifying the relative frequency of different types of problems
in the conduct of inw-company IR and their impact at differeat

locations and levels of the system.
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4. Measuring the extent of inter~ and intra-group agreement and
disagreement about the nature of their sharad experience in local

dealings.

Consequently, utilisation of the IIRCS in the monitoring process
provides & method for the assessment and evaluation of IR within an
orgenisation called for by a number of authors (Anthony, 1977; Brandt,
1974; Cuthbert; 1974). Such an IRC survey can act as an early warning
system devised to detect the deterioration in employee views that
presages many of the more damaging forms of labour unmrest (Thompson &
Borglum, 1973), Mapagement of IR is facilitated through the management
team being aware of the implications of IR processes within the
organisation (Pirom, 1982a). A reformulation of IR policy and
procedures to regulate conflict within the organisation can be
instituted through information gained during the IRC evalustion (Brandt,
1974}, Management thus adopts a proactive stance and woves f£rom crisis
management to techniques of understanding and plaming IR conditions and
processes (Thompson & Borglum, 1973). Comsequently, policy evaluation,
reformulation and planning on the basis of the TIRCS allow for the
development of more co-operative relationships between labour and
management and can lead to the reduction of conflict within the

orgenisation.

The present study demonstrates the need fo examine employee perceptions
of IR processes rather than those of management. Queripel (1983), in

examining accuracy of perceptions of employee dissatifaction, has found
that the further the perceiver is from the employees' work situation the

less accurate are perceptions of the real griavance, Similarly,

I
1
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management perceptions of IRC have been found to be significantly
different from those of employee groups with management having an over
optimistic view of employee perceptions (Deomald, 1983). The need to
obtain perceptions of employees themselves is made more salient when
differences exist within the employee groups as demonstrated . If
management are to be aware of the dynamics of in-company IR, a review of
perceptions should cever all levels and address the needs of all groups

within the organisation.

The need for training in IR has been emphasised repeatedly if
operationalisation of procedures is to be effective (Bluen, 1981 Pirom,
1982a; Van Coller, 1979). The need for supervisory IR training is
indicated by poor perceptions of semi~ and unskilled employees of the
nature of supervison at the mine. These results are paralled in studies
by Queripel {1983) and Sully (1984) and reflect the need to make
supervisors aware of IR issues and processes relevant to effactive job
porformance, particularly in disciplinary issues. Supportive skills and
consideration of employees are demomstrated by a number of authors to be
relevant to the alleviation of conflict situations in this regard

(Fleishmann & Harris, 1952; House, 1981; Goldstein & Sorcher, 1974).

The pronounced Black/White diffeven in certain di of the
IIRCS is sn indication that racial issues im IR need to be addressed.
Attention has been given to the difficult sitvation of the Black
supervisor (Piron et al., 1983), However, within any organisation merit
based manning and aqual opporrunity policies need to be implemented

across the entire organisation for all employees if a situation of

By
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polarisatis: ie to be avoided (Jackson, 1983). Organisations should
actively review the procedures to see if racial discrimimation is taking
place. If employees identify procedures as racially biased, the success

of such procedures is unlikely (Jackson, 1983).

Union representation has been stated as necessary 1f a balanced
relationship embedied in the IR framework is to be ensured and
legitimization of management authority is to be achieved (Douwes-Dekker,
19813 Fox, 1971), Bluen and Van Zwam (1983) have demonstrated positive
relationships between union membership and commitment to the
organisation. The balance of power in this regard is seen to lead to

fair and equitsble p being imstituted and cond with

consequent positive perceptions being associated with such
organisational qualities (Douwes-Dekker, 1981; Van Coller, 197%;
Wishahn, 1981). Union representation seemed to be a positive
contributor to positive perceptions of IR procedures in the present
study. In view of the increasing unionisatiom taking place im South
Africa and the increaging trend towards recognition at a company level
{Institute for Imdustrial Relations, 1983; Pirom, 1982a), effective and
positive invos rement of unions in IR policy and procedural formulation
with management is likely to lead to an enhancement of the conduct of IR
at the in-company level. Consequently, a raduction in the amount of
shop-floor conflict presently experienced by organisations is seen to be

facilitated.

Limitations of the Study

A major problem with any cross-cultural study is achieving the semantic

Nl B
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equivalence of the measure in translation (White, 1983). As White
(1983) points out, when blind back to back translation is used to
establish the meaning of the original measure, the translator invariably
uses & different word. This is particularly so when equivalent words
are not available in the other languages. Consequently, it must be
decided whether the translated word has the same meaning ag the original
English word and whether the question is therefore the same.

Discussions on the retranslated IIRCS versions were entered inte with
the translator te emsure that meanings were as similar as possible.

This was seen as being particularly necessary for the case of Fanakalo
where restrictions exist because of the basic nature of the language
(Queripel, 1983). Two considerations promoted the use of Fanaskalo
First, climate ltems are essentially deseriptive and as such more
amenable to Fanakalo tramslation than abstract concepts dealing with
feelings. Second, approximately 30 percent of the workforce spoke
neither Xhosa or Sotho, but rather a range of approximately eight other
languages. Inclusion of thege people in a sample to provide a
meaningful climate measure was only possible through Fanazkalo or a wide
range of instrument forme requiring suitable translations and interviews
and presenting enormous logistical problems, Consequently, the medium
of Fanakalo vas seen as necdssary Lf a representative sample of the

organisation was to be assessed.

Following the discussions with translators on the equivilance of i{tem
meaning, the IIRCS language forms were instltuted in the pilot study.
The pilot study allowed interviews with subjects to assess understanding

of items and continuity of . aning acress forms, Relisbility
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coefficients were then calculated on the basis of White's (1983)
proposals in the mai, tudy. Because many items were indicated as being
suitable for elimination on all language versioms, znd in many cases the

optimal language versions coincided with the version achieved on the

basis of the mean, support seeme to heve been provided for the

equivalance of meaning. Nevertheless, 1t is still not poasible to state

o that no inconguencles exist between the forms and this must be taken as

b & limitation of the study.

An alternstive method to establish the equivalence of instrument forms

15 proposed by White (1983). The method imvolves giving bilingual

subjects four different versions of the scale, ome being in the oviginal

language, ome in the translated language, and the other two versions

having half the items in one language and helf in the other.

: Differences between forms can then be assessed and relfabilities

e calculated. White (1983) states that although this method of

establishing the equivalance of instrument forms is superior to the ome

used in the current study, it is not without its problems. Many of the

Blacks in the mining industry are illiterate, not fluent in English, and

could not be used in the exercise. Where Wastern-orientated Blacks with

& Western values and standards are used as subjects, there is no guarantee
that ftems will have the sare meaning for them as for the 1lliterate
Black, and one may be transferring one source of error to anather

(White, 1983), Further, Holtzman (clted in White, 1983) comments on how

difficult it is to find truly bilingual, bleultural subjects in the
large numbers neader to establish relisbilities. However, consideration

could be given to this method of determining equivalemce in future IRG
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itudies, provided o large enough and suitable subject group is

available.

The low litevaey level of subjects could have limited the capacity of
subjects to respond to the IIRCS in a valid menner. However, assessment
of the perceptions of all employee groups is necessary if a meaningful
measurement of IRC is to be obtained and management is to have an
effective basis on which to reformulate policy content if necessary.

The literacy problem indicates the important Yole of the interviewer in
the sdministration of tha IRC instrument if a valid reflection of
employees' perceptions is to be achieved, In the presemt study, the
training of interviewers in the administration of the IIRCS and the use
of a presentation procedure which had effectively been utilised in
preliminary studies of in-compamy IRC were seen to address the problem
of literacy in a comprehensive manner. Also, the pilot study ensured
that the language utilised in the instrument was understood by subjects,

although the sampie in this regard was small. Relisbility and validity

indices le stics and Indicate that the

approach adopted to problems of literacy was effective. Despite this
it is possible that the nature of responses could have been affected by
the literacy Jevel of subjects and this should be considered as a

limitation in the present study.

Finalised reliability coefficients were all satisfactory with the
possible exceprion of the coefficient for Fanakalo on the disciplinary
scale. It has been indicated that reliabilities for affective scales
are often low (Alken, 1982) and similer indices to those obtained were

identified for other instruments, Counsequently, the scale form was
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included in analysis. However, some caution is advised in the
interpretation of the data for the disciplinary procedure and this can

be seen as a limitation.

The small sample group involved in the test-retest analysis { n = 24)
and the fact that the majority of subjects answered the English form of
the jnstrument ( n = 18) indicates a possible need for more extensive
Examinati:on of the stability of the IIRCS. However, similar sample
sizes have been reported in studies using & similar methodology (Bluem &
Barling, 1984; Sarason 4t al., 1978) and to the extemt that equivalant
language form of the instrument was established, this does mot seem to
present a serlous limitation within the confines of the present study.
It does however, point to the need for research aimed specifically at

establishing in-company IRC stebility,

The prasent study places a heavy reliance on self report paper and
pencil tests. However, Nicholson (1979), Dastmalchian et al. (1982) and
Rosen et al, {1981) have all examined IRC in the context of a range of
objective variables. These include labour turnover, absenteeism,
disputes, unionisation, and economic performance. The need for
behaviour varisbles with which to contrast instrument scores is cleaxly
necessary (Anastasi, 1982; Dasmalchian et al., 1982). Two problems
existed in this regard in the present study. First, to ensure
confidentiality and to reduce fear of victimisation, employees were
requested not to give their names. Consequently objective data could
not be obtained from subject’'s persommel record cards. Second, Clegg

(1983) and Muchinsky (1977) have indicated the difffeulty in obtaining

e .
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indicies of objective data or bebavioural critexia. This difficulty
involves both the way in which indices can be calculated, and the
collection of appropriate data. Problems were experienced in the present
study in collecting a tange of data across groups. Data were incomplete
and not uniform in nature. Consequently when data were obtained (e.g.,
absenteeism indices), they were not suitable for purposes of analysis.
The absence of objective behavioural criteria with which te compare
results must be seen as a limitation to be overcome if possible in

gubsequent studies.

Maer (1978) states that consideration of practical significance levels
must take place when assessing indices obtained through snalysis. This
is difficult in the present study duz to the lack of reference material
for comparative evaluation. The precise implication for differing group
scores on dimensions is not known at this stage. However, a number of
authors (e.g., Kelly & Nicholson, 1980) have stated that more positive
IR relationships have been associated with similarities {n perceptions.
Where statistically significant results are indicstive of differing
perceptions of IRC, it would suggest that a degree of conflict or
potential for such conflict exists. It also indicstes a discrepancy in
the functioning of IR structures perceived by one or wmore groups which

should be addressed.

Areas of Future Regearch

In any scale there is a need for further replication to establish the

equivalence of psychometric characteristics acress different samples

e i,
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(Arastasi, 1982). Future research should be conducted across a range of
organisations and'samples to determine the usefulness of the scale
across industry and different samples. Such replication also
contributes to enhancing the construct validity of the scale. Further,
the establishmunt of a data bank with descriptive statistics such as
wmeans aad standard deviatlons which can be utilised as standards for
comparative purpnses can only be accomplishes through replication (Clegg

& Wall, 1981).

There is a need to establish the relatiomship between in-company IRC and
objective imdices of IR (e.g., turnover, absenteeism, work stoppages,
accidents) or other indicators of conflict/co-operation (e.g.,
attitudes). Further, the relationship between in-company IRC and
organisational effectiveness should be established. Dastmalchian et al,
{1982) have institured such a study examining the relationship between
manegement~union IRC and company performance. The bemefits of
i{n-company IRC could then be established for productivity as woll as
industrial relationships within concerns. There is also a need in this
Tegard to examine the predictive nature of relationships between

in-company IRC and measures of IR,

Organisational climate has been demonstrated to be a relatively enduring
characteristic of organisations {(Schneider & Reichers, 1983). The
stability of in-company IRC could play a substantial role in its use as
an assessment technique and possible predictor variable. The ITRCS
provides an indication of climate which can be assessed in terms of a

lomgitudinal study. This would involve repeated applications of the

—
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instrument at intervals over an extended period. Assessment of the
stability of the inmstrument over time could then be conducted.
Alternatively, the measure should respond to & change straregy
implemented by the organisation (e.g., the signing of a recogaition

agreement). The nature of change in i pany IRC as a of

a change in management strategy could thervefors be assessad. Assessment
of change indicates that in-company IRC could be usefully employed as an
iastrument in action research. The utility of the ITRCS as an indication
of training success is another possible area of examination. Pre- and
post-training evaluations could be conducted using the IIRCS on pecple
who attend IR training programmes to assess whether it has had eny

iwpact in the work situation.

The IIRCS examines specified dimensiocas which have been detailed by a
number of authors as constituting in-company IR. It is possible that
consideration could be given to a number of other dimemsions linked more
with a Personnel function which axe perhaps associated with IR (e.g.,
selection, induction, Black advancement, job evaluation, tyxaining and
development) (Bluen et al,, 1981). Further research could examine the
possibility of extending the scale and developing items in accordance

with new dimensions,

The 1ink between IRC at the im-company level and IRC at the collestive
bargaining level meeds to be established. Although a number of studies

have examined climate between and union official

(Dastmalchian et al., 1982; Wicholson, 1979; Rosen et al., 1981), very

lirrle emphasis has been placed on the assessment of employee
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perceptions. Research assessing both forms of IRC could establish the
congruency of the forms, and could also exsmine the extent to which
collective bargaining can affect the conduct and perceptions of
employees regarding in-company regulatory relationships, Further
research is also needed to determine any other variables which can
affect in-company IRC and to what extent these variables affect IRC
generally. This would allow the placement of IRC within the framework
of a system and allow for some interpretation of nause and effect

relationships beyond climate.

Conclusion

"There exists a "psychology of industrial relations”, to which
psychologists have contributed very little. The result is that the
treatment of psychological factors im the scientific study of
industrial relations consists wainly of ad hoc postulations almest
at common sense level, rather than operationally measurable
concepts articu’ated with the body of psychological theory. This
is a missed opportunity, for adequate industrial relstious theoxry
Tequires some assumptions about the wotivatiens of the parties, and
the development of & sclentific psychology of industrial relations

could £1ill a significant gap" (Walker, 1979 p. 6).

The very nature of IR with its diverse content and complexity makes it a
difficult area of regearch. However, the progressive influence of
ongoing theory and vesearch is likely to clarify the parameters of the
"discipline” of IR and allow for greater understanding of conditions amnd

processes influencing the interactions of the IR acrors, An increasing
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{nvolvement of industrial psychologists is genmerating more extensive
Tesearch into the variables affecting behaviour (Kelly & Nicholson,
1980; Stephenson & Brotherton, 1979). The present study of in-company
IRC, 1like the research of Dastmalchian et al, (1982) and Nicholson
(1979) represents an attempt to explore the realms of IR using
industrial psychology concepts as tools for examination, Such research
efforts do not provide a direct explanation of behaviour, but father an
understanding of the contribution of the research area to the ultinate

nature of interactions within the organisation.

The present study therefore defined the context of in-company IR within
an overall IR open system. The nature of im-company IR and its
components were discussed and a psychometric measure developed for
assessment and evaluative purposes. Utilisation of the IIRCS inm
identifying or predicting current or potential conflict is limited to
the extent that such conflict {s determined by a vast range of internal
and external factors affecting the labour/management relationship.
However, in providing an operationally measurable concept which can
contribute to an understanding of the nature of IR interactions within
organisations, the present study offers some contribution to a

systematic theoretlcal framework with which to view IR.
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APPENDIX A

INDUSTRIAL RELATIONS AUDIT QUESTIONNALRE

This questiomnaire aims at finding out how you feel about aspects of
industrial relations in this company. It gives you a chance to make
your feelings known truthfully yet anonymously. ALl information will be
strictly confidential.

The results of the questiomnaires will be grouped together so we cam
know what people think of industrisl relations generally. Please do not
put your name on the questicnnaire.

The questionnaire is not a test and there are no right or wrong answers,
Please make sure that you answer all the questioms, If you have any
problems please ask the interviewers to help you,

Remember, we are.trying to find out how you feel so pleage answer in an
honest and open way.

Department: Mining D
Engineering D
Metallurgy D
Services D
Administration D
Division: North D
L
Race: White D
Black D
Sex: Male [::]
Female E:I

e




GRIEVANCE PROCEDURE

1,

To what extent is it possible for workers to
complain about their work problems in this

company?

How thoraughly are grievances looked at?

To what extent are grievances handled fairly?
To what extent are grievances responded to in
a satisfactory amount of time?

To what extent are grievances solved?

To what -extent are reasons given for

unresolved grievances?

How much does the grievance procedure help
solve worker complaints?

DISGCIPLINARY PROCEDURE

1.

To what extent are workers made aware of
what disciplinary action can be taken against
them if they commit an offence?

To what extent are worker offemces properly
investigated before disciplinary action is

taken?

To what extent is evidence shown of what the

wotker has dome wrong?

APPENDIX B

~COMPANY INDUSTRIAL RELATIONS CLIMATE SCALE
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4. To what extent are workers given the correct
discipline for what they do wrong?

5. To what extent can workers appeal against their
discipline if they thimk it is unfair?

6. To what extent is discipline applied in the same
way to all workers?

7.  To what extent does the disciplinary procedure
ensure fair disciplinazy sction?

COMMUNTCATIONS

1. How up to date are workers kept on matters
that affact their job (pensions, pay,
promotions, ete.)?

2, To what extent are the reasons for changes
1in the company explained to the workers?

3. To what extent does the company inform workers
of what they want to know?

4,  To whet extent 1s it possible to obtain
relevant information when you need it?

5. To what extent is the information given by

management to workers accurate?

WORKER REPRESENTATION

i.

To what extent are worker’s representatives
appointed in a satisfactory manmer?

To what extent are representatives truly
representative of che workforce?

To what extent are workers able to approach
their representatives?

Ta a great
extent
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To a great

extent

To a some extent
To a little extent

‘. Mow wuch di :+presentatives help workers with
chair problems?

To what extent do representaiives take worier's | [::] ¥
problams to manaement? -

4. To what extent :- representatives report back i D ;
on what has been discussed with management? :

7. How le are the of f
worker representative {iscussions to workers? {

[
[
U

SUPERVISION 3

i, flow easy to approach is your supervisor? I

£, To what extemt is your supervisor willing : E] :‘ 1
to discuss problems? ;

5. How much does your supervisor help you with i E:‘

your problems?
4. To what extent is your supervisor capable of Cj
aolving your problems?

%.  To what extent does your Supervisor treat all D

workers fairly and equitably?

PEER GROUP

1. Row friendly and easy to approach ars your T i
co-workers? C

2. To what extent do you discuss work-related : D y:
matters with your co-workers? e [::] i

3. How much do your cu-workers help you in i :
solving your problems?




To a great

extent

4,  To what extent are your co-workers concerned
about what happens to each other?

5. To what extent do you see ycurself and your
co-workers as members of a group?

To some extent
-
] rl r] r] To a little extent

6. To what extent do your co-wotrkers feel the
same way as you about the company?

COMPANY POLICY

1. To what extent have workers been informed of
company policy (the way management sees it's
relationship with workers)?

2. To what extent is the company policy
acceptable to workers?

O 0O oog
BRI

-
RRERE

3. To what extent does management live up to all
its statements of how workers should be treated? —
4. To what extent are the views and opinions of [::] :: i
workers considered when management decisicns
are made?

5. To what extent has management succeeded in [::] [::]

redueing hostility and conflict in this company?

fi.  To what extent is this company a fair and just

employer?

7. To what extent is the cumpany’s approach to [::]

worker/management relations the right one?

8. To what extent has the company succeeded in [::] [::] i

establishing a good relationship with irs
workers?




APPENDIX C
ORGANISATIONAL COMMITMENT .
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1. I am quite proud to be able to tell people D D v
who it is I work for. !

2. I sometimes feel like leaving this employment
: LI k

for good.
3. I'mmot willing to put myself out just to D ¢
help the organisation. :
4, Even if the firm were mot doing too well D D D i
financially, I would be reluctant to change -

to another employer, i

5. T feel myself to be part of the organisation. _I El ]:{

6, Tn my work I like to feel T am making some EI :]
effort, not just for myself but for the ¥
organisation as well.

7. The offer of a bit more momey with another
fithireoii et S N B I ,:

of changing my job.

8. I would not recommend a rlese friend to join D D D
our staff,

9, To knov tiat my own work had made a contribution [j D D i
to the good of the orgamisation would please me.




APPENDIX D
GERERAL 103 SATISFACTION
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1. Generally speaking, I am satisfied with this
job. -
2. I frequently think of quitting this job. |

I

3. I am generally satisfied with the kind of work
I do in this job.

4, Most people an this job ave very satisfied
with the job,

5. People on this job often think of quitting.
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GENERAL JOB SATISFACTION

TITEMS

1, Cenerally speaking, I am sarisfied with this
job.
2. I frequently think of gquitting this job.

3. 1 e generally satisfisd with the kind of work
1 do in this job.

4. Host people on this job are very satisfied
with the job.

5. People an this job often think of guitting.

i
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APPENDIX E
GRIEVANCE PROCEDURE — ALPHA OF SCALE IF ITEMS DELETED
Form Question. Langnage
Sotho  Yhosa Fanakalo  Afrikaans  English
Original 1 0,69 0,64 0,52 0,87 0,78
2 0,62 9,54 9,51 0,84 0,80
3 0,65 0,54 0,51 0,85 0,79
4 0,64 0,59 9,57 0 8 9,79
5 0,66 0,57 0,53 0,84 0,81
6 0,70 0,59 0,55 0,83 0,81
7 0,67 0,59 0,58 0,83 0,82
8 0,65 0,64 0,61 0,84 0,79
9 0,70 0,63 0,59 0,87 0,86
FYorm 1 ! 0,67 0,66 0,55 0,84 0,72
2 0,59 0,56 0,53 0,80 0,74
3 0,64 0,55 0,54 0,82 0,74
4 0,62 0,61 0,60 0,81 0,74
5 9,84 0,58 0,55 0,81 0.77
[ 0,70 0,61 0,59 0,79 0,76
7 0,65 0,61 0,60 0,78 0,78
9 0,68 0,66 0,61 0,84 0,82
Optimal 1 0,69 0,69 0,55 9,86 0,78
2 0,59 0,58 0,53 0,80 6,79
3 0,64 0,58 0,55 0,82 0,78
4 0,61 0,63 0,62 0,82 0,78
5 0,65 0,61 0,57 0,82 0,82
3 0,71 0,63 0,60 0,80 0,82
7 0,65 0,64 0,62 0,79 0,83

o
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APPENDIY F g
DISCIPLINARY PROCEDURE - ALPHA OF SCALE IF ITEMS DELETED L d
Form Question Language {
Sotho Xhosa Fanakalo Afrikaans English i
Original 1 0,65 0,46 0,46 0,71 0,81
2 0,59 0,46 0,38 0,60 4
3 0,56 0,47 0,34 9,60 .5
4 0,59 0,50 0,50 0,61 0,83
H 0,61 0,58 0,63 0,64 9,82
5 0,63 0,55 0,45 9,60 0,79
7 0,60 0,44 0,39 0,61 0,80
L
it
i
P
] i
F
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APPENDIX G

COMMUNTCATIONS - ALPHA OF SCALE IF ITEMS DELETED

Form Question Language

Sotho Xhosa  Fanakalo Afrikaans English

Original 1 0,63 0,56 0,45 0,51 0,68 N
2 0,62 0;57 0,44 0,49 6,72 .
3 0,63 0,54 0,59 0,45 0,68 ;
4 0,64 0,56 0,49 0,48 0,75 :
5. 0,72 0,64 0,65 0,72 0,78 -
6 0,68 0,59 0,54 0,59 0,68 :

0,58 0,57 0,54 0,50 0,75

Form 1 0,68 0,59 0,59 0,68 0,7
2 D,65 0,60 0,56 6,67 0,74
3 0,67 0,55 0,59 0,64 0,71
4 0,69 0,61 0,61 0,66 0,79
6 0,73 0,64 0,64 0,74 0,73 E
7 0,84 0,60 0,63 0,70 0,78

Optimal 1 0,69 0,60 0,57 0,76 0,68
2 0,67 0,59 0,55 0,74 0,67
3 0,69 0,55 0,58 0,71 0,63
4 0,71 0,61 0,61 Q,73 0,20
7 0,64 0,39 0,63 0,77 0,72




APPENDIX H

EMPLOYEE REPRESENTATION - ALPHA OF SCALE IF ITEMS DELETED

Form Questdon Language
Sotho  Xhosa Famakalo  Afrikaans  English

Optimal 1 0,68 0,58 0,52 0,84 0,73
2 0,67 0,51 0,52 0,85 0,66

3 0,69 0,60 0,58 0,85 0,69

4 0,65 0,48 0,58 0,61 0,67

5 0,70 0,53 0,56 0,83 0,65

6 0,71 0,51 0,55 0,83 0,69

7 0,67 0,55 0,55 0,83 0,77
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APPENDIX 1
SUPERVISION ~ ALPHA OF SCALE IF ITEMS DELETED
Form Question Language
Sotho Xhosa  Fanakalo Afrikaans English
Original 1 0,55 0,41 0,49 0,67 0,74
2 0,59 0,31 0,41 0,65 0,75
3 0,54 0,37 0,43 0,64 0,73
4 0,52 0,37 0,38 0,68 0,79
5 0,69 0,72 0,73 0,82 0,87
6 Q,57 0,47 0,43 0,69 0,76
7 0,53 0,38 0,38 0,66 0,77
Optimal 1 0,63 0,73 0,74 0,75 0,79
2 0,69 0,65 0,65 0,76 0,81
3 0,59 0,71 0,64 0,74 0,76
4 0,60 0,71 0,66 0,75 0,85
7 0,64 0,69 0,61 0,75 0,85

S
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APPENDIX J
PEER GROUP - ALPHA OF SCALE IF ITEMS DELETTD
Form Question Language
Sothe  Xhosa TFanakalo  Afrikans  English
Original 1 0,55 0,42 0,40 0,62 0,61
2 0,50 0,40 0,42 0,76 0,66
3 0,60 0,40 0,53 0,73 0,64
4 0,5 0,3 0,37 0,70 0,65 H
5 0,57 0,32 0,49 0,86 a,54
3 0,56 0,35 0,38 0,68 0,61
? 0,53 0,54 0,48 0,71 0,62
Optimal 1 0,56 0,39 0,47 0,69 0,52
2 0,52 0,35 0,48 0,7 0,62
4 0,36 0,28 0,48 0,69 0,60
s 0,59 0,27 0,52 0,63 0,50
6 0,58 0,26 0,46 0,87 0,59
7 0,50 0,52 0,49 a,70 0,69
¥
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APPENDIX K

Ferog gy

POLICY - ALPHA OF ITEMS DELETED
Form Question Language
Sotho  Xhosa Fanakalo  Afrikaans  Englisk
Optimal 1 0,68 0,65 0,80 0,87 0,87
2 0,68 0,70 0,81 0,84 0,87
3 0,70 0,69 0,78 0,83 0,85
4 0,71 0,66 0,81 0,85 0,85
5 0,74 0,68 0,80 0,82 0,85
6 0,71 0,67 0,80 0,85 0,83
7 0,67 0,66 0,79 0,84 0,82
8 0,69 0,68 0,79 0,83 0,83
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APPENDIX 1L ' 4

ITEMS ELIMINATED FROM THE IN~COMPANY INDUSTRIAL RELATIONS CLIMATE SCALE i

Grievance Procedure

To what extent are unresolved grievances communlcated to management?

To what extent are workers scared to report a grievance because they

might be victimised?
| Communications

How diffileult &s it to understand what manmegement tells workers?

To what extent is it possible to discuss or question information that is

told to workers? i

Supervisors

b‘ To what extent does your supervisor treat people under him without

y ) considering how they feel?

How much trust and confidence does your supervisor have in his workers? 1

Peer Group

To what exteut is there argument among co~workers?




Author Donald Craig Hugh Maxfield
Name of thesis Evaluating In-company Industrial Relations Climate. 1985

PUBLISHER:
University of the Witwatersrand, Johannesburg
©2013

LEGAL NOTICES:

Copyright Notice: All materials on the University of the Witwatersrand, Johannesburg Library website
are protected by South African copyright law and may not be distributed, transmitted, displayed, or otherwise
published in any format, without the prior written permission of the copyright owner.

Disclaimer and Terms of Use: Provided that you maintain all copyright and other notices contained therein, you
may download material (one machine readable copy and one print copy per page) for your personal and/or
educational non-commercial use only.

The University of the Witwatersrand, Johannesburg, is not responsible for any errors or omissions and excludes any
and all liability for any errors in or omissions from the information on the Library website.



