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INTRODDCTION

Early research conducted to investigate commitment to 
both company and union, i.e., dual commitment,
consistently indicated that employees who hold positive 
attitudes toward their employing organisation will also 
hold positive attitudes toward their union (Biles, 1969; 
Dean, 1954? England, 1960? Fukami & Larson, 1984; 
Martin, 1961; Martin 6 smith, 1979; Purcell, 1960; 
Stagner, 1956; Sunderman, 1966; Wade, 1985; Walker &
Lawler, 1979). However, the inevitability of dual
commitment across different segments of the labour force 
has been questioned (Angle & Perry, 1986; Conlan 6
Gallagher, 1987; Fullagar, 1986b; Fullagar & Barling, 
1987; Gallagher, 1984; Martin, 1981). Recent research 
has indicated that dual commitment to companies and 
unions is moderated by perceptions of the 
labour-management relationship climate (Angle & Perry, 
1986; Fukami S Larson, 1982; Gallagher, 1984), union 
membership status (Conlan & Gallagher, 1987), behavioural 
participation in union affairs (Angle & Perry, 1986) and 
the occupational status of workers (Fullagar & Barling, 
1987). Furthermore, it has been suggested that another 
variable which may moderate the relationship between 
company and union commitment is the type of union 
investigated (Martin, 1981). With reference to Walker 
and Lawler's (1979) distinction between "protective" and 
"aggressive" unions, Martin (1981) suggests that dual 
commitment is more likely to be associated with



•protective" than "aggressive" unionism. Martin (1981) 
investigated a small single union which had historically 
begun as an aggressive union, but with the passage of 
time had adopted a protective union stance. Longitudinal 
data indicated that in respect to union members,
protective unionism is likely to foster dual commitment 
to company and union whilst aggressive unionism is likely 
to foster unilateral commitment to the union.

The suggestion that union type may moderate the
relationship between company and union commitment
provides the primary impetus for the present research, 
the aims of which are four-fold. Firstly, the generality 
of the dual commitment phenomenon across different 
segments of the labour force and amongst members of 
different trade unions will be assessed. Secondly, the
research will investigate predictors, be they common or 
unique, of company and union commitment and whether these 
predictors are common to members of different types of 
unions. Thirdly, the relationship of the two commitment 
constructs to a previously untested outcome common to 
both, namely industrial relations climate, will be 
assessed. Finally, the research will assess whether the 
four different patterns of commitment oossible in the 
labour force (ie., dual commitment, u.l.ateral union 
commitment, unilateral company commitment, dual 
disallegiance) correlate differently with various work 
and union experiences and industrial relations climate. 
Specifically, measures of both company and union



commitment, together with measures of various independent 
variables, will be administered to private sector, mining 
industry employees belonging to either the Mine Surface 
Officials' Association (M.S.O.A), a primarily 
white-collar trade union whose membership is governed by 
the existence of a closed-shop agreement with the Chamber 
of Mines, or the National union of Mineworkers (N.O.M.), 
a primarily blue-collar trade union of which membership 
is voluntary.

In order to demonstrate the relevance and applicability 
of a study of organisational (company and union) 
commitment, it is necessary to briefly consider the 
historical relationships that have evolved between the 
discipline of industrial psychology1 and management and 
labour, Industrial psychology's traditional neglect of
labour has long been recognised. Historically there has 
been an imbalance in research in favour of those issues 
of interest to management (Fullagar & Barling, 1986; 
Fullagar & Pairis, 1986; Gordon 5 Nurick. 1981; Gordon, 
Philpot, Burt, Thompson 5 Spiller, 1980). Although 
numerous studies c.n labour and trade union issues were 
conducted during 1 1950's, a decade described as the 
"Golden Age of research and discussion on union

1For purposes of brevity the term "industrial
psychology" will be used throughout the text ':o refer to 
both industrial and organisational psychology 
simultaneously.



t
democracy" (Strauaa, 1977, p.240), very little of the 
subsequent research conducted has been of interest to the 
labour movement (Puilagar & Barling, 1986). Presently no 
more than 1% of research conducted within the field of 
industrial psychology is estimated to focus o, labour and 
trade union issues (Campbell, Daft & fiulin, 1982). In 
South Africa, only 2% of research conducted by the 
National Institute for Personnel Research between 1946 
and 1986 focused or. industrial relations, trade unions 
and industrial conflict (Fullagar, 1986b; Webster, 1981).

In allowing a managerial elite to define their focus of 
enquiry, industrial psychologists have developed theories 
incorporated firmly within a Euro-American bourgoia 
ideology, theories which not only promote the interests 
of organised capital but also impede the realisation of 
the objectives of labour organisations (Fullagar & 
Paizis, 1986). One of the more obvious reasons for the 
above-stated research imbalance is that industrial 
psychologists have,, of necessity, served mainly those 
organisations capable of sponsoring research (Fu.lagar & 
Barling, 1986). Other reasons given for this imbalance 
include the following. Firstly, as a consequence of 
industrial psychology's identification and perhaps even 
collaboration with management, the discipline's theories 
and methods alike are perceived as preventing the 
consolidation of unions (Gordon & Burt, 1981; Buszczo, 
Wiggins & Currie, 1984; Walker, 1979). For example, the



ctresa on individual differences within psychometric 
testing conflicts with labour principles of solidarity 
and seniority (Barkin, 1961; Rhoads & Landy, 1973). 
Secondly, the dominant philosophies of scientific 
management and human relations (Fullagar, 1963? Gordon & 
Burt, 1981; Kornhauser, 1961) Strauss, 1977), with 
their attendant inadequate conceptualization of the 
nature of industrial conflict, have resulted in an 
insufficient focus on 'nduatrial relations issues within 
the discipline (Fullagar & Barling, 1986). Thirdly, 
scientific management and human relations have been 
located within the American capitalist socio-political 
context, where the dominant work ethic stresses 
individualism, achievement, productivity, and profit 
incentive schemes (Fullagar & Paiais, 1986). The 
generality of theories developed within this context to 
different cultures has been questioned (Bofstede, 1981), 
not only because of the obvious cross-cultural 
differences which exist in respect to work values, 
government policies and legislation, labour market 
conditions and labour union power positions (Fullagar & 
Paizis, 1986), but also because of the cultural 
imperialism inherent in such a pursuit 1 Jawes, 1986).

Finally, in. the South African context the predominantly 
white, middie-clasu backgrounds of industrial
psychologists precludes an adequate conceptualisation of 
the work experiences of the black working class (Fullagar 
& Paizis, 1986). This has resulted in South African



social scientists being labelled as "servants of 
apartheid", because of their emphasis on formulating 
theories stressing between- as opposed to within-group 
differences (Webster, 1981).

As a consequence of the discipline's primary focus on 
management issue?, while industrial psychologists remain 
generally ignorant of union psychology, the attitudes of 
unionists towards industrial psychological research are 
characterised by scepticism and suspicion (Fullagar 6 
Barling, 1986), The limited contribution of industrial 
psychologists to labour matters is perceived by trade
unionists as "  ...... at best, to be unrelated to their
needs, at worst to be antithetical to their interests" 
(Huszczo, Wiggins & Currie, 1964, p.432).

Although the preceding discussion paints a dismal picture 
of industrial psychology's neglect of the labour side of 
the capital-labour dichotomy, attention to recent 
research indicates that this trend may be undergoing a 
process of reversal (Fullagar, 1986b). Since the late 
1970's an increasing body of research focusing on 
organised labour has accumulated (Huszczo, 1964; Kochan, 
1980; Stagner, 1981). Moreover, special editions of the 
International Review of Applied Psychology (1981) and the 
Journal of Occupational Psychology (1986), and a special 
section of the American Psychologist <1984), all focusing 
on labour matters, have been published, while various 
committees within the American Psychological Association 
have been formed (Fullagar & Barling, 1966).
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(Dawes, 1966; Foster, 1986; Fullagar, 1964; Fullagar & 
Paizis, 1986; Nzimande, 1984). It is evident that with 
regard to the extent to which social science addresses 
the problems and socio-political conditions experienced 
by the working class majority (Dawes, 1986), industrial 
psychology has to a large degree become irrelevant in the 
South African context (Fullagar & Paizis, 1986).

1.1. Organisational Commitment

The increasing growth of labour organisations as a result 
of legislative changes in South Africa since 1979 has 
stimulated a limited amount of research applicable to the 
labour movement (Webster, 1965a). One such area of 
interest to industrial psychologists in both the overseas 
and South African contexts is that of union commitment, 
in particular the relationship between union 
participation and various psychological, behavioural and 
attitudinal variables (Fullagar & Barling, 1986). 
Commitment, understood as the binding of the individual 
to the union (Gordon et al., 1980), differs significantly 
from other previously researched indices of unionization 
such as membership. The process of commitment extends 
throughout the tenure of the individual's membership and 
is thus critically related to the success of the union to 
impose sanctions and consolidate its membership 
(Fullagar, 1986b). In contrast, the exclusive focus on 
union membership in order to understand union psychology 
ignores the diversity of attitudes, beliefs and



behaviours of union and non-union members (Fullagar,
1985b). The importance of the study of union commitment 
specifically, and the construct1s relationship to company 
commitment, will briefly bf outlined in the following 
paragraphs. As the present study investigates both types 
of organisational commitment, this discussion will be 
followed by overviews of previous research conducted in 
these areas. For pragmatic purposes, the specific
hypotheses to be tested in the present research are 
incorporated within the discussion of union commitment 
only, although they relate to company commitment as well.

To encourage research in the area of labour in general 
and union commitment in particular, Gordon, Philpot,
Burt, Thompson & Spiller (1980) developed a "Commitment 
to the Onion Scale". As the authors' note:

since the ability of union locals
to attain their goals is generally
based on the members' loyalty, 
belief in the objectives of 
organised labour, and willingness 
to perform services voluntarily, 
commitment is part of the very 
fabric of unions (p.480).

Thus union commitment is an important and particularly 
relevant variable to be considered in any applied
psychological investigation of unions (Gordon & Nurick,
1981). Fullagar G Barling (1986) note three beneficial 
outcomes to be derived from such research. Firstly,
understanding of the psychological processes involved in 
unionisation would be enhanced. Secondly, unions would



be provided with research of practical value. Thirdly, 
the generality of current models of commitment, for 
instance the "company" oriented organisational commitment 
model developed by Mowday, Porter 6 Steers (1962), could 
be tested. This outcome is of particular relevance as 
the obvious comparability of companies and unions, whilst 
both social institutions and sharing certain properties, 
has been questioned (Fullagar, 1966b; Fullagar S
Barling, 1986; Wade, 1985).

Although unions and bureaucratic organisations share many 
common characteristics, there are fundamental differences 
between the two social organisations (March, 1965). 
Firstly, an important difference is the unique objectives 
which each organisation pursues (Fullagar & Barling,
1986). Labour unions are non-profit motivated, relying 
on a democratic ethos in which the direction of power and 
authority is upward as opposed to downward (Strauss & 
Warner, 1977), Stein (1972) comments that a trade union 
is "philosophically and traditionally a democratic 
institution which differs from other types of
association, notably the business corporation, in the 
degree to which it emphasises internal democracy" (p.47).

Secondly, whilst unions typically arise as a result of 
dissatisfaction with company policy (Tannenbaum, 1965) 
and are thus perceived by members to be working for them 
(Fukami and Larson, 1964), the relationship between an 
employee and his/her company is one based on exchange, in



which skills and services are exchanged £' compensation 
(Schein, I960) Schermerhorn, Hunt & Osborn, 1982).

A further factor differentiating companies and unions is 
the nature of dependency which arises between the two 
organisations and their membersi in order to ensure 
organisational survival (Wade, 1985). For both initial
certification and the attainment of specific goals and 
objectives, union membership is crucial. However, whilst 
membership support is required for the attainment of 
company goals and objectives, where this support is 
withdrawn replacement labour and/or training may ensure 
organisational survival.

Finally, whilst the existence of closed-shop agreements 
often preclude voluntary membership of a union, on an 
individual basis company membership is typically 
voluntary (Wade, 1985). It is possible that the 
existence of a closed-shop agreement necessitates 
membership on the part of some individuals who would not 
willingly belong. This factor has implications for 
unions in that a section of the membership may not be 
committed to the union's goals and/or values.

Thus despite suggestions that the commitment process to 
each organisation may be similar (Fukami & Larson, 1984), 
a distinction between the company and union
organisational commitment constructs appears justified 
(Fullagar, 1986b; Fullagar & Barling, 1986; Wade, 1985)



organisation (Fullagar 6

1.2. Company Commitment

A large body of theoretical and empirical research has 
accumulated in the area of company commitment (Mowday, 
Porter 6 Steers, 1982). This research has attempted to
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experiences (Mowday et al., 1982). The research findings 
in each of these areas will be outlined in the following 
paragraphs. A summary of correlates of company
commitment is outlined in Table One below.

(a) Personal characteristics

Although there is some inconsistency in the research 
(Bail 6 Schneider, 1972; Steers, 1977), personal 
characteristics generally positively related to company 
commitment include both age and tenure (Alutto, Hrebiniak 
& Alonso, 1973; Angle & Perry, 1961; Brown, 1969; Hall 
et al., 1970; Hrebiniak, 1974; Lee, 1971; Morris &
Sherman, 1981; Sheldon, 1971; Welsh & LaVan, 1981).
The increased psychological attachment as a result of 
increased age or tenure is explained as follows. As age 
or tenure increases, so the individual’s opportunities 
for alternative employment decrease, thereby increasing 
the perceived attractiveness of the employing 
organisation (March & Simon, 1958). Alternatively, the 
number of investments in the organisation made by the 
individual increases as his/her tenure increases (Becker,

In contrast to age and tenure, whilst some inconsistency 
in research results is evident (Lee, 1971; Steers & 
Spencer, 1977), a personal characteristic generally shown 
to be negatively related to commitment is education 
(Angle & Perry, 1981; Morris & Sherman, 1981; Morris S
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TABJ.E I - CORRELATES OF COMPANY COMMITMENT

Researcher(B> Da$e Corre)Atp(al
Mutto, Hrebiniakz & 1973 Age, education, marital

status, sex, recognition 
policy and reward struc­
ture satisfaction

togle 6 Perry 1961 Tardiness, absenteeism, 
turnover, age

IM S Labour-roanagement re­
lationship climate
Job satisfaction

Bateman & Str,laser Job satisfaction
Brief, AJdag, S Wallden Leadership style
Bluen 6 Van Zwaai 1983 Siix, race, union roetfifoer-

Brown 1969 Need satisfaction, job

Buchanan Group norms, job chal­
lenge, met expectations, 
self-image reinforcement, 
feelings of personal im­
portance, social involve­
ment, perceived pay equity
Personal work ethic

Conlan S Gallagher

lW
Intrinsic and extrinsic 
satisfactionr union mem­
bership status

Dubin, Charapoux, S work-oriented central
life ethic

Facrell 6 Husbult 19B1 Investments, rewards, 
costs, alternatives

Fukarai & Lataon Tenure, job scope, job 
stress, supervisor re­
lations, social involve­
ment, union commitment

Soodale Personal work ethic

1975
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TABLE 1 contd. - CORRELATES OF COMPANY COMMITMENT

Researcher(a) Date Correiate(s)
1966 Rewards, costs, met expec­

tations
Sail & Schneider l”2 Personal work ethic, job

Sail, Schneider, & Satisfaction of affilia­
Nygren tion and security- needs, 

personal work ethic, job

3oro, Katerberg, S Hulin Turnover
Hrebiniak 1974 Age, tenure, organi­

sational dependability
irebinjak 6 Alutto 1972 Hole stress, job satis­

faction, tenure
iulin 6 Blood Personal work ethic

Personal work ethic
Kiealer & Sakumura Extrinsic rewards

Higher-order needs
Koch & Steers Absenteeism, turnover
[•arson & Fukarai 1984 Absenteeism, turnover, 

performance
Tenure, personal/organi­
sational goals con­
gruence, professional 
prestige

larsh & Mannari Turnover, job scope
loegan & Berman Absenteeism
Morris & Koch Bole-conflict
Morris & Sherman 19.1 Leadership style, role 

stress, self-efficacy 
age, education

Morris & steers Education, formalisation 
of rules and procedures, 
functional dependance, de­
centralization

towday, Koberg, & Turnover
McArthur

Mowday, Porter, & Dubin 1974 Performance
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union members have been shown to be more highly committed 
to their employing organisation than non-union members 
(Bluen & van Zwam, 1963). Fourthly, data indicate that 
although different levels of overall employee commitment 
are evident in different organisations, the job level of 
employees within each particular organisation does not 
influence commitment levels (Mowday et al, 1962).
Finally, structural characteristics of organisations 
shown to be unrelated to company commitment are 
organisation size and span of control (Stevens et al., 
1978; Morris & Steers, 1960).

(d) Work experiences

Previous research has indicated that ten work experience 
variables are significantly related to company 
commitment. As Mowday et al. (1982) note: "Work
experiences are .....  a major socializing force and as
such represent an important influence on the extent to 
which psychological attachments are formed with the 
organisation" (p.34).

Organisational dependability, defined as the degree to 
which employees perceive the organisation to look after 
their interests, has correlated significantly with 
company commitment in three separate studies (Buchanan, 
1974; Hrebiniak,- 1974; Steers, 1977). Secondly, 
increased feelings of personal importance to the 
organisation on the part of employees has been related to



increased levels of company commitment (Buchanan, 1974; 
Steers, 1977). Thirdly, data indicate that company 
commitment increases when employee expectations are met 
in the workplace (Grusky, 1966), although some evidence 
exists to the contrary (Steers, 1977). Fourthly, the 
extent to which employees perceive their co-workers to 
maintain positive attitudes towards the organisation is 
related to company commitment (Buchanan, 1974; Patchen, 
1970; Steers, 1977), Fifthly, in research conducted by 
Rhodes & Steers (1961) and Buchanan (1974), it was found 
that company commitment correlated with perceived pay 
equity and group norms regarding hard work. Sixthly, 
leadership style, particularly the presence of leader 
initiating structure (Brief, Aldag & Wallden, 1976; 
Morris & Sherman, 1981) and leader consideration (Morris 
& Sherman, 1961), has been related to company 
commitment. Seventhly, company commitment measures have 
correlated with supervisory relations (Fukami & Larson, 
1964). Eighthly, an important correlate of company 
commitment is the degree of social involvement that 
individuals have with their employing organisations 
(Buchanan, 1974; Fukami & Larson, 1984; Rotondi, 1975;
Sheldon, 1971). Finally, Wade (1985) found both
organisation climate and job satisfaction to be related 
to company commitment. Following the preceding summary 
of previous research findings, it can be concluded that 
the examination of specific work experiences has made an 
important contribution to the understanding of company 
commitment.
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motivated to attend in order that organisational goal 
attainment ie facilitated (Morgan & Herman, 1976). Where 
the employee's commitments are not related to the 
organisation (e.g. family, home, sports activities), less 
internal pressure for attendance is exerted. However, 
commitment has beer, shown to be but one of many important 
influences on absenteeism (Mowday et al., 1982).

Fourthly, a strong negative relationship has been shown 
to exist between tardiness and company commitment (Angle 
S Perry, 1961). The theory underlying this relationship 
accords with the postulate that attitudinally committed 
employees engage in consistent behaviours such as 
arriving for work on time. Finally, consistent research 
results of both a correlational and longitudinal nature 
indicate a strong inverse relationship between company 
commitment and labour turnover (Angle & Perry, 1981; Horn 
et al., 1979; Koch & Steers, 1978; Mowday, Koberg &
McArthur, 1980; Mowday et al., 1979; Porter et al., 
1974; Porter et al., 1976; Steers, 1977). Longitudinal 
research indicates that company commitment is a better 
predictor of turnover than overall job satisfaction (Horn 
et al., 1979; Koch & Steers, 1978; Porter et al., 
19741. Moreover, causal research has also indicated that 
the magnitude of the relationship between commitment and 
turnover increases over time (Porter et al., 1974), a 
result corroborating the process perspective of the 
commitment construct (Mowday et al., 1982).



Based upon the research findings outlined in the 
preceding paragraphs and the earlier typologies developed 
by Btzioni <1961), Kanter (1968), Staw (1977) and 
Salancik (1977), Mowday et al. <1982) developed a company 
commitment model briefly outlined in the following 
paragraphs. The authors stress that the causal
relationships between variables postulated by the model 
should be viewed as tentative due to the correlational 
nature of the majority of previous research.

Central to Mowday et al.'s (1962) model is the view that 
commitment is a process that develops slowly over time. 
Equally important to the conceptual framework outlined in 
the model is the belief that the commitment construct 
comprises both attitudinal and behavioural components. 
The authors prefer not to ascribe primary causal 
responsibility to either one of these components, and 
take the view that: "(a) commitment attitudes lead to
committing behaviours that subsequently reinforce and 
strengthen attitudes; and (b) committing behaviours lead 
to commitment attitudes and subsequent committing 
behaviours" (Mowday et al., 1982, p.47). Thus the
process of commitment is characterised by the reciprocal 
influence of attitudes and behaviours. This process
begins prior to the individual entering the organisation 
and extends throughout his/her tenure. This time span is 
divided into three stages: (a) anticipation, pre-entry
and job choice influences on commitment; (b) initiation.



of employment; and (c) entrenchment, the continuing 
development of commitment through mid and late career 
stages. Each of these stages will briefly be discussed

Generally, the pre-employment and job choice factors 
influencing the individual's level of commitment 
constitute the anticipation stage of Mowday et al.'s 
(1982) model. Specifically, the categories of factors 
seen to be important in influencing early commitment are 
the individual's personal characteristics, his/her 
expectations about the job, and the characteristics 
important in his/her job choice. Firstly, personal 
characteristics influencing pre-entry commitment include 
the need for achievement (Mowday & McDade, 1979), belief 
in the value of work, and work as a central construct of 
the individual's self-concept (Dubin et al., 1975; Hall 
& Schneider, 1972; Rabinowitz & Hall, 1977). Secondly, 
important employee expectations influencing commitment 
include the existence of realistic expectations (Wanous, 
1980) and the extent to which expectations are perceived 
to be met (Buchanan, 1974; Steers, 1977). Finally, job 
choice factors influencing commitment include the extent 
to which the decision to join the organisation is freely 
engaged in, explicit, revocable and public (Salancik, 
1977) and the amount and accuracy of information 
available about the job (Mowday & McDade, 1979).

Factors influencing the initiation stage of Mowday et





The third and final stage of the commitment process 
outlined by Monday et al. (1980), that of entrenchment,
is best understood by an examination of job tenure.
Numerous studies have shown that the longer an individual 
remains in the organisation, the more likely he/she will 
be committed to the organisation (Angle & perry, 1981; 
Brown 1969? Ball et al., 1970; Hrebiniak, 1974; Les,
1971; Morris & Sherman, 1981; Sheldon, 1971). Mowday 
et al. <19821 offer five explanations of why this may be 
so. Firstly, the longer an employee remains with the
organisation, the greater the likelihood that he/she will 
receive more challenging job assignments, be granted 
greater autonomy and discretion at work, and receive 
higher levels of extrinsic rewards. Secondly, the 
greater the employee's job tenure, the greater the 
employee's investment in terras of time and energy to the 
organisation. Thirdly, increased tenure increases the 
likelihood of greater social involvement in the 
organisation and outside community. Fourthly, the 
employee’s job mobility is decreased through increased 
tenure with the organisation. For example, the 
availability of suitable alternative employment decreases 
with age. Finally, increasing tenure in the organisation 
lessens the employee's ability to engage in alternative 
pursuits. For the majority of individuals, increasing
investment involves the sacrifice of other important
goals. This sacrifice: ".....  may be one way
individuals rationalise their decision to forego some 
important goals in pursuit of other goals" (Mowday et 
al., 1982, p.661.
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organisational ideology and adherence to its norms
(Fullagar 1966b; Fullagar & Barling, 1986).

The results of follow-up studies 1Fullagar, 1986a; 
Gordon al,, 1984; Ladd et al., 1982) conducted to
validate and test the generalisability of Gordon et al.'s 
<19801 union commitment measure indicate that union 
commitment is a pervasive attitude normally distributed 
across the labour force (Fullagar, 1986a; Fullagar & 
Barling, 1986). In research conducted by Ladd et al.
<1982>, the original factor structure was replicated 
regardless of the professional status of subjects and the 
type of union investigated. Moreover, in a study 
conducted to test the stability and generaUsability of 
the union commitment scale on a sample of South African 
blue-collar workers, Fullagar (1986a) obtained similar 
results to those obtained in the earlier validation
studies. It is clear therefore that as a result of 
recent research conducted on union commitment, a stable, 
valid, generalisable and operational definition has been 
generated which reflects many of the central components 
incorporated in earlier definitions of company commitment 
(Fullagar 1986a). Thus, following adaptation of Porter & 
Smith’s (1970) definition of company commitment, Fullagar 
& Barling (1986) propose the following definition of
union commitment: (a) a strong loyalty to the union, and
a desire to remain a member of the union; (b) a feeling 
of responsibility to the union and a willingness to exert 
high levels of effort on behalf of the un^on; (c) a









Researcher(s) M t . India. Correlate(s)
Sordon, Philpot, 1980 Commitment at­ Early socialisation ex­
Thompson, Spil- titudes and be­ periences, sex, etc.

haviours
Gordon, Beauvais Commitment Job satisfaction

attitudes
Herman 1973 Unionisation Intrinsic job dissatis­

faction
inoham Industrial

conflict
Bureaucracy, inter­
action between organisa 
tional hierarchical 
levels, moral involve-

xochan Voting be­
haviour

Onion instrumentality 
perceptions, job satis­
faction, perceived 
equity of pay and work­
ing conditions, organi­
sation size.

Ladd & Lipset 1973 Unionisation Intrinsic job dissatis­
faction

Laliberte & Union attitudes Union instrumentality
Barling perceptions, work 

beliefs, personality 
characteristics

Harginson 1984 Industrial con- Organisational com-

1981 Comroitment at­
titudes

Company commitment

yiaxey & Mohrman 19.0 Onion attitudes Influence deprivation, 
perceived wage equity, 
job environment

pestonjee, Singh Union attitudes Job involvement
& Singh

porter S Lawler Employee dis­
satisfaction

Organisation size

Purcell Union attitudes Company allegiance
Roomkin 6 Juris 1978 Onion growth Economic patterns





loyalty to the union than their male counterparts, but 
males were more likely to participate in the union's 
activities. However, this latter phenomenon is not 
necessarily due to gender per se, but rather other 
diverse variables including females experiencing greater 
sex-role conflict than males (Chusmir, 1982). Sex is a 
"marker" variable which indicates the presence of a more 
significant underlying process (Fullagar, 1966b; 
Fullagar & Barling, 1986). With respect to Gordon et 
al.’s (1980) findings, females' greater home and family 
responsibilities may mitigate against full participe:ion 
in the ur as affairs. However, this lack o£
participation does not preclude the existence of strong 
feelings of attachment to the union on the part of 
females, a phenomenon which clearly illustrates the 
importance of differentiating between attitudinal and 
behavioural commitment (Fullagar & Barling, 1986). 
Fullagar's (1986b) finding that the relationship between 
work and union experiences and loyalty to the union was 
influenced by race can also be explained by viewing race 
as a marker variable. In the South African context, race 
denotes differences in privilege, job security, wages, 
union protection and access to political, organisational 
and social institutions (Fullagar, 1986b; Fullagar & 
Barling, 1986). This finding therefore reflects the 
different needs to be found amongst differei L sectors of 
South Africa's divided labour force (Webster, 198iio). In 
these terms race is not ths cause of differing commitment 
levels, kit rather moderates the causes of anion 
commitment (Fullagar & Bar'.ng, 1986).
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processes, would seek to rectify the imbalance in 
authority structure between management and employees. In

the two different types of union may compr:

their style of government,
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empirical data regarding the relationship between these 
variables was the primary stimulus for the present

relevance to the present study '•’ill be outlined in the 
following paragraphs.
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African labour market into three broad segments, as 
follows: (a) the secondary market; (b) the
subordinate primary market; and (c) the independent 
primary market. Each of these segments is characterised 
by differing skill levels, employment conditions and 
racial groups. Tb'= secondary market, or "unskilled" 
segment in the sense that tasks are essentially 
repetitive involving primarily manual effort and require 
a maximum of one to two days induction training, offers 
virtually no job security, low aages and poor working 
conditions. Ti as segment is further characterised by 
black labour and a relatively low level of unionisation. 
The subordinate primary market, or "semi-skilled" segment 
in the sense that tasks are generally routinised and 
subject to machine pacing, offers a limited degree of job 
security, relatively stable employment and higher wages 
than is the case in the secondary market. The 
subordinate primary market is characterised by a Coloured 
and Asian labour force. The independent primary market, 
or "skilled" segment in that tasks typically require 
skills obtained in advanced or specialised schooling, is 
characterised by high wages, good working conditions, 
stable employment, job security, upward mobility within 
the organisation and trade union protection. A primarily 
white labour force and a high degree of unionisation 
further characterise this segment (Webster, 1983).

Given the above-stated labour market segmentation, two 
qualitatively different types of unions have emerged



within the South African context which can generally be 
classified using Walker & Lawler's (1979) "aggressive/ 
protective" typology and which reflect the different 
needs and interests which exist within different segments 
of the labour force < Pullagar, 1986b). Whilst protective 
unions operating within the independent primary labour 
market concern themselves with maintaining the status, 
security and privileges enjoyed by their primarily white 
members and are thus essentially "restrictionist" in 
nature, aggressive unions operating within the secondary 
market seek to ensure democratic and social justice for 
all workers irrespective of their differing skill levels 
and are thus essentially "expansionist” in nature, 
depending on large membership and activism to achieve 
their objectives (Thompson, 1984). It is important to 
acknowledge however, that given other significant 
differences between unions operating in the South African 
context, to differentiate on the h^sis of the 
aggressive/protective and/or expansionist/restrictionist 
classifications is highly simplistic. Other noteworthy 
differences between the two specific unions investigated 
in the present study will therefore be outlined in the 
following paragraphs.

In order to test the proposition that union type 
moderates the relationship between company and union 
commitment, in the present research measures of both 
constructs will be administered to private sector
employees belonging to either a primarily white-collar



theoretical classification which may 
apply, it is considered expedient

between "aggressive” and "protective"
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The primarily white-collar union

tlysis of its membership. Surface

heterogeneous group of occupational categories comprising 
the administrative, technical and welfare departments of 
mining companies, and include Assay staff (for exatople,



exampJ 9, paymasters, timekeepers, storekeepers), 
engineering staff (for example, engineering supervisors 
and foremen, engineers, winding engine drivers, 
draughtsmen), Hospital staff (for example,
superintendents, nurses), "Jostel staff (for example, 
hostel managers, recreation personnel), Reduction staff 
(for example, smelters, metallurgists), Clerical staff 
(for example, clerks, secretaries, typists) and various 
other categories of staff including groundsmen and 
supervisory security personnel (Morrison, 1966). It is 
clear that the M.S.O.A. organises workers in occupations 
traditionally categc sed as "white-collar". A further 
distinguishing characteristic of the M.S.O.A. is the 
large proportion of female membership, mostly employed in 
clerical posts (Morrison, 1986). Of more particular 
relevance to this discussion is the existence of a 
closed-shop agreement with the Chamber of Mines, which 
was signed in 1969 and compels all designated surface 
officials to be members of the union (Morrison, 1986). 
Within the organisation investigated specifically, all 
employees in positions graded at the B leval of the 
Pacerson Job Evaluation System and above are required as 
a condition of service to join the M.S.O.A. The
"restrictionist" nature of the union, in terms of job 
level requirements, is therefore evident. The existence 
of the closed-shop agreement, together with the existence 
of statutory job reservation outlined previously in the 
chapter, has resulted in a membership profile less
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recently as a "sweetheart" union), the M.S.O.A. has 
become increasingly assertive over issues of job security 
and related conditions of employment, as a result of the 
proposed scrapping of the "Scheduled Person" definition 
in the Mines and Works Act (Morrison, 1986). However, 
to-date no recorded M.S.O.A. initiated work stoppages 
have occurred at the company investigated. The total 
membership of the M.S.O.A. is t. 18 000, who as a result 
of various agreements with the Chamber of Mines, enjoy 
the following benefitsi Mine Officials' Pension Fund 
membership. Mines Benefit Society (Medical Aid Scheme) 
membership and membership of the Death Benefit Eund. 
Other services offered by the union itself include a 
group insurance scheme at reduced rates, legal assistance 
and holiday travel and accommodation at reduced rates 
(M.S.O.A., 19861. The M.S.O.A. was an affiliate of the
Trade Onion Council of South Africa (T.C.C.S.A.) prior to 
T.D.C.S.A. disbanding in November 1986 (Raine, 1986b).

The primarily blue-collar trade union investigated in the 
present study, the National Union of Mineworkers 
(N.13.M.), began organising on the mines in 1982 and 
signed its first agreement with the Chamber of Mines to 
organise workers in occupations designated as clerks, 
personnel assistants, carpenters, recreation officers and 
Stores assistants in June 1983 (Morrison, 1986). Since 
its inception the un ■ < growth has been phenomenal and
it is now the largest trade union in South Africa 
(Carrira, 1986), total membership of which is estimated to





employees belonging in positions graded

disputes have concerned a broad range of issues including 
wages, working and living conditions, health and safety

with the company under investigation (Thompson, 1984!

trike was averted the day before it was due to 
With due regard to the limitations of Walker & 
1979) classificatory schema, it is perhaps

A recognition agreement has been signed with the



and above wages and standard conditions of employment, 
negotiated issues have included discrimination, safety 
and disciplinary issue.i (Liebenberg, 1986), as well as 
overtly political issues (Levy, 1987).

As indicated in the preceding discussion, at the company 
investigated members of the respective unions occupy two 
virtually distinct levels in the organisational 
hierarchy. That is, members of the N.O.M. occupy
positions graded A1 (the lowest level) to B3, and members 
of the M.S.Q.A occupy positions graded B1 and above. 
Thus the N.U.M. represents members of the organisation 
who are relatively deprived and alienated from the 
organisational political processes, and thus to some 
extent at least is characteristic of an "aggressive" 
union type in terns of Walker & Lawler's (1979) 
typology. Conversely, the M.2.O.A. represents members of 
the organisation who are relatively privileged and in­
corporated into th» organisational political processes 
and thus is characteristic of a "protective" union type 
(Walker & Lawler, 1979). The proposal that union type 
(Martin, 1981) may moderate the relationship between 
organisational and union commitment, whereby the 
generality of the dual allegiance phenomena is ques­
tioned, can therefore be tested in the present research.

A further structural characteristic of organisations 
relevant to the present research which may effect union 
commitment concerns the degree of freedom of association
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(c) Union characteristics

Certain union characteristics and perceptions, a third 
category of antecedent factors in the '"tiion commitment 
model, have been shown to relate to u m c i  attitudes and 
behaviours (Fullagar & Barling, 1996). In particular, a



strong relationship exists between union instrumentality 
perceptions and firstly, employees voting behaviour in a 
certification or decertification election (Beutell & 
Biggs, 1984; Bigonesa 6 Tosi, 1984; Brett, 1980; 
Decotiis & Lelouarn, 1961; Kochan, 1979; Youngblood et 
al., 1964) and secondly, union attitudes in general
(Laliberte & Barling, 1966). The importance of union 
instrumentality perceptions is evidenced in research 
conducted on both blue- and white-collar workers 
indicating that union instrumentality is more predictive 
of union support than either intrinsic or extrinsic job 
satisfaction, and significantly more predictive of voting 
behaviour than employees' general image of organised 
labour (Kochan, 1979).

In longitudinal research conducted on a sample of 
unionised blue-collar workers, union instrumentality was 
found to be a strong predictor of both attitudinal union 
commitment and behavioural participation in union
activities (Fullagar, 1986b). Furthermore, perceived 
union instrumentality and union commitment are related to 
the member’s initial level of commitment when joining the 
union (Fullagar 6 Barling, 1986). This can be explained 
by the reciprocal nature of the relationship between 
commitment attitudes and behaviours (Howday et al.,
1982), in that employees initially committed to the union 
are more likely to engage in-union activities which in 
turn reinforce attitudes and behaviours (Fullagar & 
Barling, 1966). With respect to different patterns of
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membership choice. It ia plausible to expect that
workers who do not perceive the union to be instrumental
in meeting their needs, would not volunteer to join the 
union. No such choice exists for members of unions
governed by a closed-shop agreement, such as the M.S.O.A.

The second hypothesis to be tested in the present
research is accordingly stated as follows:

Hypothesis 2a : Union instrumentality perceptions will 
be positively related to union
commitment for members of both unions 
investigated.

Hypothesis 2b : The level of union instrumentality
perceptions will be moderated by the
existance of a closed-shop agreement,
and will be higher for members of the
N.U.M. than for members of the M.S.O.A.

d) Work experiences

Work experiences constitute a fourth category of 
antecedent factors related to union commitment (Fullagar
& Barling, 1985). Research indicates that several job
characteristici are important in understanding commitment 
to the union, .ss outlined in the following paragraphs.

The process, r ' unionisation is generally explained in



terms of employees' perceptions of deprivation and 
dissatisfaction with their conditions of employment 
(Bigoness, 1978; Dubin, 1973; Farber & Saks, 1980;
Getman et a. , 1976; Kochan et al., 1974; Walker S
Lawler, 1979; Zalesny, 1965). These explanations
generally distinguish between extrinsic/economic and 
intrinsic/non-economic conditions and satisfaction 
(Fullagar & Barling, 1986). The results of research 
conducted in this area, although far from unequivocal 
(Bigonesa, 1978; Shriesheim, 1978), indicate firstly 
that overall job satisfaction is inversely related to the 
perceived need tor a union (Allen 6i Keaveny, 1983) and 
secondly, that extrinsic dissatisfaction is a more 
important influence on unionisation than dissatisfaction 
with intrinsic factors (Beer & Driscol, 1977; Getman et 
al., 1976; Kochan et al., 1974? Strauss, 1977). 
Despite this latter finding however, several intrinsic 
factors have been shown to be. important predictors of 
unionism (Bigoness, 1978; Garbarino, 1975, 1980; Berman, 
1973; Ladd & Lipset, 1973; Walker & Lawler, 1979) 
including the degree of autonomy, skill utilisation, 
machine pacing, distrust in decision-making and 
powerlessness. Fullagar 6 Barling (1986) conclude that 
the process of unionisation is related to both intrinsic 
and extrinsic satisfaction.

The blue-collar/white-collar distinction has been shown 
to moderate the relationship between facets of union 
commitment and extrinsic/intrinsic job satisfaction



(Kochan, 1979), as has the professional status of the 
employees investigated (Gordon at al., 1984). Kochan
(1979) found that disatisfaction with extrinsic factors 
was more strongly related to union support amongst 
b.'uti-collar workers, and disatisfaction with intrinsic 
rewards was more strongly associated with union support 
among white-collar workers.

Longitudinal research conducted by Fullagar (1986b) 
confirms that amongst both black and white union members 
and especially amongst more affluent workers, 
dissatisfaction with extrinsic job characteristics 
predicts union commitment. However, intrinsic
dissatisfaction was a more significant cause of 
attitudinal commitment amongst black union members who 
were more alienated from their jobs. Fullagar & Barling 
(1986) propose that this latter finding may be a result 
of the stronger desire on the part of black, alienated 
workers to influence the content of their jobs, 
especially as they are unable to affect changes in the 
intrinsic aspects of their work environment through 
involvemer \ in other informal, individualistic or 
employer-initiated programs. The authors state that
".... jobs which have a low motivating potential and
which engender greater dissatisfaction with the work 
environment should evoke greater union commitment amongst 
workers" (1986, p.17). The importance of intrinsic 
dissatisfaction on attitudinal commitment amongst black, 
alienated workers suggests firstly, that explanations
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involvement in unions (Fullagar & Barling, 1986).
Previous discussion haa highlighted the importance of 
union instrumentality perceptions to an understanding of 
commitment to labour organisations (Beutell & Biggs, 
1984; Bigonesa & Tosi, 1984; Brett, 1980; Decotiis &
Lelouarn, 1981; Kochan, 1979; Laiiberte & Barling, 
1986; Youngblood et al., 1986). Thirdly, while company
commitment research indicates that role conflict and 
commitment are inversely related, equivocal results were 
obtained concerning the relationship between role
ambiguity and commitment (Morris & Koch, 1979; Morris & 
Sherman, 1981). With reference to union commitment, 
Pufcami 5 Larson (1984) found that while job scope and 
stress predicted company commitment, these variables did 
not predict union commitment. However, Fullagar & 
Barling (1986) contend that these results may be due to 
Fukami & Larson (1984) omitting to investigate the scope, 
stresses, conflicts and ambiguities involved in unio.i 
membership as opposed to organisational membership 
roles. Thus before definitive statements can be made, 
further investigation to enunciate the relationships
between these variables and union commitment is required.

(f) Environmental characteristics

Finally, although no empirical investigations of union 
commitment have considered macro-economic determinants, 
it is likely that market context and socio-political 
variables such as the state of the economy, levels of
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1986b). Otilising cross-sectional research design,
Gordon et al. (1980) found significant correlations 
between the four factors of their union commitment 
measure and firstly, participation in union activities 
such as serving in an elected office and attending
general membership meetings and secondly, participation 
in recent activities supportive of the union. In 
cross-sectional research conducted by Fullagar (1986a), 
the four union commitment factors correlated
significantly with participation in both formal,
essential activities and informal, peripheral behaviours.

Recent longitudinal research, utilizing cross-legged 
regression analyses, examined the causal effects of union 
loyalty on behavioural participation in the union
(Fullagar, 1986b). Consistent with the prediction that 
affective -uiMiitment contributes to the development of 
behavioural commitment indices (Angle & Perry, 1983; 
Buchanan, 1974i Ferris S Aranya, 1983; Mowday et al.,
1982), the results of this research invariably
demonstrated that attitudes of loyalty to the union
caused subsequent participation in the union's affairs, 
such as attendance at meetings, voting and grievance
filing behaviour. Similarly, formal union participation 
in the form of utilizing the grievance procedure has been 
found to be the most effective behaviour in
differentiating between active and inactive union members 
(Tannenbaum & Kahn, 1958). Moreover, utilisation of the 
grievance procedure correlates highly with responsibility



(Gordon et al., 1980). In a study conducted by Allen S 
Keaveny (1985), job-related and demographic variables 
were less likely to predict grievance filing behaviour 
than were attitudes towards unions. It appears therefore 
that there is substantial evidence to suggest that union 
commitment is associated with various union behaviours 
(Fullagar & Barling, 1986).

Although longitudinal research has indicated the causal 
relationship of work attitudes and experiences to
subsequent union attachment (Fullagar, 1986b), research 
also indicates that unionisation affects work attitudes 
(Allen & Keaveny, 1983; Berger, Olsen & Bourdreau, 
1983; Goldberg, 1981; Kochan, 1980; Olsen & Berger,
1983). For example, employee attitudes may improve if 
the union is perceived to be instrumental in enhancing 
wages and working conditions (Allen & Keaveny, 1983). 
Also, whilst economic satisfaction may increase because 
of union instrumentality perceptions resulting from 
tangible gains made by the union, intrinsic satisfaction 
may diminish as union experiences sensitize members to 
the problems inherent in their work (Berger et al.,
1983). Thus Fullagar and Barling (1986) recommend
consideration of the effects of union commitment on work 
values and attitudes towards the job and employing 
organisations in future commitment-related research.

Industrial relations climate has been shown to be an





attachment (Fullagar 1986b)i
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it ia predicted that perceptions of the industrial 
relations climate will be significantly positively 
related to company commitment. If workers join unions 
primarily as a result of dissatisfaction with company 
policy (lannenbaum, 1965), positive attitudes towards the 
employing organisation should engender favourable 
perceptions of the industrial relations climate. 
Belatedly, it is further suggested that when considering 
different patterns of commitment, dual commitment (i.e., 
commitment to both company and union) will associate 
strongly with positive perceptions of the industrial 
relations climate. On the basis of the preceeding 
discussion, hypothesis 4 is accordingly stated as 
follows:

Hypothesis 4 : Industrial relations climate will be
positively related to both company and 
union commitment for members of both 
unions investigated.

Very little research has investigated the potential 
psychological consequences of involvement in industrial 
relations processes (Fullagar, 1986b; Fullagar & 
Barling, 1986). However, a few studies have identified 
the stress involved in occupying union official and 
member roles (Anderson, 1978; Bluen, 1984; Nicholson, 
1976; Warr, 1981). Bluen (1964) notes that several 
stresses are inherent in the union leader's role, 
including the dilemma of maintaining internal democracy



while simultaneous environmental demands pressurize the 
incumbent to adopt a more bureaucratic structure
(Anderson, 1978). Insufficient funds lead to the
experience of role overload on the part of union
officials (Warr, 1981), and shop stewards experience
firstly, high levels of role ambiguity because of lack of 
training and/or specific guidelines and secondly, high 
levels of role conflict because of the conflicting
demands inherent in mediating between management and 
workers (Nicholson, 1976). Other sources of stress for 
union members include management victimisation, threat­
ened dismissal or plant closure, transfer to lower paying 
jobs, denial of privileges and summary dismissal (Bluen,
1984). Moreover, involvement in strikes is obviously
stressful (Barling & Milligan, 1985; Thompson & Borglum, 
1973). Thus, it is clear that invo-vement in unions has 
several potential stressful outcomes. Barling & Fullagar 
(1986) suggest that union commitment may allay some of 
these outcomes or alternatively increase the quantitative 
and qualitative role overload experienced by members.

Although no research has investigated the relationship 
between union commitment and voluntary membership 
turnover, it is proposed that, as one characteristic of 
successful organisations is the ability to attract and 
retain members (Katz & Kahn, 1978), this would be an 
important factor in those organisations where more than 
one union compete for membership (Fullagar & Barling, 
1986). Onion "militancy" (Schutt, 1982; Leggett, 1968)
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demonstrated proposition that we have in human relations" 
(p.472). Whyte's assertion may be overly simplistic in 
the South African context, where the majority of 
blue-collar workers have historically been politically as 
well as economically disenfranchised. No formal 
recognition of trade unions prior to 1981, together with 
labour practices including the migrant labour system, 
hostel accommodation, and wage rates below the poverty 
datum line may, inter-alia, have tended to preclude the 
fostering of commitment on the part of black workers to 
their employing organisations.

Two major criticisms have been levelled at the early dual 
allegiance research. Firstly, the definitions of
allegiance employed in this research were both anecdotal 
and subjective. Secondly, no attempts were made to 
systematically explore or operationalise the concept of 
Union commitment (Fullagar & Barling, 1966). Belatedly, 
both early and more recent research conducted in the dual 
allegiance area can be criticised for being 
methodologically unsound. in early research attitude 
scales consisted of single items in many cases. In two 
recent studies. Walker and Lawler (1979) and Martin 
(1981) utilised an index of organisational commitment 
composed merely of the subjects' rank and tenure in the 
organisation under study. Martin's (1981) attitude- 
towards-union scale consisted of four items specifically 
assessing the union officials' effectiveness and interest 
in the welfare of rank and file membership, support
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the existence of a positive correlation between company 
and anion commitment does not necessarily support the 
dual allegiance proposition (Fullagar & Barling, 1967). 
Whilst some individuals may be committed to both 
organisations, others may be committed to neither. 
Similarly, a negative correlation between these variables 
may indicate that individuals are committed to the union 
and not the company, or vice-versa. In the only research 
conducted to investigate the four possible patterns of 
commitment, Fullagar & Barling (1987) found that measures 
of organisational behaviours and attitudes, namely job 
satisfaction and job involvement, and union behaviours 
and attitudes, namely perceived union instrumentality and 
participation in union activities, correlated differently 
with the four different patterns of commitment. The
authors conclude that; ",...... investigating different
patterns of commitment may have greater conceptual and 
pragmatic value than approaches which only investigate 
correlations between company and union commitment" 
(Fullagar & Barling, 1987, p.21. In the present 
research, an assessment will therefore be made of the 
relationships between union attitudes (union 
instrumentality perceptions), organisational attitudes 
(extrinsic and intrinsic satisfaction) and industrial 
relations attitudes (in-company industrial relations 
climate) to the four commitment patterns. Hypothesis 5 
is accordingly stated as follows:

Hypothesis 5 : Measures of organisational, union and
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Chamber of Mines obtained by a number of primarily white 
unions and staff associations operating in the mining 
sector constitute non-statutory forms of job reservation 
(Morrison, 1986). Most pertinent o< these are Che 
olosed-shop agreements, some signed as early as 1937, 
whereby only those persons eligible for trade union 
membership were entitled to employment in certain
categories of work (Greenberg, 1975). Prior to 1979
these was no official recognition of black trade
unions, and therefore no black membership of any of the 
officially recognised trade unions (Wiehahn, 1982). It 
is clear therefore that the effects of both statutory and 
non-statutory discrimination on the mines has resulted in 
labour market segmentation that conforms very closely to 
Webster's (1963) description. The resultant
organisational hierarchies of mining companies are 
divided to a great extent along racial lines.

The present research was conducted in an associate 
company of the Chamber of Mines of South Africa. The 
total complement of the company was 406 at the time of
data collection, of which 148 white employees and 198
black employees were members of the Mine Surface 
Officials' Association and the National Onion of 
Mineworkers respectively. Composite questionnaires were 
distributed to all union members individually during 
company time but were completed by respondents after 
official company hours. Table 3 below provides a profile 
of available demographic characteristics of the samples





promoted mistrust on the part of N.D.M. members as to the 
true intentions for conducting the research. However, 
despite the low response rate on the part of H.U.M. 
members, no significant differences with regard to
demographic characteristics (job level, education, 
company tenure) between the union sample and sample 
population were evident for either the M.S.O.A. or the 
N.U.M. (see Table 3 below). This indicates that both 
samples were representative of their respective 
populations, at least in terms of these demographic
characteristics. No population data for age and union
tenure was available. Limited generalisation to the
broader populations therefore appears warranted.

2.2. Questionnaires

Independent variables.

The personal characteristics of age. education, company 
tenu-e, union tenure, and job level were collected by 
means of single-~tem measures whereby respondents
indicated their age, company and union tenure in months,
and educational level according to sixteen categories
ranging from "no schooling" to "post-graduate degree".
With regard to job level, respondents indicated either 
their designation or alternatively, to maintain 
confidentiality, their specific job grade.

Extrinsic and intrinsic satisfaction was measured by two
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The Onion Commitment Scale therefore consisted of a total 
of 24 items in the present study. (See Appendix E). 
However/ validation studies of the Gordon et al. <1980) 
Union Commitment Scale conducted by Ladd et al. (1982) 
and Fullagar (1986a) have consistently indicated the 
multidimensional nature of the union commitment 
construct. Subsequently, the data obtained in the
present research wag factor analysed using the principal 
components method fSerlinger & Pedhazur, 1973). as in 
the earlier validation studies, four factors were 
identified which conformed relatively closely to the 
original factor structure identified by Gordon et al.

Factor 1 in the present research explained 57,6% of the 
variance in subjects' responses and was utilised as an 
index of Union Commitment in all subsequent statistical 
analyses (see Table 4 below). 10 items (4, 9, 11, 12, 
16, 19, 21, 22, 23, 24) loading strongly on this factor
were in common to the "Onion Loyalty" factor identified 
in Gordon et al.s (1980) initial research and subsequent 
validation studies (Fullagar, 1986a; Ladd et al., 
1982). However, the previously identified "Willingness 
to Work for the Onion” factor did not emerge as a 
separate factor as in earlier validation studies. 3 
"Willingness to Work for the Onion" factor items (8, 17, 
18) loaded strongly on the "Onion Loyalty" factor in the 
present research. This factor is exemplified in items 
concerning feelings of pride in the union (for e.g. 11



and 21) and a willingness to serve on a committee or as 
an elected official for the union (items 17 and 18).

The second factor to emerge in the present research did 
not conform very closely to any factor identified in 
previous research. However, the presence of this factor 
may have been artifactual as the largest loading items 
were all negatively-phrased (3, 5, 6, 10, 13, 14, 15). 
This may plausibly account for its presence as a separate 
factor. A dominant dimension of the second factor 
concerned loyalty to one's work and the employing 
organisation (item 3, 6, 15), similar to the
"Organisation/Work Loyalty" factor identified by Fullagar 
(1986a) in a validation study on blue-collar workers. 
The second factor accounted for 19,4% of the common 
variation in responses. The third factor identified 
closely approximated the "Responsibility to the Union" 
factor identified in previous research (items 1, 2, 7). 
This factor reflects a sense of responsibility on the 
part of the member for ensuring that management acts in 
accordance with the union agreement, that members support 
each other when using the grievance procedure and keep 
informed regarding management information of possible use 
to the union. The "Responsibility to the Union" factor 
accounted for 11,7% of the common variation in 
responses. Finally, the only item (20) loading strongly 
on the fourth factor identified was previously 
incorporated in the "Belief in Unionism" factor 
identified in previous research.
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Although the factor structure outlined above fairly 
closely approximates the previously validated Onion 
Commitment Scale factor structures I Fullacjar, 1986a;
Gordon et al., 1980; Ladd et al., 1982), no comparative 
statistical analyses were computed to assess any 
significant differences in the factor structures, Given 
the differences between the two unions investigated in 
the present research, it is possible that different 
-actor structures would have emerged if separate analyses 
had been computed on the data for each union. Although 
high levels of fit between separate factors for South 
African black and white blue-oollar workers belonging to 
a single union were obtained by Fullagsr {1986a), the 
significant differences in the two unions presently 
investigated may have resulted in different factor 
structures for each union.

A uniform 3-response alternative format was applied 
throughout the composite questionnaire, as it has been 
found that in developing countries less difficulty is ex­
perienced by black, blue-collar workers in interpreting 
scaled containing 3-response alternatives than is the 
case with 5- or 7- response scales (Morris & van der 
Reis, 1980). Moreover, greater test-retest reliability
and validity statistics have been obtained with 3- 
response alternative scales than with scales containing a 
greater number o£ response alternatives (Morris & van der 
Reis, 1980).



covering letter on University of che Witwaterarand 
letterhead and signed by the researcher was included in 
the composite questionnaire. This letter stressed the 
confidentiality of the research, as it was felt that due 
to the traditional mistrust of psychologists by labour 
(Buzezo et ai., 1984) and that the researcher was
employed at the organisation investigated,
confidentiality would help to ensure greater trust and 
less response bias on the part of participants (Miceli & 
Near, 1984). (See Appendix P).

The English version of the composite questionnaire plus 
covering letter was translated into Afrikaans, Southern 
Sotho and Xhosa, three of the vernacular languages most 
representative of the workforce at the company 
investigated. Accuracy of the translations was ensured 
by following the "back-to-back" translation method 
whereby the translated version is re-translated back into 
English by a different translator. Any anomalies between 
the original English version and the re-translated 
English version were thereafter investigated and 
rectified. The Afrikaans and Southern Sotho versions 
were translated by the Translation Onit and the 
Department of African Languages of the University of the 
Witwatersrand respectively, and the Xhosa
version by the Department of Xhosa and Sotho of the 
University of Fort Bare. The questionnaires, once 
completed, were placed in envelopes provided and 
collected by the researcher approximately one week a/ter 
distribution.



It is the duty of every worker "1

for being a member of the N.O.M./

work I enjoy, it does

I am williag to put in a great 
of effort beyond that normally

I speak about the 
to my friends as j

lot to be gained by

benefits for the money taken by

with management by



TABLE 4 contd.:

If asked I would serve on a 
committee for the N.O.M./M.S.O.A.
If asked I would run for an elected 
office in the N.O.M./M.S.O.A.
My loyalty is to my work, not to the 
N.O.M./M.S.O.A.
It's the group representative'g job, 
not the member's duty, to see that 
management is living by the Agreement. 
I feel a sense of pride being a part 
of the N.O.M./M.S.O.A.
Based on what I know now and what I 
believe X can expect in the future,
I plan to be a member of the N.C.M./ 
M.S.O.A. the rest of the time I work 
for the company,
The record of the N.O.M./M.S.O.A. is 
a good example of what dedicated 
people can get done.
Very little that the membership wants 
has any real importance to the N.U.M./ 
M.S.O.A.
% variance explained by each factor 57,6 19,4 11,7 11,2

2.3. Statistical Analysis

Firstly, to tf.st hypotheses la I the relationship between 
company and union commitment will be moderated by union 
type) and 3b (the relationships between intrinsic and 
extrinsic satisfaction and union commitment will be 
moderated by union type), Fisher’s Z-transformation 
statistics were computed (Guildford, 1965). This 
procedure tests for differences between uncorrelated 
correlation coefficients. No test of difference between 
population r's is very satisfactory if based upon 
standard errors of r, as the sampling distribution of the



depends upon the magnitude of both N and r and

test hypotheses lb I the level of union

hypotheses 2a (union instrumentality

lith company and union

positively related to company and union commitment),

median split of the two dependent variables, analys: 
covariance statistics with age as the covariate 
computed, it must be noted that a severe linitatic 
this method of classifying subjects into categorii

."t. S'



that each subject is classified on the basi«i of his or 
her position relevant to a fixed point indicating high or 
low on each variable, necessitating a tremendous loss in 
the range of the data (Anastasi, 1982). For example, a 
subject scoring marginally lower than the median on a 
particular variable is classified "low" and a subject 
scoring marginally higher than the median is classified 
"high", The variable age was selected as the covariate 
as previous research has consistently demonstrated this 
variable's positive relationship with organisation!
commitment.

Fifthly, to assess the significance of the differences in 
correlations between the four patterns of commitment, 
Scheffe's multiple range statistics were computed.

Sixthly, related to the present studies more general aim 
of investigating whether correlates of company and union 
commitment are common to members of different types of 
v nions. Hotelling T-statistics were computed (Guildford, 
196?). The Hotelling T procedure tests for differences 
between one variable's correlation with two different 
variables (the difference between ri3 and r^a).
Stated differently, the procedure tests for the
difference between correlated correlation coefficients.

Finally, to determine the relative contribution of each 
of the independent variables to the two dependent
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0.55 (Guildford, 1965). (See
Table 5 below!
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solved regression equation when fclie inter-correlations of 
the independent variables are high.

To assess differences in variable levels between the 
union samples, t-tests of mean responses indicated that, 
in comparison to N.O.M. members, K.S.O.A. members were 
significantly more highly educated (t = 2.87, p <
0.0001), had belonged to their union longer (t = 35.66, 
p < 0.0001), occupied higher-level positions in the
organisation (t = 11.34, p < 0.0001), ware more
extrinsically satisfied (t = 1.93, p < 0.05), were less 
committed to the union (fc = 3.80, p < 0.0001), perceived 
the union as less instrumental in obtaining valued 
outcomes (t = 1.80, p < 0.05), and were less satisfied
with worker representation in the company (t = 1.92, p < 
0.05). /See Table 5 below).

3.1. Hypothesis 1

Hypothesis la, that the relationship between company and 
union commitment will be moderated by union type, was
supported by the significant positive correlation 
obtained between company and union commitment (r = .43, 
P < 0.01) for M.S.O.A. members, and the insignificant
relationship obtained between these variables for members 
of the H.O.M. (r = .20, p > 0.05). However, the
correlations obtained between the dependent variables for 
each of the union samples were not statistically
different (z = 1,30, p > 0.05) . (See Table 8 below).
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TABLE 6

INTERCORRELATION MATRIX AMD TEST FOR PIFPBREMCES IN CORRELATIONS 
INVOLVING COMPANY AN.O ONION COMMITMENT - M.S.O.ft. DATA

VAR T 01 02 03 04 05 06 07 08 09 10 11 12 13 14 15 16

02 1.45-.12

i .66**-.01

VARIABLE (VAR) 01 = Age
02 - Education 

* 03 = Company Tenure
.64** 04 = Union Tenure

*.24**.26** 05 = Job Level
.08 .07 .04 06 = Extrinsic Satisfactioi

.26 .18 -.19 .17
.00 .05 .13
.15 .00 .22*

*.21* .05 .26*

11 1.90 .37**

13 2.25*.24* -.20
14 1.29 ..30**-.23*
15 N/A .32"*-.30*
16 N/A .24**-.45*

.20* .15 .07 .20*

.29**.24 .02 .30*

.27**.21* .20*.29* 

.16 .21*-.04 .25*

.21* .17 -.01 .32* 

.25**.12 -.02 .41* 

.21* .23*-.23*.37*

.29**.60** 

.26**.56**

.31**.55** 
'.43**.44**

insic Satisfaction 
C. Grievance Procedure
C. Disciplinary Proved 
C. Communication 

11 = I.R.C. Worker Sepreeentati 
C . Supervision 
C. Company Policy

14 = Union Instrumentality
15 = Company Commitment
16 = Union Commitment

67* * .64**
49**.47**.47**
67**.71**.64**.44**
51**.51**.57**.36**.55**
42**.30**.36**.28**.33**.49** 
32**.39**.46**.11 .55**.59**.43'

* Significant e 
** Significant i

the .05 significance level, 
the .01 significance level.



IBTERCORRBLATIOH MATRIX AMD TEST FOR DIFFERENCES IH CORRELATIONS
• N.U.M. DATA

01 02 04 05 06 oa

VARIABLE (VAR) Age Intrinsic satisfaction
Education I.B.C. Grievance Procedure
Company Tenure I.R.C. Disciplinary Procedure
Union Tenure I.B.C. Communication

I.R.C. Worker Representation
inaic Satisfaction I.R.C. Supervision

I.R.C. Company Policy
.05-.20 .52 Union Instrumentality
.03 .03 .24 Company Commitment
.28-.05 .46 Union Commitment
.17-.05 .09
.11 .00 .24 *.17 .40**
.22-.13 .56 ‘.19 .58'*
.05 .16 .06
.03-.19 .32 *.2B .48**
06 .04 .01

' Significant at the .05 significance level 
* Significant at the .01 significance level



will correlate positively with company and union 
commitment for members of both unions investigated, was 
partially supported by the findings of significant
positive correlations be ^een extrinsic (r - .41, p <

jignificantly positively related to company commitment (r

Hypothesis 3b, that the relationships between intrinsic

moderated by union type, is supported by the findings of 
positive correlation between

insignificant correlation



positively related

significantly positively





Hypothesis 5

5, that measures of organisational

supported by the following findings

To test whether classifying subjects into one of four 
patterns of commitment would predict different commitment■ low and high scores

Utilising subjects' age as the covariate, analysis of 
covariance indicated significant differences between the

satisfaction, the disciplinary procedure (F



6,02, p < 0.0007) and company policy (F =

(P - 16.87, p < 0.01

multiple
commitment pattern: 
satisfaction. No

commitment and unilateral company commitment or secondly, 
unilateral union commitment and dual disallegiance. 
Specifically, subjects manifesting dual commitment and

illy IF

subjects

commitment perceived 
ing their needs (F 

mLjects manifesting 
dual disallegiance.

perceived
unilateral 
Finally, : 
the disciplinary 
communication (F = 4.25, p < 0.051, worker representtat; 
(F » 6.90, p < 0.05) , supervision (F = 4.75, p < 0.1 
and company policy (F = 6.74, p < 0.05) facets 
industrial relations climate more favourably than any 
the other patterns of allegiance.



e significantly related

significantly related to union commitment. Whilst age, 
company and union tenure were all positively related to 
union commitment, education and job level were inversely

demographic variables of age

3.7. Hotelling T statistics



indicated firstly, 
significantly more :strongly related

company policy significantly

correlations between the following independent variables 
and the dependent variables. Firstly, the variable age 
was significantly more strongly associated with union 
than company commitment <T = 1.82, p ( 0.05). Secondly,

strongly associated with union than company commitment (T

0.01) and company policy (T = 3.55, p < 
.1 more strongly associated with company

stepwise multiple regression equations

indepem-'nt variabli



m y  commitment is given by union
ipendent variables

Significant at the 0.05 significance level 
Significant at the 0.01 significance level

independent
significant predictor of



company commitment entered into the model at the 0.05 
significance level (see Table 9). Extrinsic satisfaction 
explained 10% of the variance in company commitment 
responses.

3.8.2 Union Commitment

For M.S.O.A. data, three Independent variables, namely 
union instrumentality perceptions, education and 
extrinsic satisfaction, were significant predictors of 
union commitment entered into the model at the 0.05 
significance level or better (see Table 10). The greatest 
contribution to the variance in union commitment is given 
by union instrumentality perceptions (MAXR = .35). The 
three independent variables explain 50% of the variance 
in union commitment responses, with MAXR increased by 11% 
and 4% by the variables education and extrinsic 
satisfaction respectively.

TABLE 10 : MAXIMUM R-SOUARE IMPROVEMENT FOR 
DEPENDBUT VARIABLE ONION COMMITMENT - M.S.O.A. AND 

N.U.M. DATA.

Instrumen-
Education 
Ext. satis.

* Significant at the 0.05 significance level
** Significant at the 0.01 significance level



For N.U.M. data, one independent variable, namely company 
tenure, war a significant predictor of union commitment 
entered into the model at the 0.05 significance level 
I see Table 10). Company tenure explained 11% of the 
variance in union commitment responses.





inroortant to acknowledge that difficulties are generally 
experiii .ed in obtaining representative sample sizes in 
survey research (Etzel & Walker, 1974), and particularly 
in union-related research.

A third limitation of this sx;udy is that no cognisance 
was givan to subjects' perceptions of the union -
management relationship, a variable which has been shown 
to moderate the relationship between company and union
commitment (Angle & Perry, 19B6; Gallagher, 1684;
Larson & Fukami, 1984; Magenau & Martin, 1985;
Schriesheim & Tsui, 1960). This limitation is
particularly pertinent, given that early researchers 
qualified the phenomenon of dual allegiance in the 
context of a mature and supportive relationship between 
management and labour (Purcell, 1960; Stagner, 1956). 
It is possible that perceptions of this relationship may 
have differed between members of the two unions 
investigated in the present research, particularly if one 
considers that whilst the M.S.O.A. have a long-standing 
relationship with the Chamber of Nines, (Morrison, 1986) 
the National Un’on of Mineworkere have only very recentl 
been officially recognised by the Chamber (Thompson,

This limitation is ':hus very valid in the South African 
mining industry context. Whilst relations between 
employers and unions and staff associations representing 
mostly white workers are long-standing, mature and



generally conciliatory, relations between employers and 
the National Onion of Mineworkers have tended to be 
adveraorial in the extreme. These latter relatione are 
reflected in an analysis of industrial conflict within 
South Africa for the period 1979-1986 (Levy, 1987). 
Obviously related to the rapid expansion of the black 
trade union movement since official recognition in 1979, 
this period has been characterised by a substantial 
increase in strike activity. Sectoral distribution of 
strikes indicate a marked increase in strike activity 
since the founding of the National Union of Mineworkers 
in 1982. Notwithstanding global factors such as
disenfranchisement and institutionalised racial
discrimination, the adverscris! relations between 
employers and the N.U.M. are exacerbated by the existence 
within the mining sector of the migrant labour system, 
hostel accommodation, job reservation and the 
conservative attitudes of the racially exclusive Mine 
Workers Union. The turbulent nature of industrial 
relations in the industry is expressed in the extremely 
high levels of violence often associated with labour 
unrest, encapsulated in the unprecedented levels of 
militancy associated with the 1987 N.U.M. strike (Hersoh, 
1987). This militancy was not necessarily restricted to 
union activity. On the contrary, the Industrial Relations 
Advisor of Anglo American, Bobby Godsell, stated that he 
perceived:

"no irony or even paradox in the fact that 
conflict is taking place through the
collective bargaining system between N.U.M.



during

unlikely that N.O.M. would

Fourthly, although investigated in
be classified

protective/; typology (Walker & Lawler, 1979!

findings. although in 
;ficulty would be ence

cultural, racial
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important given the significant differences in levels of 
union instrumentality perceptions and union commitment 
obtained for members of the two unions investigated. The 
demographic and structural differences between the two 
unions may have accounted for the patterns of results 
obtained, and not the distinction between aggressive and 
protective unionism. For instance, earlier research in 
the South African context has indicated that the
occupational status of workers moderates the relationship
between company and union commitment (Fullagar S Barling,

Finally, although the independent variables considered in 
the present research accounted for significant variation
in the dependent variables for members of the protective 
union, they accounted ior a very limited amount of
variation in these variables for members of the 
aggressive union. This indicates that the influence of 
other important antecedent variables should be considered 
in future research of this nature, particularly when 
investigating commitment amongst aggressive union members 
in the South African context. Previous research suggests 
that other determinants of organisational commitment not 
considered in the present research would include:
personal characteristics such as work values and beliefs, 
and individual needs; union characteristics sui h as 
labour union image, expectations of the union, union 
experiences and group norms; work experiences such as 
perceived pay equity, work involvement and control.



alienation, automation and management attitudes; 
role-related characteristics such as role conflict, 
stress and ambiguity and socialisation experiences; 
structural characteristics such as organisational 
structure, size and span of control, organisational 
technology and the distribution of power; and 
environmental characteristics such as the political and 
economic climate, legal constraints and historical 
background (Fullagar, 1986b). Early socialisation
experiences, job involvement and Marxist work beliefs 
have predicted commitment to the union amongst black 
union members in South Africa (Fullagar, 1986b) and 
should not have been omitted in the present research.

The general proposition tested in the present research 
was that the variable union type, specifically whether 
workers belong to a "protective" or "aggressive" union 
(Walker & Lawler, 1979), moderates the relationship 
•between company and union commitment (Martin, 1981). The 
finding of a strong, significant, positive relationship 
b-- tween company and union commitment for members of a 
protective union and a weak, insignificant relationship 
between these variables for members of an aggressive 
union, provides support for this proposition. It appears 
that patterns of commitment to employing organisations 
and unions differ when considering the degree of 
privilege and incorporation or alienation from the 
organisation's political decision-making processes 
experienced by different categories of workers (Martin,



responses computed the present data confirmed 
privilege between members

highly educated, but also

rrelation coefficients between company

Larson, 1982; Gallagher, 1984), past and present 
membership status of union members {Conlan & Gallagher, 
1987), behavioural participation in union affairs (Angle



The present research results are not as definitive and 
conclusive as the earlier finding of a strong, 
significant, positive correlation between union and 
company commitment for South African white,
occupationally privileged workers and a strong,
significant, negative correlation between these variables
for black, occupationally underprivileged workers
(Fullagar & Barling, 1987). However, they do support the 
contention that dual commitment is more likely among 
intrinsically motivated workers occupying positions at 
the higher levels of the organisational hierarchy where 
greater opportunities exist for organisational 
involvement and the satisfaction of higher-order needs 
(Barling, 1983). The present research findings would 
suggest that in the South African context, the phenomenon 
of dual commitment is more likely amongst the white 
labour "aristocracy” (Webster, 1983).

The present results also reinforce the importance of 
voluntary behaviours as central to an understanding of 
commitment (Salancik, 1977). Members of the M.S.O.A., 
governed by a closed-shop agreement, were significantly 
less committed to the union than were members of the 
N.U.M., who join the union voluntarily. As voluntary
behaviours are important determinants of commitment 
(Salancik, 1977), this finding is plausibly the result of
the existence of the closed-shop agreement.
Alternatively, it may signify greater solidarity in the
ranks of aggressive unions and suggest that they would be
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that instrumentality perceptions are not strongly
associated with affective union commitmer : amongst
membera of aggressive unions. Previous longitudinal
research has indicated that instrumentality perceptions 
were a stronger determinant of union commitment attitudes 
amongst black union members, and more predictive of
behavioural involvement in union' activities amongst
white members (Fullagar, 1986b). However, in the South 
African context, black unions have increasingly
negotiated agreements over intrinsically-related issues 
such as retrenchment, childcare facilities, pensions,
health and safety (Piron, 1984). Although the
instrumentality measure included in the present research 
measured work-related items of an intrinsic and extrinsic 
nature, intrinsic outcomes such as those stated above 
were not assessed. These outcomes may be very important 
in assessing the instrumental nature of the union for 
blue-collar, disenfranchised and alienated union 
members. This is supported by the present findings of a 
strong positive correlation between extrinsic 
satisfaction and union commitment amongst M.S.O.A. 
members, and the relatively strong, positive correlation 
between intrinsic satisfaction and union commitment for 
N.Q.M. members. The present correlations obtained
between union instrumentality perceptions and company and 
union commitment suggest that future research should 
further consider the moderating effect of instrumentality 
perceptions (Brett, 1982) on the relationship between the 
organisational commitment constructs and other related 
variables.
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reservation have historically protected the privileged
positions of white worke. within the South African
mining industry (Morrison, 1986). The threat of black 
advancement to white workers (Chalmers, 1983) would
undoubtedly have a considerable impact on the
instrumental nature of membership of the union,
especially in terms of job security. The attendant 
benefits of job reservation for M.S.O.A. members,
particularly in terms of extrinsic conditions of
employment, may be credited, at least partly, to
membership of the union. This argument is supported by
the significant positive correlation obtained between 
extrinsic satisfaction and union instrumentality
perceptions for members of the M.S.O.A.

Previous research in the South African context has 
indicated that dissatisfaction with extrinsic rewards was 
the strongest predictor of union loyalty amongst white 
union members, and that intrinsic dissatisfaction was 
more predictive of union loyalty amongst black union 
members than extrinsic dissatisfaction (Fullagar, 
1986b). The present findings of extrinsic satisfaction 
being significantly related to union commitment for 
M.S.O.A. members and intrinsic satisfaction more strongly 
associated with union commitment for N.O.M. members 
support these previous findings. Furthermore, Hotelling 
T-statistics computed in the present research indicate 
that for members of the M.S.O.A., int:inaic satisfaction 
was significantly more strongly associated with company



than union commitment, supporting Fullagar's (1986b) 
earlier finding. It appears that the unionisation 
process and union attachment results from both 
dissatisfaction with economic issues (Bigoness, 1978; 
Brett & Hammer, 1982/ Schriesheim, 1978) and the
industrial relations concept of perceived deprivation 
(Begin, 1979; Kemerer & Baldridge, 1975; Walker & 
Lawler, 1979).

In the South African context whilst unionisation and 
subsequent commitment may be influenced by economic 
factors for all categories of workers, black workers may 
support the union as a result of dissatisfaction with 
intrinsic factors such as the opportunity to learn new 
things and accomplish something worthwhile in their 
jobs. The absence of significant correlations between 
intrinsic and extrinsic satisfaction and union commitment 
for N.O.M. members suggests that the union may not as yet 
share the blame or credit for changes in conditions of 
employment, given the relatively short period of time 
that the union has been officially recognised (Thompson, 
1984), Alternatively, it is also plausible to suggest 
that members of aggressive unions, within the South 
African context specifically, join unions not only for 
those intrinsic and extrinsic factors evaluated in the 
present study, but also for protection against unfair 
dismissal (Levy,1987), non-work factors such as racial 
abuse and discrimination, as well as other threats to 
human dignity not usually incorporated in traditional



indices of conditions of employment. The total political

also lead to trade unions being perceived by members as 
appropriate vehicles for addressing political issues.

These findings may also suggest that

strongly associated with the personal

ilated work beliefs, specifically

class which involves social and material disadvantages 
(Fullagar, 1986b) .

intrinsically and extrinsically

surprising given the virtually distinct

ilationship between job satisfaction and

work conditions experienced by different segments of the



members, occupying positions characteristic of the 
secondary labour market, are responsible for repetitive, 
unskilled tasks involving minimal job security, low 
wages and poor working conditions. In contrast, M.S.O.A. 
members fulfill skilled tasks for which they receive 
relatively stable employment, high wages and good working 
conditions.

In the present research significant, positive 
correlations were obtained between industrial relations 
climate measures and both company and union commitment 
for members of the M.S.O.A., and significant, positive 
correlations between these measures and company
commitment for members of the N.O.M. These findings 
indicate firstly, that strong affective commitment to 
both social organisations is related to favourable 
perceptions of the industrial relations climate on the 
part of protective union members. In contrast, strong 
levels of affective union commitment on the part of 
aggressive union members does not necessarily indicate 
favourable perceptions of the in-company industrial 
relations climate. The presence of signi"'’"oant
relationships between industrial relations climate
indices and both company and union commitment for members 
of the M.S.O.A. and only company commitment for members 
of the N.O.M. may indicate that whilst positive
perceptions of the in-company grievance and disciplinary 
procedures, communication, worker representation, 
supervision and company policy are associated with
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Wade, 1985) suggest that commitment to each organisation 
has unique determinants, analysis of covariance 
statistics computed on the present data suggest that only 
where a pattern of dual comndcment is evident, will 
positive industrial relations climate perceptions be a 
common outcome of these attachments. Favourable 
perceptions of industrial relations climate is not
associated with patterns of dual disallegiance, or
unilateral commitment to the company or union. This 
pattern of findings reinforces the importance of 
investigating patterns of commitment as opposed to the 
relationship between the commitment constructs (Fullagar 
S Barling, 1967). ^

In the case of dual commitment, the present data supports 
earlier findings that unionisation affects work attitudes 
(Allen & Keaveny, 1983; Berier et al., 1983; Goldberg, 
1981f Kochan, 1980). Whilst previous research has 
indicated that industrial relations climate is an
attitudinal outcome of unionization (Dastmalchian, 1982; 
Nicholson, 1979), these present findings suggest that the 
relationship between these variables is moderated by 
patterns of commitment and may differ when considering 
different segments of the labour force. The results of 
analysis of covariance and Scheffe statistics computed 
on the present data indicated that subjects committed to 
both company and union perceived the disciplinary 
procedure, communication, worker representation, 
supervision and company policy aspects of the in-company
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commitment and dual disallegiance. By investigating the 
four commitment patterns possible in the workforce, the 
researcher can establish whether different organisational 
and union attitudes and behaviours are associated with 
each pattern, as is suggested by the present findings. 
Overall, the present findings in this regard strongly 
support the importance of investigating all possible 
patterns of commitment in the workforce (Fullagar & 
Barling, 1987).

Consistent with Fullagar and Barling's (1987) earlier 
finding, in the present research measures of 
organisational and union attitudes related differently to 
the four possible commitment patterns. Specifically, the 
present findings suggest firstly, that intrinsically and 
extrinsically motivated workers are more likely to 
manifest patterns of dual commitment or unilateral 
commitment to the company. Secondly, workers who 
perceive the union to be more instrumental in obtaining 
valued outcomes are more likely to manifest dual 
commitment or unilateral union commitment. Finally, 
workers who are committed to both company and union are 
likely to perceive the industrial relations climate more 
favourably than workers manifesting any of the other 
three commitment patterns.

These results are wholly consistent with earlier research 
investigating correlates of the different patterns of 
commitment (Fullagar & Barling, 1987) in respect to union
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Overall, the results regarding personal characteristics 
suggest firstly, that for members of both protective and 
aggressive union members, demographic variables may well 
predict union commitment, confirming the results of 
earlier research (Fullagar, 1986b; Gordon et al., 
1980). Secondly, for members of an aggressive union, 
personal characteristics are more strongly related to 
union than company commitment. Finally, the results 
confirm the perspective that personal characteristics 
constitute an important category of antecedent variables 
for company (Mowday et al., 1961) and union (Fullagar & 
Barling, 1966) commitment models.

In earlier research, Fukami 6 Larson (1964) found that 
work experience variables were the only set of variables 
to predict union commitment. Wade (1985), on the other 
hand, found that work experience variables were only 
related to company commitment. In the present research, 
for M.S.O.A. members extrinsic satisfaction was 
significantly related to both company and union 
commitment, and intrinsic satisfaction only related to 
company commitment. It would therefore appear that for 
members of a protective union, extrinsic satisfaction is 
one work experience variable related to commitment to 
both organisations. For N.C.M. members, extrinsic
satisfaction was also significantly related to company 
commitment, confirming that this variable is an important 
variable associated with company commitment across 
different segments of the labour force. However, for
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N.D.H. members, no work experience variables were 
associated with commitment to the union, suggesting that 
for members of an aggressive union, personal 
characteristics may be more important predictors of union 
commitment than specific work experiences. Moreover, 
when considered together, the relationships obtained 
between work experience variables and company and union 
commitment for the M.S.O.A. and the N.D.M. would appear 
to indicate that the dissatisfaction model of 
unionisation (Bigoness, 1979; Brett & Hammer, 1982; 
Feuille 6 Blandin, 1974; Schriesheim, 1978) may be more 
applicable in the South African context to protective 
unions such as the M.S.O.A. than aggressive unions such 
as the N.U.M.. The unique South African situation, 
particularly in respect to black workers, may include 
conditions for which the traditional dissatisfaction 
model of unionisation is inapplicable, or at most only 
partially applicable. Factors outside of the narrow 
formal work context, such as disenfranchisement, may be 
more important in understanding the process of 
unionisation than factors such as dissatisfaction with 
specific work experiences. Alternatively, factors within 
the work context but not usually incorporated in work 
experience indices, such as overt support or opposition 
by the employer to factors such as migrant labour, hostel 
accommodation, health and safety, discrimination, 
transport, victimisation and violence may be more 
strongly associated to the process of unionisation of 
South African black workers than is the case in overseas 
contexts.



An interesting finding in the present research was that 
union instrumentality perceptions was also commonly 
associated with company and union commitment for 
protective union members. This finding probably results 
from the existence of the M.S.O.A.'s closed-shop 
agreement, whereby members credit not only the union 
but also the company for the benefits accruing from union 
membership. Similarly, the present results indicate that 
for members of a protective union, industrial relations 
climate is an outcome significantly related to both 
company and union commitment. In contrast, for members 
of an aggressive union, industrial relations climate is 
related only to company commitment. This may indicate 
that aggressive union members credit the company and not 
the union for any deterioration or improvement in the 
industrial relations climate. It must be noted however, 
that industrial relations climate was only significantly 
related to a pattern of dual commitment, a pattern not
manifested by aggressive union members in the present
research. Alternatively, the finding that industrial
relations climate was unrelated to union commitment for 
members of the N.O.M. may possibly indicate that
traditional models of union commitment do not apply in 
the case of aggressive unions.

In their totality, these results would appear to confirm 
that given the different characteristics of companies and 
unions (March, 1965), there are both common and unique 
variables associated with commitment to each



these variables may differ whenorganisation.

specifically the type of union

and union commitment for protective union members. In 
contrast, the present findings suggest that certain work

aggressive union members.

fully account for the differences in tl 
across different categories of workers.

significant foci patterns and levels of

the different types of union to which individual

r



Multiple regression analyses comput.-id on the present data 
suggest that in the case of the company commitment model, 
four variables were significant predictors of commitment 
for M.S.O.A. members and only one predicted commitment 
for N.U.M. members. Whilst union instrumentality 
perceptions, extrinsic and intrinsic satisfaction, and 
"iompany tenure explained 40% of the variance in company 
commitflK-nt for M.S.O.A. members, extrinsic satisfaction 
explained a mere 10% of variation in company commitment 
for members of the N.U.M, In the case of union 
commitment, union instrumentality perceptions, education 
and extrinsic satisfaction explained 50% of the variance 
in M.S.O.A. responses, whilst company tenure explained 
only 11% of the variation in N.U.M. responses. These 
findings suggest that in the South African context a 
greater understanding of the organisational commitment 
process is currently possible when considering white 
members of a protective union than is the case when 
considering black members of an aggressive union. Models 
of commitment developed abroad appear to be more relevant 
to an understanding of the commitment process amongst 
white segments of South Africa's working population, and 
less relevant to advancing an understanding of the 
working experience of the black working class (Fullagar & 
Paizis, 19661.

In conclusion, the results of this research are 
particularly pertinent to the present socio-political 
situation in South Africa, given attempts by the present



jovernnent and organised capital to "win the hearts and 
minds" of black workers. The issue at stake is the 
survival of the private enterprise system in a
poat-apartheid society. To quote a leading management 
consultant: "The major challenge facing employers is to
win back the credibility of the free enterprise system" 
(Pennington, 1988, p. IB14), and when referring to the
leadership of C.O.S.A.T.0., reflects that it is
disturbing to witness what little respect the endeavour 
of capital and entrepreneurs has amongst the union
leadership" (1988, p. IR14). The N.U.M.'s "Socialism is
Freedom" campaign is indicative of the black union
movement’s aim of restructuring the social order. The
General-Secretary of C.O.S.A.T.O. has recently stated
that apartheid and capitalism are inseparable (Naidoo, 
1988). Consequently, it is not surprising that
strategies on the part of South African capitalists
towards greater participation at the workplace have been 
increasingly critiaized by the black union movement as 
strategies of co-option (Joffee, 1986). Black trade
unionists have recently stated that employee share
ownership schemes had nothing to do with democratizing 
the workplace; on the contrary, they were aimed at
smashing democracy.

It appears that general perceptions on the pars of black 
unions regarding participative schemes reflect a belief 
that such attempts form part of a broad and sophisticated 
trade union-bashing strategy and should therefore be
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APPENDIX

ONION COMMITMENT SCALE (GORDON, PHILPOT, BURT, THOMPSON 
AND SPILLER, 1980)

1. It's every N.U.M./M.S.O.A. member's responsibility to 
see to it that management “lives up to- all the terms 
of the Agreement.

2. It is the duty of every worker "to keep his/her ears 
open" for information that might be useful to the 
N.U.M./M.S.O.A.

3. Moving ahead in the company is more important than 
staying in the N.U.M./M.S.O.A.

4. If I was victimized by management for being a member 
of the N.U.M./M.S.O.A., I would continue to support 
the N.U.M./M.S.O.A.

5. I feel little loyalty to the N.U.M./M.S.O.A.

6. As long as I'm doing the kind of work I enjoy, it does
not matter if I belong to the N.U.M./M.S.O.A.

7. It's every N.U.M./M.S.O.A. member's duty to support or 
help another worker use the grievance procedure.

8. I am willing to put in a great deal of effort beyond 
that normally expected of a member in order to make 
the N.U.M./M.S.O.A. successful.

9. I could just as well work in a non-union company as
long as the type of work was similar.

10. I have little confidence and trust in most members of 
the N.U.M./M.S.O.A.



16. My values and the N.U.M.'s/M.S.O.&.'i

18. If asked I would 
N.U.M./M.S.O.A.

l.U.M./ M.S.O.A. the rest of the time I work £
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APPENDIX F

COVERING LETTER TO THE COMPOSITE QUESTIONNAIRE

Dear N.U.M./M.S.O.A. member

I am currently involved in a research project assessing 
predictors of employee commitment to employing 
organisations and unions. For this purpose, I have 
attached a questionnaire designed to measure your 
commitment to Rand Refinery Limited and the National Union 
of Mineworkers/Mine Surface Officials’ Association. In 
addition, a number of questions are included to assess 
those factors of your work experience which may be related 
to your level of commitmr t. This research forms part of 
an independent study presently being conducted within the 
Division of Industrial psychology at the University of the 
Witwatersrand.

I woult gceatly appreciate if you would complete the 
attached questionnaire and place it in the envelope 
provided which will be collected from you at a later date. 
It should be stressed that confidentiality will be ensured 
by having participants remain anonymous. A copy of the 
final report will be made available at the University of 
the witwatersrand library for anyone wishing to read .\t.

May I take this opportunity of thanking you in advance for 
participating in the research.

Yours faithfully







Author Christie Peter Andrew
Name of thesis Company And Union Commitment Amongst Members Of Two South African Mining Unions. 1988 

PUBLISHER:
University of the Witwatersrand, Johannesburg 
©2013

LEGAL NOTICES:

Copyright Notice: All materials on the Un i ve r s i t y  of  t he W i t w a t e r s r an d ,  Johannesbu r g  L i b r a r y  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 o f the W itwatersrand, 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.


