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“ABSTRACT

The present study investigated a variation of the .sader-
Member Exchange {I¥X) model of organisational leadérship, by
- exploring whether a subordinateﬁs lecus of control orien—a
tation, andg& structured management style, wouid_enh;nce the
quality of the manager-subordinate dyadic relationshié in
ﬁerms of explaining subordinates’ job attitudes (e.qg., job
satisfactiof) and their werk performanca. Research was
conducted on a sample of white-collar personnel (N =T269)
within a major South African insurance organisation. It was
found that the variables of subordinate locus of “ontrol
orientation and structured management style were independent
of the quality of the manager-subordinate dyadic relationship
(or He%otiating Latitude). This fiﬁding suggested fhat the

quality of the manager-subordinate relationship does not take

into account the possibility that subordinates of either locus-

of control orientation may fequire'different types of leader-
ship, such as, a greater or lessexr degree of supervisory
gtructure in their job roles. Whem the variables of locus of

control and structured management style were inclnded in the

LMX model, locus of control explained an additional amountyafa-,

variance in subordinate job satisfaction but not in terms of

their work performance, than LMX alone. The variable of struc-

tured management style did not axplain any additional variance
in job satisfaction and performance of subordinates, than LMX
alone. The limitations of the study, as well as theoretical

and practical implications of the study will be considered.
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Y  LEADERSHIP

Leade;ship:hasrbaeh described as one of,the most observed, yet
least understoud phenomena in exzstence (Coghill, 1986)
However, effective leadership is a key factor for the
successful functioning of an organisation {Coghill), 195%;
Thomas, 1988; Vroom, 1983). Poor leadership is then given.as_
a reason for inadequate orgagiédtional performance, and
sffective leadeighip for numerous organisational successes
{Coghiil, 19863 Feldberg, 1981). ihdaad, Vxoom (ISQB%ﬂcontends
thai'ény'khowledgé which the beﬁévioral sciences ﬁan | -
contribute to the’asd in the identification and enhancement of
leadership in organ:.sed human endeavour would be of immense
socmetal value. Consequently a good unders: andlng of the

. phenaﬁenonfcf leadership is ultimately of great importance to
enhanced organisational functioning at the micro-ievel, and
Sustalned economic growth at the macro-leval (Nunns E argirys,
1992). Feldberg (1981) defines organisational leaderahip asg
_being the exercise of interpersonal influence thruugh the
communication process in orxder to achleve specified goals or
objectives. However, Feldberg (1981) ggils to mention that a
leader may also make use of organlsatlonal rewards and.
sanctions in order to achieve specified goals or objectives.
Furtharmox;, leadership is not just an lnterpersonal issue,
effectlve organisatlonal 1eadership also involves technmcal;
expertise and administrative functions, on the part of thé

leader. Malherbe (1986) argues that the objectives df‘



effectﬁve_organisationél-leadership beha§ioﬁx aﬁe*ﬁa ﬁaximige "Tf K;
productivity, to stimﬁlate creative employee problem solving, |
to promote employee morale and satlﬁtaction and to improve : Y
interpersonal relationships among wg;kers. Schein (1984),. !
however, arghes thai the gaining of a broader understanding of
'orgaﬁisétioha.l 1aadex:ship invol§95 .. .cons':i.d.eration of & gréat. |

number of variables which can effect ¢rganisati6na1 e

leadership. Such variables include the personality of éhe

1eader, the characteristi¢s bf.the'subordinate, organiéﬁ%ionai.

level, cultural, politjcal, and socio~economic conditions R
within the organzsatlon and 31tuatlona1 constraints. Acc?rdlng

+to Malherbe (1986), some other 1mportant influencas on i |
_';effective leadership include: the gtage“of.develqﬁment o#
%subordinates (see Pigors, 1976), the individual dfadic f
reiaﬁidnship:{seé Dénéereau & Markham, 1987).aﬁd ﬁﬁéﬂ

_organisational climate (see Visser, 1980). McCormicﬁ andV

Tiffin (1979) add that the way in which a manager behamea

towards his/her subord*nates is largely dependent on ‘the

nature of the job, the subordinate’s perceptions about the

manager and the personal, technical and administrative support

provided to the subordinate. ) . - 'K&

| Reaearch indicates that effective leadexship typically

results in increased employee work parformance and job - - : 2
satlsfaction (Bass, 1%90; Blake & ‘Mouton, 1964; Fiedlex, 1967“

Gibbons, 1992; Graeqe, 1975; Hersey & Blanchard, 1877; House,

1977; Ratz & Kzhn, 1978; Lawless & Finch, 1989; Novak, 1984;

Schein, 1980; Wayne & Ferris, 1990; Yukl, 1989). For'axaﬁpie,



Novak'(1984) found.tha£.a hi§h=quali£y ménégef-subordinate-“f'
relationship led to increased jobnsétisfaétion and wbrk
performance among salaried employees in a large manufacturlng
organlsatlon Furtharmore, Coghill.{1986) suggests that
efféctive leadership behaviour can produce positive goal
attainment, and an increase in motivatiocn, preductivity, job
satisfaction,'pefformancq, morale, an&-turnovér ﬁiﬁhin ﬁhe
setting-of'an'organisation. Heh&é, éffective leadership
behaviour greatly contributes to the success of an .
orgénisaéidn (Coghill, 1986). Dansereau, Graen & Haga (1975)
and Yukl (1989), however, criticise most contamporary models )
of leadership (eg. McGregor's (1960) Theory, Blake 5 Mouton’s
{1964) Managerial Grid, Fiedler's (1967) Contlngency Theory,

5

2

and Hersey & Blanchard’s {1977} Situatlonal Leddershlp Theory}*J

as being 11m1ted Thig is because, as Wlll be dlscussad later
under the heading "Criticism of Pésﬂ Leadership npproaches"
these theorier typically do not adaﬂuately address the v
reciprocal dyadlc relationship thatdexxsts between managers
and each of their subordinates (Dansereau, Graen & Haga, 1975
Yukl 1989). Praditional leadership nodels (eg. McGregor,
1960; Blake & Mouton, 1964; Fiedler, 1967; Hersey & Blanchard,
1977) focus on the behaviour of the manager, while ignoxring
how the suboréindté's.behavibur affects the.managar'S'
.1eadersblp style (Gist, 1987; Hollander & Offerman, 1990)»_
TMore recently, managerlal 1eadership has been explalnad as é
transact*on or a BOClal exchange whereby both managers and -

subordinates make a contribution to tha manager—subordinate

relationship (Bass, 1990; Ruhnert & Lewis, 1987). An example
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of this app§6ach-is George Graen‘m Lﬂa&%r-ﬁember.axchang@.
{LMX) (Dlenasch & Liden, 1986, Vecch:o, 1985} where emphaSLi
| is placed on the dyadlc relatlonship between managers and
subordlnatas {Novak, 1984). In texms of this}approaahﬁ the
raclprocal relationship between manage*s and thelr
sub?rginates is a central concept, as the quallty of tbe
leaééf-&ubordxnate dyad is associated with the 3job- |

satlsfactlon and work performanae ach;eve& (DLBHESCh & Liden,

1986 Hbllander & Offerman, 1990).

Research, for example, by Graen, Llpan and Hoel (1982) Qn "
48 ‘computer programmers in a large North ﬁmerican public ‘
utility organisation investigated the effectlveness of 1eader~ [#%“ﬁ=ﬁ*%
'member exchange as a 1eadership apprnach and showed (during a

Qne—year period} that the 1eader~member relg*maﬁsth explalns

‘more than three times a greater amount mf}ﬂariance (.79 as - ¢
opposed to .23) in arganlsatlonal outcomas such as job

attitudes and ‘the pred;ctlﬁn of employee turnover, than the

" more traditional 1eadershlpfappro&ches (eg. Blake'&-MOuton 5

(1964) Managerial Grid, ‘Hersey 5 Blanchaxrd’s (1977) »

Situational Leadership ‘and Fledler & (1957) Leader-Match
Theory) However, even though this is only one study, it still
shows promise regarding the effectiveness of the leader-menber
.exchangé approach in eﬁpiaining oééanisationalﬁoutcomes.
Furthermore, an important concept is the Qudlity'of tEé
leuder-member exchange between mepiger and subordinate (Novak,
19843, This.is hecause the qualitfro% the.exchange determines |

both leaders’ and subordinates’ job performance and job

\k‘ .
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- patisfaction (Graén-g'Cashman, 1978; Novak, 1384; Qe;ey}

. 1981).

L

[P

Aacording to Hollaﬁder (1985), thé studx nfrleadérship '
“has involved a large number of different approachas. % shovt
urltlcal review of some of the leadership theorles w1lﬁ
fallowy Thase thaarias will focus on the Great Man Approaches,
Trait Theory, The Managerial Grid, Situatinnal Leadership,

and Contiugency Theory. The Leader-Mﬂmber Exchange theory will

be addressed in more. detail.
Leadership Approaches

|  Ed§;n Hollander (1985), regarded by Bass (1990) as one of
the leading éogigl psychblogists of the past Zew decades,
contends that there are five major 1eadership areas which
constitute the most importan* leadership approaches. Eagh will
be briefly (and crlticallyj discusted in the follow1ng
section., Thereafter it will pe arguad that the leadermmember
exchange approach (Dlenesch & Liden, 1986; vacchmo, 19B85) |
provides the most approprlate degcription of ‘the leadership
process for the present reseaxch. | | |

e_"Grest Man' Approach and Trait Theories

. Por meny commentators (eg., James, 1880; Carlyle, 1841),.
history is shaped by the leadership of great men.'The "Great ’
Man® theory (Galton, 1869) was one of the earliest app:oachas “

.K')

)
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to 1eadership{ In this theory, ieaders-were seen as people:
with unique qualities or traits necessary for leadegship_ B
-~£Bass, 1990; Stogdill, 1948). An example of a uniqué quality
was intelligence. The Great Man approach has baén criticised
by Hollander and Offerman (1990) for ignoring envircnmental
factors impacting on leader behaviour,\ﬁhile coﬁsidering
genetic factors to be mbré important. Purthermore, Hollander
(1985) argues that the Great Man approach is simplistic as it
does not consider the dynamicznature of leadership. An
extension of the "Great Man" theory is thalTrait Approach,
which is also based on tl.z assumption of an here&itarglbasis
of leadership qualities (Hollander & Offerman, 1990). The
Trait Theories {eg., Kohs &w{;le, 1920; Pageﬂ'1935; Killlourne,
1935- Stogdill, 1948) contendéd that if leaderxs are endqwed
with superlor qualities that differentiate them from their
followeﬂs, it should be possible to identify these gqualities. \
Phe Traif Approach hlghlighted these specific personal * L
Qualities or traits (eg. intelligence, extroversion) that;

those people in leadership xoles should possess (Hollandé%h
1985). For example, researchers guch as Gough (1989) and Lord,
DeVader, and Alliger (1986) found support for é?troversion as

a generalised trait that is likely to increase one’s tendency

to attempt to lead and to participate in group activities.

Gough (1989) tested American university students and military
cadets and reported that emergiﬁg aé a leader correlated .76

for males and .B0 for females with being outspoken, .62 and

.39 with being sociable, and ~.81 and -.65 with being shy.
However, Bellingrath (1930 and Drake (1944) found no



gignificant correlations betweert extroversion—introveraibn'

scores de %eadership.

_ﬁ, Stogdill's (1850) trait éﬁproach,”classifies 1eaderahip

into the following six categories, namely, physical, |
intelligence, ?eraonality, pocial, tésglrelatéd,ﬂand sacial -
background. These six categories highlighted different traits’

that leaders were presumed to exhibit. Coghill (1986)hcontends _
that Stogdill’s approach overlooks the possibility that ¢
leaders who are successful in oqé situation may not

necessarily be successful in others. One of the ways the trait
theories can be criticised is that they focus on the

attributes of the manaéer while ignoring the unique

personaiity and abilities of the subordinate (Bass, 1990).
Furthermore, by focusing only on the traits of the leader,

trait theories ignore the fact that leaders require different:
abilities and traits in different situations {Coghill, 1986).
Hollandef and Offerman (1990) criticise the trait approaches

for not properly considering the manager-subordinate

relationship. Finally, Mann (195%) reviewed 125 leadership

studies and found that the effectiveness of a 1eader depends

as much on the traits of the léader, as on tpe pre%alent'
situation. Diasétisfaction of various researchers (ég.f

Hemphill, 1950; Jenkins, 1947; Shartle, 1950) with the focus

on traits rather than behaviours of leaders resulted in the

organisation of the Chio State Leadership Studies and the

development of leadership style theories.
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Leadership Style Theories o ﬁ ' L B Tyt
. .'?! .

Leadership style.;heories ori%inated fn the Oh;o_State
University studies in the 1940's @%chein, 1980);_Resgaréhers!
attempted to define precisdly whaé kind of behaviour leadars  o
performed (Schein, 1984). The Ohib State researchers gsed ’ |
their results to develop the firﬁt”form of the Leader
Behaviour Description Questionnaire (L.BDQ) (Hemphlll 1950,
Hemphill & Coons, 1957). The wesults of the Ohio State '
University research led to behaviour being described in teims
of two independent dimensions called "initiating structure"

and "consideration'. Initiating structure concerns the dégreéau

to which leaders define and organise tasks, establisk .
commuriication networks and evaluate group performance (Bass,

1990}. Consideiation refers to follower perceptions of the

‘leader’s degree of trust for his subordinate(s), the mutual

respect in the leader-member relationship as well as the

:degnée of concern shovm by the leader for the welfare of

ﬁmployeea {Coghill, 1986). Hollander (13985) argues that

‘xesearch on leadershlp style theories up to 1974 showed that

fifty-four out of seventy-seven studies conduected on
organisational=participaﬂts yielded support for the two
dimensions, namely initiating structure-and consideration. qu
example, Halpin (1955) compared supervisors in two differentm
roles, namely, school administrators Pnd air force command
pilots. He found they differ=d on Lhese two dimensions, with
school administrators more jikely to show consideration, and

'command'pilots more initiation of structure (Halpin, 1955).°

s
LN

.



Initiating structure and. consideratlon wera found to be - _ :
posltively related to PrOduCLiYLtY and ]Ob satisiautien in the _.... y
following dlfferent sett;ngs (correlatlons of leader
consideration and initiation of structure with job p;rformance
- ranged from ,27 to .46 and from .22 to .27 respactively, and
‘with job satisfaction from .65 to .83 and from .46 to .51
_rasghﬂtiVQIY)z in industrial setti;gs (Badin, 1954:'Farris;-
1Yoy, Eleishman &"Simmons, 1970; Skinner, 1969), hospitéis ;
(Caklander 5 Flelehman, 1964), educatjional SEttlﬂgB (Petty ﬁ
Lee, 1975), aid gﬂﬂarnment organisations (Miles & Petty,
19?7) However, various cqmmentators {eg., Halpln & Croft,
1962 Oldham, 1976 Seltzer & Bass, 1% .0) argue that the use
of only two constructs, namely, initiation and consideratlon,
does not provide a detailed enough_p:ofilé&of leadership

‘ heﬁaviéﬁr; This is because these authors found tha;lthe
bqhaviour of leaders could not be adequately explained by'just
twélfaCtdrs, rather, more detailed scales of leadership
behaviour were developed which were found to be higher in
relation'tv-1eade£ship'ef£activaness than were mgésureé'of h
conéideration and injtiation of structure. For example, in a
North hmerican study of 875 part-time MBA students, Seltzex
and Bass (1990].obtainad a correlation of .61 between
charismatic leadership and leader effectiveness, and, in a = I
similar samplé, a cvorrelation of ;66 was obtained between ‘
charismatic leadership and satisfaction with the leader. These
correlations were considerably higher than were the

corirelations df effectiveness and satisfaction with measures

of consideration and initiation of structure. Hence, the
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conétructs of'consideiation and initiaﬁion'ﬁf ;tructure weéelt
found:to be limited..According to Hollander-and.cffarman
{1990), & more important criticiéi of leédership style
theories is their focns on the typical behaviour of the leader
. towards his subordinate, while ignoring the fact that _{E.
leadership style is also influenced by fhe folloﬁérg'
behavibur;ﬁowq:ds the leader, espeéially insofar as follower
expectations and perceptlons ahou$ a leader affect the process
of leadershlp (Graen & Scandura, 1987). Hollander and

. Offerman’s (1990) criticism of leadership style theariEs is in
llne with recent canceptual an resesxch developments ;n the
field of leadershlp which show increasiny attantion to the
followeys’ role in the leadership process (eg., Conger.&-
Kanungo, 1988; Hollander, 1986; Howgll  #volio, 1993; Kinicki _
& Vecchio, 1994; Lord & Mahef, 1990). Aithaﬁgh'the study of
leadership has always presumed the existence of Followers,
their roles were viewed as essentlally passive (Elgie, -
Hollander & Rice, 1588). Howevef, recent approaches to
leadership study (eg., BaBs, 1585; Fiedlar & House, 1988;
Graen & Scandura, 1987) have increasingly sought to integrate
followers.mdre fu;ly_into an understanding of leadership. This
development hasfb&en affected by the greater attention to
groups and team effort in the workplace attributable in part
to Japanese management practices (eg., Ouchi, 1981) which
involve sharing of power and engaging followers’ talents .
through empowerment (Hollander & Offerman, 1990). One reason
why the récent trend in organisational leadership has been

toward greater interest in the role of followers may be

10
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because tra@étional leadezship approaches which'examiﬁefohly ’

E; the managexﬁ' behaviour only_;eprasent-hé%f,the-eqnation in

i manager—suﬂbrdinate dyads, and are thus conceptually unsound

(Nunns, Ballantlne, Burns, & King, 1990). SECQndly, given tha

range of dez.w.dual differences between subordinates ne single

_managerial 3tyle can be expected to be appropriate for all

subordinates (Nunns et ala, 1990), hence a major-cdnceptual
problem for those leadexship approaches which focus on

leadership styles.

Further ¢riticisms of the Ohio State University research

E have been of a technical naturg. For example, the scales used

% to measure consideration and initiation of structure were

\.

ﬁfounq to suffer from halo effects as well as a vaxiety of .
10the; response errors, such as 1eniency and social

desirabllity (Schrieshein, Kinicki, & Schrieshaiq, 1979; Graen
& Schiemann, 1978). Hence, it was not known whether the scales
were valid measnres ofdtiue consideration and initiation of
strugture. However, degpite criticism of the Chio State
University studies, Blake & Mouton (1980) argue that =
initiating structuré;ﬁnd conaideraﬁion are constructs that are
key elements within'fhe leadership domain. Hence, there are
1eadershlp approaches that. ;se 1nit1at1ng structuxe and
consideration as basic constructs These appruaches are- called
leadership style theories and lnclude Blake and Mouton’s

{1964) Managerial Grid and Hersey and Blancgardfs.{1977)
Situational Leadership Theory. It is argugg in the present

study that.these theories do not differ greatly'from one

11



another,. they involve similar constructs, which are merely
labelled in & different way. These approadhes will briefly be

discussed.

The Managerial Grid

The Ohio State University constructs of initiating
structure and consideration were efFenéad into a two-~
dimensional grid (see Figure 1) bf_Blake and Mouﬁon (1964),
which yielded five generalised managerial- styles, The two
dimensions were termed a Concern for Production and a Concern
éﬁ%;r People. Concern fox éroduction“(a similar concept to
"initiating structure“}iiﬁ the amount of concern which the .

manaéer holds for producing-goodﬁ and providing services

{(Blake & Mouton, 1982). Concern for people {similar to p
_ ) 7

1

"consideration") is the amount of concern held by the manﬁgéri g
for his/her superiors, subordinates, colleagues or customers
(Blake & Mouton, 1982). The grid is two-dimensional with the
hori;ontal dimengion repregenting a concern for production,
and the vertical dimension representing a concern for people
(Bass, 19%0). Blake and Mouton (1964) contend that these two -
dimensions yield five generalised managerial styles in the
grid ranging from the "impoverished" mahagamenﬁ style through -
toe the “téam" management style. The "impoverished® style is -
described by Blake and Mouton (1964) as combining a very low
concern for people with a very low concern for production.

This style is tantamount to abdication (Coghill, 1986).

Conversely, the "team" style combines a high concern for

12

4



- people with a high conc3rnafor"pr6du¢tion_(Blake & Kouton,.

1964) .

Pigure 1. The Managerial Grid
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(Blake & Mouton, 1982}

Like the Ohio étﬁdies, Blaké and: Mouton'’s managerial grid

has bean ériticiSEd by a number of authors (eg., Bass, 1990;

Hollander & Offerman, 1990; Lord, DeVader, & Alliger, 1986)

for focusing tot much on the behaviour of the leader towards

his subordinate while ignoring how the behaviour of the

subordinate may influence the leader. According to Dienesch

and Liden (1986) the managerial gxrid does not consider the

the subordinates’ characteristics are not seen to impact on

13
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reciprecal relap;onship between nanagers and subordinates, as
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: manage:s'pe;formance,-béhaviour?atylé'an&facﬁ&vities:TThg .
.~ theory, which has only tiim‘ dimensions, wa; criticiaéﬁ by
qulander (1985) as “eing simplistic. ThlB is because the
aanage@ial grid does not cons::.der situational vara.ables, while
_assumlﬁg that the "team management* style fitgﬁ%ll situationl
(Follander, 1985) Other anthors (Delnga,_}éﬁa- Hersey and. .
”Blanchard,_lg?T Bernardin and ﬂlvares, 1976- and Keller,
\1978) crialalse Blake and Mouton's (1964) managerlal grid
' xnsofar as it lacks satlsfactoxy emp%rical support. CE"»sbism
towards  the grxd_has also been targeted from a methodological
po;nt of v;ew in prEV1ous research (eg. Argyris, 1976; Hall,
1976; Kreinik & Colarella., 19?1' Reiner & I-iorri.s, 198'}') For
-example, research (eg., Hall & Donnell, 1979) on the grid has
lacked appropriate controls as a mﬂans ‘of controlling rLVal
.hypotheses Due to the theorptxcal and empirzcal 1im1tationa
of the munagerial grld- a new direction in leadership xesearch
resulted in the development of the Contingency Approaches .
{Fiedler, 1967, 1978). Hgllander and Offerman (1990) contend

that the three Contingency approachas (eg., Piedler, 1971;

Vroom & Yettom, 1973; House, 1971) were more dynamiC"than the

leadership style theories in that suborxdinates’

characterigtics were more fully considered.

Contihgeggx Theory.

Fiedler's contingency theoxy (1967,1971)_dcminated much
of the research on_leadership'duripé the 1970s8. For Fiedler
. (1967, 1971), the effectiveness. of task-oriented and

4

Y

R



{ '3:} o L o .
o o
5 £y, & ' i :
| ]

relatlonavprlanted lea&ers is contlngentvon the damands
lmﬂDSEd Hy|thc situation (Bass, 1990) ?aedler s major
contributi wn was to shift the emphasis in leaderahlp research
from trazta and behavicurs to the laad;z ‘and the context
wmthiu whlqh the process of 1eadershﬂp occurs (Coghill,_lSBE,
Hollander & Offexrman, 1999). Leadersth wab bagxnn;ng to be

" viewed asg mnre of a "process" whlch requlres leaders to direct
and mainta;n_thezcnllectlve activity of their fnl;owars,

| thercby according greaﬁer re5ponsib%lity énd §ower_to
followers and allowing their rdlaité!hecomé more active
(Hollander & Offerman, 1990; Stewart¢ 1982) Fiedler (1967)
arguas that 1eader-group relations (how well leader and
members of a g&oup get along), task structure-(clarity of
steps needed to éamplete a task) and poaxtion power (amount of
| legitlmate authority available to the’ laader) describe the

situational favourableness for the leﬁdar (Sche & 31980}

Fiedler's mndei aims to distinguish between 1eaders who. are

task-oriented or relat;onship-ormented Fiedle1 determines y
this by a "least-preferred co-worker" (LPC) score, which is ' \ |
obtalned by asking leaders to consider a1l the ipdividuals . N

with whom they have worked, and then to gpeqxflcally determine
the characteristics of the peoplekﬁith wﬂom they worked with ]
least effectively (Ayman & Chemers, 1983), If the leader’'s o E_
least preferréd éo-warker score is low, thép the leader . #
‘considers the éubordinate in relativeiy unfévoﬁrable terms, | |
and the leader is thus primarily interestad in effective -
performance, and is task oriented (Robbins, 1988). A _
relationship-oriented leader (a highsleast.pxeféfred co-worker |

4 - . e
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seore) is interested in fostering good relationships with

his/her co-worker. .. _ _ Vi

Research on Fiedler’'s contingency ﬁhaory-has shoum
various weaknesses iﬁ the thec?y, such as devoting little
éttention to subordinate chataéteristics (Rice & Kaétenbaumﬁ’
1983), and the fast that various factors, such aélgrﬁup
per.:foz:mant:e can cause var:i.at_ions in 1»3&1:!@1:3.'ir LPC scores
(Vroom, 1983). Various authors (Hollahde:f., 1985; Dienesch and
 Liden, 1986) dispute the acceptability of Piedler’s theory as -
a leade*ship approach on the basis that it does not adequately
" consider the dyadlc rec;procal relationship that should BXlSt )
hetween leaders and subordinates. The amphasie of thlS '
approach {like the previoualy mention&d.leademshlp models) |
still centres around the behaviour of the leader towards his
faollowers to the relative exclusion 0£.haw'fo1;dwexs=may
influence the leader (Hollander & Offerman,;19§0; Lord,

DeVader & Alliger, 1986). On technical grounds}ﬁthe leaét

preferred co-worker instrument has been questiohéd by Robbine .

(1988), as 1ong1tud1nal studies have shown that respondents'
least preferred co-worker scores are not stable over time
Finally, research has disputed the construct validity and
content validity of the model (Isenberg, 19281; ﬁﬁce, 1991)
Hersey and Blanchard (1977), in response to the Qbovementioned
.inadequacies of Blake and Mouton’s (1964) Manageﬁial Grid and |
Fiedler’'s Cont;ngency Theory (1967), formulated % leadership
approach called the Situational Leadership Theory%(ﬂarsey &

i

‘Blanchard, 1977).
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'Situatioﬁel leedership is based on the two Ohio eﬁate” |
University dimensions, namely concern fdr.peaple and céndern
for productlon {Goodson, McGee & Cashmian, 1989) However,
{ﬁexsey and Blanchard {1577) reject the assertion made by Blake
) anﬁ Mouton (1954) of the exlstence of an,. ldeal management . .
.style (ie the "team menagement style"] Rather, Heisey and
Blanchard (1977) argue ‘that managers Wlll be more effective in
attainlng.personal and urganlsatlonal goals 1f they-adapt
their leadership styles to meet the needs of the part;cular

__L.(

s;tuatlon ‘and the needs of ‘their suhordinates

The b;tuatlcnal Leaderehlp theory, much like. the other
leadership approaches mentioned thus far, represente leader
behaviour by means cf a two-dimensional grid which yields-£o£r=
baeic.leadership behaviour styles. A further variable thet is
included in Hersey and.Blanehard’s_(197?} approach is the |
"Task Maturity" 1evel of the eubcrd;natae. Tf tﬂfibynis /
defined as the abl;lty, teehnical knowledge, self-confldencel
and self respect to do the job (Hersey & Blahchard, 19?7).
According to Bl&nnhard.(lSBB), each leadérship style depends
on the maturity level of the subordinate and is relateduﬁe a _
SPElelB maturity level (see Fig. 2). Fuxthermore, when
combining leadership styles ‘and maturity levels, different
approaches to a leader’s decision making and prcblem solving

result (eg.,'diieeting, coaching, supporting and delega%ihg)m

17



" Pigqure 2. Hersey and Blanchard’s leader behaviour in terms

of subordinate maturity level
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(Hersey & Blancha.d, 1977)
The Situational Leadership approach has been critlicised
(eg., Blank, Weitzel & Green, 1990; Dienesch & Liden, 1986;
Hollander, 1Y85) as beiny similar, in essence, to the
leadership approaches of Blake and Mouton (1964) and Fiedler
(1967) as it mersly adopts the same behavioural constructs

while presenting them in a differeni way. This means that

situational leadorship theory doe ' not considex the behavioralﬁ

flexibility of both the letders &. ‘he subordinates, and does

not consider the reciprocal relationship that exists between
leadexrs and subordinates (Blank, Weitzel & Green, 1990;

Hollander & Offerman, 1990)., This /s because it considers
) ’ .

18



leadership salély from the managers persﬁective'(schein,
1980). From a technical viewpoint, it has been argued that
Hersey and Blanchard’s model ﬁés not been subjected to
satisfactory independent research thus limitiny its
generalisability (Bass, 1990). According to Aldag and Brief .
(1281), the model lacks internél consistency with regards.tong
ite measures. Finally, the abovementic.ad eriticiswm that "
Situational Leadership (like the other leadership approaches
discussed) does not consider the reciprocai relationship that
gxists between leaders and subordinates, has led té the |
dev%}opment o1 leadership approaches which show increasing
attention to the follower in the leadership process. An
example of such an approach is Leader-Member Exchange (({raen,
1978), which was developed largely as a result of the
‘eriticism of various authors (e.g., Graen, 1978; Vecchio &

Gobdel, 1984);of past leadership approaches.

Criticiém of Previous Leadership Approaches

W

It has béap argued that the quality of the dyadic
relationship thaﬁ exists be.ween manager'and subordinate must

be central in leadership research (Liden & Graen, 1980;

“w

Heneman, Gréenbergér,'& Anonyuo, 1989). The reéson for this is
that previous approaches have tended to ignore this reciprocal
relationship, and examine leadership solely from the leacler’s
perspective (Gist, 1987; Hollandex, 1985; Rush, Thomas & Loxd,
1977). Graen (1976,1978) argues that each member of the dyad

can effect the other member of the dyad’s pesrformance and job

19



satisfaction. Tﬁis depends on the'dagrée'of iﬁthqrative eﬁﬁoﬁt
betkean manager and subordihate characterised by varying
dagrees of mutual trust, interaction, suppoét ans rewgrd
(Liden & Graen, 1980). Graen's (1978) Leader-Member Exchange
is a leadership approach that address;s this-issue by focusing
on the yeciprocal relationship between managers and
subogdinatés (Dieneséh & Liden, 1986). Research has
established leader-member exchange as a wmore viable leadershipL'
approach {Dienééch & Liden, 1986; Dockery & Steiner, 1990;
Graen, 1978; Graen, Lideh & Hoel, 1982; Novak, 1§94) as
compa&ed with research on the traditional leadership '
approaches (Dienesch & Liden, 1986; Hollanger, 1985; Reiner &
‘Morris, 1987; Schain, 1980). This is hecauée the traditiomal
leadership approaches have examined leadership-solely from the
leader’s perspective, while ignoring how the subordinate’s .
behaviour affects the manager’'s 1aadershi§-style (Gist, 1987{
Hollander & QOfferman, 1870). According to Hollander (1985),
Dienesch and Lidenﬂ(1986), and Kinicki and Vecchic (1994},
leader-member exchange is an appfnach to leadership which is a
forerunner of the present trend in leadership researchutowaxd
greater interest in the role of fellowers. For this reason,
leader-member exchange has been adopted in the piesent study

as a potential springboard from which to further én,h

understandine of leadership in erganisations.

Leader-Member Exchange

o

George Graen and his associates (Dansereau, Cashman &

20
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Graen, 1973' Dansereau, Graen & Haga, 1975 Graen & Cashman,
1975- Graan, ?ggdk & Sommerkamp, 1982; Graen & Scandura, 1987)
have: developed an alternate approach to the study of
1eadershlp by fodus;ng,on the ralatianships that emerge Exrom
the ﬁyadlc interaction between a superior and his
suboxdinate(s). Many of the traditional thecries of leadership
aspﬁﬁe'that a leader exhibits an "average leadership* style
toward aii memﬁaiﬁ of a work groﬁp'(Dunagan, Duchon, Uhl»ﬁien,
19923. iﬁ.cdﬁtrast, Graen’s (1978) Leader-Member Excharge |
{ LMX) approaah'emﬁhasisea_that the quality of the dyadic

exchange can varyfsubéiaﬁtially'bﬁtwéén.a suparvisor. and

individual subordinates. Hence, Gréen (1978) sﬁgaésts that a . >
2
more appropriate means of assessing a leader’s poﬁent;al for ] an
LL ) _,,t : ?"}; ; @
_ lnfluencing his suhordinates' behaviour requires & af'”%xﬂfﬂ

consideration of the varying quality of thig dyad;c exchange. = i

Fiqure 3. The Losder-Member Exc ange reciprocal relationship

21
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_ :The-Leade;-Mamber Exahanga mode] ﬁocuaés on thé
individual dyééic relationships-betwaan supervisors or
. managers (termad "1eaders“), and each of their subordinates
{termsd "members“) (Scandura & Graen, 1984), Graen (1976) ’
cqntendsIthat,_H%Fh;n_organisatipns,.roles are defined in_an_
ambiguous and incomplete manner. As a result, employees must
complete the role definitien themsslves . (Graen, Orris’ & |
Johngon, 1973}, Leader-memher exchange theary states that
‘supervisors have a vrsted interest in their subordinates rala
parformance (Dl&ﬁéﬁﬁh & Lmdgn, 1986). Consequantly, a
suboxdinate’s direct supexvisor is the pexson most llkely to
use formal aan Lions {in a legitimate way) to enforce role
expectations (Graeh? 1976}, Thus the*interpersonalfexchangeﬁ
betweaen subnxdinate and manager is assumed to be a cnucial _
machanzsm in determxnlng the type of role that the subordlnate
_will play (Dienesch & Liden, 1986). According ta Liden and
“Graen {1980), the guality of the xelationship between each
leader énd membar of a dyad deﬁelops through numercus
interactions and exchanges betweés the tﬁo, known as the role~
making process. During this process the leader and membeyx ﬁ
negotlate and xeach agreemc; t, explicitly or 1mplic;tly, o& a
number of aspects of their relatmonship such as the degree of
the subordinata's autonomy and author;ty, the extent_af_-
information shaxed and subordinate influence in decision
making, concern and trust provided by the ﬁanager, and'the"
type of tasks agzigned to the subordinate (Duchon, Green, &

Tabor, 1986; Graen § Scandura, 1987).
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In terms of the leader-member éxcﬁange éheory, tﬁe
concept used to describe the nature and guality of the dyadic
exchange betweeﬁ?managers and subordinates is Negotiating
Latitude (NL). Novak (1984) defines the concept "negotiating
- latitude"” as the subordinatas'_perceptiona of the job and the
manager’s willingness to peﬁsonally assist in solving'_
suboxrdinates’ job problems. Subordinates who experience high
NL enjoy greater communication, truat, influence in decision
making and discretion with their managers than those low in NL
{Liden & Graen, 1980 Dienesch & Liden, 1986). In return, the
subordinate would commit himself/herself to greater degrees of
involvement and commitment towards his job, and the
functioning of his departmentI(Scandura & Graen, 1984).
Alternativaly, where NL is low, the exchange is characterised
by low levels of trust, interactiocn, support and reward (Lidenh
& Graén, 1980). Research has shown that a high negotiat;ng.
latitude is associated with high levels of subordinate job
satisfaction (xr= .71 and .73) (Graen, Novak, & Sommerkamp,
1982, Rosse & Kraut, 19283; Wayne & Pexrris, 1990), increased
employee performance (r= .76) (Graem et al., 1982; Scandura &
Graen, 1984}, high decision influence (xr = .45} (Scandura,
Graen, & Novak, 1986), and increased ioyalty (x = .81)
(Dansereau et al., 1975). Furthermore, during_a l-year period,
in a study of 48 computer programmers working for a large
North Americar public utility organisatf%h, & high quality LMX
was shown to be a superior predictox of employee turnover than
an avernge leadership style approach (g= .79 as opposed to

.23) (Graen, Liden, & Hoel, 1982).
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Even though the Leader-Member Exchange model focuses on |
the individual dyadic relationships between managers and each
of their subordinates, the subordinates themselves can be
classified into two broad groups, based on the qﬁaliff of
exchange with their manager. These twec groups will be
discussed below, and are known as the "inner®" and "outer”

groups.

Inner versusg Outer Group Members

According te the theory of leader-member exchange,
various members’ roles will be developed at different;raﬁés
and with different dégrees of interaction with the leader.
This is because the leader does not have time to give all
members equal atténtiﬁn {Bass, 1990). Furthermore, the leadex
values subordinates to different degrees and fosters the’
success of those he/she values most (Chassie, 1984). According
to XKim and Organ (1982), a leader also initiates more exchan-
ges with highly competent subordinateswand establishes a close
relationship with only a few key wmembexs. These key ﬁembers
are known as the inner group. For dealing with the outer
group, the leader relies on formal auwthority (Graen, 1976)..
Hollander (1978) observed that it is a common phenomenon in
groups and organisations for an inner cligque to form with whom
the leader has closer relations than with the rest of the
group. According to Hollander (1978}, the inner group gets
more attention, approval and status, howeier, they are

expected to be more loyal and committed o the leader and the
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group. A result of the formation of the inner group is that
the envy of the members of the outer group could be aroused.
Furthermore, thg inner clique must share more blame for the
leader's failures (Bass, 1990). This is'ﬁéﬁause the inner
group has a closer connection to the leader. Dansersau, Graen,
and Haga (1975) interviewed 60 leaders a2nd their subordinates
four times over nine months. They found that for members of
the inner group, the leader-subordinate dyadic exchange was
seen to be a partnership that was characterised by reciprocal
influence, an extracontractual behaviour exchange, mutual
trust, respect and liking, and a sense of common fate
(Dansereau, Graen & Haga, 1975). The higher guality of the
leader~member exchanﬁe for inner~group members than for outer-
group membexrs was correlated with the leader's greater
attention to the inner-group members (Dansereau, Graen & Haga,
1975). Purthermore, the energy and effort of the inner-group

members was g eater; they also had fewer job problems.

Duchon, Green and T “ox (1986) found that members of the
inner group were more compatible with the leader ahd had a
higher guality exchange relationship with the leadexr than did
members of the ounter group. However, outer-gioup members were
not necessarily less satisfied with their leader or with their
degree of influence. Graen and Schiemann {1978) found that
leader-member dyads in the inner group agreed more on the
meaning of mutually experienced events than did leader-member
dvads of the outer group. Liden and Graen (1980) found that

‘outer~group members reported spending less time in decision
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making and were less likely to volunteer for sPeciél

asgignments and extra work.

For 45 supervisor-subordinate dyads in a North Amgrican'
industrial organisatior, Vecchio and Gubdel (1984) foﬁﬁd that
leader-member dyadic exchanges in the inner group were of a
higher quality and were associated with the members' higher
performance ratings, better actual Job performance, less
tendency to quit, and greater satisfaction with supervision.
Similaxly, for a sample of 83 administrators in a large
hospital, inner-group members became trusted “1ieutenants";_
(Mael, 1986). Mael (1986) supported the "in/out® group
formulation by showing that such "lisutenants" had a highaé
negotiating 1atitude‘iﬂ their dyadic exchange relationship
with their leader and are more satisfged than are others with
their job and their leader’'s performance.

i

Research has typically supported the existence of unique
relationships be£ween leaders and-each subordinate (eg., |
Dienesch & Liden, 1586; Dockéry & SBteiner, 1950; Graen, Liden
& Hoel, 1982; Graen, Novak & Sommerkamp, 1982; Graen &
Schiemann, 1978; Scandura & Graen, 1984; Vecchio, 1982).
Neverthaless, little is known of the process that-occnrs
between leaders and subordinates that results in a particular
type or quality of exchange. Most leader-member exchangel |
models (eg. Dansereau et-al, 1975; Graen, 1376; Liden & Graen,
1980; Novak, 1384) are structural models that are static. By

the word "static" it is meant that these models do not reflect
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_ changes over time, as well as the dynamic nature that leader~ -

member relationships fnllaw. “These models do not show the R
development that occurs in the creation of effective laader-

" member dyads. According tb-Thomas (1983) struétural models |
identify parameters that influence behaviour, whilst -
specifying the form or structure of that influence wiﬁhin
_organisatio;s; and are usefnl for suggesting syﬁtematic 
changes. In contrast to the Structural models, there exists
%the process—orlented model The . process-orlented model is
Idynamic, rather than static, as it examines the processes
involved in the development of effectlve 1eader-membEr
relatlonships Thls means that events must be 1dent1fied, and
the effects of each event on subsequent events must be
considered. An example of a process-oriented modeinof the

'develdpmant bf leader-member exéhange is that.of Dienesch and

‘Liden (1986). Dienesch and Liden (1986) argue that their model

~of leader-member exchange is an improvement on previous LMX
models. Tﬁis is beqauée, despite their emphasié on the role-
making process; previous LMX models have not directly
addressed the question of how ILMX relationships develop
(Dienesch & Liden, 1986). Consequently, Dienasch.and Liden
(1986) have presented a model of LMX development which focuses
on the process that takes place between a leader and aa
subordinate that results in a particulaf type of exchange.
Schriesheim et al. {1992) contend that by-eﬁphaSiSiﬂg the IMX
developmental process, Dienesch and Liden (1986) may.have
provided a more-accurate conceptualisation of the exchange

xelationship; If this is so, then Dienesch and Liden’s model
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- may provide an opporturity for greatey préciaion'in'empiriéél
research. The Dienesch and Liden medel will be discussed in

greater detail below.

The glenesgh gd Lidgn Leader-Member Exchange Model

pienesch and Liden (1986) developed a leader-exchange

meodel wsing a reciprocal causation fram?work from literature =

of attribution theory, role theory, and leadership theory. In -
‘Dienesch and Liden’'s (1986) model of leader-member exchange & |
numbe,. * dévelopmental stages exist., These include, the
interaction stage, the delegatioh stage, the stage where the
membexr responds to the leader’s delegation, the leaders’
atﬂrlbutjons of members’ behaviour stage, and the final stag&j

concerns the outcome of the exchange.

FPigure 4. del th ea =31k r _exchange developmental
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Initial Interaction: ) ) L
This component of the LMX development model is concerned 5?

with the first time ailéader and member interadt in their ::Tﬁ
current positions. The initial interaction brings togather the
tnigue attitudes, abilities, personality, experience, age and
background of the subordinate and leadexr, as well as initial
feelings of trustworthiness and expertise of each member |
(Dienesch & Liden, 1986). According to McCorm%ck and Tiffin
(1878, the fée}ing of trustworthiness is a ééjor factor in
inter%ersonal relationships. This is because,”assert Dienesch
and Liden (1985), the subordinate will only aécept'mapagers'
offers (eg. benefits such as time off), if the subordinate
perceives that the leader can be trusted to produce the

offered resources.

Dienesch and Liden (1986) expand the initial interaction
stage of laader—member éxchanga to show that this stage may
have another important influence on an organiaation, namely,
in a situation where a new employee (manager or subordinate)
joins the organisation {Dienesch & Liden, 1986). Feldman and
Brett (1983) and Katz (1980) found that new employees to the
organisation react differently to new jobs than do
organisational incumbents who have changed jobs. For example,
newcomers may reqnire more information about the organisation
and suppnrt (Feldman & Brett, 1983), and the leader is a
likely source of provision of that information?and support
(Louis, Posner & Powell, 1933). In effect, newcomers

participate in two interrelated processes, namely,

28



socialisation into the organisation and the develoﬁment of &

leader-member exchange relationship with theix hew‘aupeivi%ors:

(Dienesch & Liden, 1966). i _ o \: .

Inspection of Figure 4 also aﬁgggstgﬁthat the initial
interaction of:thé manager and subordinate may be directly
 linked to the nature of the exchange (the final étaga of the_
model). This direct link fan occur when a subordinate’s |
indiVidual_characteristics are extremely noticeable to thé
manéger, as the manager may then make an immediate judgement:
about the subardinate and bypass the behaviour/attxribution
steps of the model (Dienesch & Liden, 1986). For example, a

racially prejudiced léader'may form an immediate opinidn about

~a black member on the basis of stereotypes (Ilgen & Feldman, JJL

'“1983) According to Dockery and Steiner (1590); ;he initial
intéractlcn-ls where the supervisor and subordinate should
~build up a healthy and resﬁsﬁtful regard for each other and
the leader-mémber exchange relatiomship results frdm thls

.lnltlal lnteraction. . ) ' )

ok . . - . i
ALcordxng to Dienesch and Liden (1986), the sacond ma]or

Leader: Delegat;on*

variable in their model is leader delegation. In this stage
the leader delegates eithex a trial as}ignment or an initial
set of duties to the subordinate (Graeh, 1978). According to
Dienesch and Liden (1986), these duties are typically chogen
by the leader, and they take into account the leaer’'s :
'perception of the role définition of?the éuborﬂiﬁate's

DL
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position in the oréanisation. More importantly, these duties f
allow the leader to "test" the subordinate based on the
parceﬁﬁions developed in the initial interaction. The
subordinate’s perceptions about the leader’s behaviour are
‘discussed under the next heading. Hence, at this stage, the
leader typically delegat_as tasks, duties and responsibilities.
..‘to ﬁhe suvbordinate., The reason for this leader delegation .is
that it i8 a means of testing the subordinate’s knowledge,
skills and personality. Leader delegati m ie a way of

"assisting in the development of the leader-member dyad.

HEmhér_Behaviaur and Attributions:

The third step of the propbsed model is the.membar's
behaviOur-inqresponse.to the leader’s delegation of a task,
duty or responsibility. This behavioqr of the member functions
‘as the key input of.thaqﬁember into the leader-member
exchange. According to Dienesch and Liden (1286), a key |
determinant of the member behaviour is the perceived equity
in the exchange with thelﬁaadex.séhe'of the sigﬁs of positive
exchange occurring in the leadex-member relationship'is wheén
the member perceives the leader to be a source of
individualised assistance, Dansexreau et al. {1975) and Graen
and Cashman (1275) suggest that when a posgitive exchange
occurs, influence is established over and above the leader's
formal anthority.'whis influence elicité extra-contractual -
behaviour from the subordinatk such as increased loyalty and
increased effort (Dansereau et al.,‘1975; Graen and Cashman),

1975). Extra-contractual behaviours include coping with
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unanticipated problems, aﬁailahiiity (i.e.,.ﬁfdviding
immediate assistance) and non-replaceability (i.e., the
1eader'sdcomparative value to the subordinate as couparaed to
other leaders). Graen and Schiem;nn (1878) érgué Fhat extraQ |
contractual behaviour is importaﬂ%'because iv allﬁws the
leader to ?rovide greater job.latitude (¢.g9., increased
responsibility) to the'subordinate in exéhange for high levels
of effort, commitment and performance from the ﬁubordinate.
The combetancy«of the subordinate is important Eﬁ'terms of the
éubordinate's pefformance, as this‘mﬁy positivaly or |

negatively affect the leadsxr-member exchange relationship

{Graen & Schiemann, 1978).

Leader’s Attributions of Mewmbeyx’s Behaviour:

The next portion of the model involves the leader’s
attempt to interpret and explain a membe:'qghehaviouf |
(Dienesdh & Liden, 1286). This asgeé%vﬁi the model is borrowed
from Green and Mitchell (1979) who formulated a modei:go study
attributional processes in leaders. Green and Mitchell fi979)
suggest that the attributions made by leaders to explain
subordinate behaviour may have a clear effect on the type of.
exchange which is likely to develop between a leader and é
member: Similarly, the range of actions a member might take to
influence the leader is very wide. ¥For example, Kipnis,
Schmidt & Wilkinson (1980) asked 165 lower-level managers to
describe an incident in which they succeeded in getting their
supervisor, a co-worker, or & subordinate, to do some&b}ng .

they wanted. Subjects reported the use of 370 influence



tactins (e.g., praising the supervisor aﬁd comparing the
supervisor to others), 62% of which were directed at their
supervisors as a means of influencing them. Although the
Dienesch and Liden (1936) model stresses béhavioﬁrs and
attributions in the IMX development process, Dienesch and
Liden (1986) contend that contextual factors exist which may

influence this devalopmental process.
Contextual Influences on LMX Developmusnt

Dienesch and Liden (1986) argue that contextual factors
relevant to IMX development includé work group composition, a
leader’s power,“formal task discretion, control over /
organisatienal resources, centxaiity and organisational
policies and Eulture, According to Dienesch and Liden (1986),
it is necessary for the leader ﬁo have gufficient
organisational power, autonomy, ‘ond resources in order to
treat members in accordance with their own uniyue needs and
roles. Leaders"intarﬁction with their own superioxrs is a
critical factor in achieving this alm. A numbef of authoxrs
(e.g., Cashman, Dansereau, Graen, & Haga, 1976; Graen,
Cashman, Ginsburgh, & Schiemann, 1977} who have conducted
research in North American industrial organisﬁtiona have
suggested that lsaders who do not have a good relationship
with their immediatre superior tend to have less fo offer their
subordinates than leaders who have developed good
relationships with their immediate superiors. Leaders who do -

not have good relationships with their subordinates havelff
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little xesources to offer their subordinates, which may causs

\-;_4} .

a decrease in subordinate job satisfaction (Graen et al.,
1982). A furthexr factor, nsamely, organisational policies,
might also influence the context of leader?member exchangé
behaviours. Thié means that managers might have to follow
guidelines set 5ut by the organisation instead of deciding by

themselves on how to evaluate their subordinates’ behaviour

=3

(Green & Lidenf 1980). For example, organisational policy"n
might prohibit managers from providing c¢ertain benefits to
their snbordin;tes such as medical aid assistance. The result
of such organisational policies is th# development of
different leader-member exchanges, Iﬁ unionised organisations,

such differentiation among subordinates may constitute a

" violation of%labour contracts (Dienesch & Liden, 1986).

Dienesch and Liden (1955) contend that once the guality

of the exchange is formed, the reciprocal process between both

'partieé will continue when a positive dyadic relaéionsh;p

exists between leader and member. However, in Dienesch and
Liden’s model no description is given as to what actually
happens between a leader and member or what factors may
enhance (or detract from) a highwquality exchange. For this
reason, Dunegan, Duchon, & Uhl-Bien (1992) suggest that ~
Dienesch and Liden‘s model, in its current state, may be
somewhat oversimplified. Similarly, Nunne and Argirys (1992)
contend that the LMX model is limited because it does not
consider additjonal, relevant factorsgaffecting work 6ﬁEcomes

(e.g., woxrk attitudés'and performance) which may be related to
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‘he manager-subordinate dyadic relationship. Such factors
could include individual inputs (e.g., personality, cognitive
and attitudinal factors, as well as the behavionr of members
¢i the dyad), group and crganisational inputs (e.g., group
norms organisational policies, procedures and practicas),'and
even environmental inputs (e.g., societal norms and laws,
tovnship stress and so forth). According to Nunns and Argirys
(1982}, not only must these factors be identified, but their
relative imporxtance must be sssessed in order te avoid
unwieldly and cumbersome theoretical models. As will be
discussed in the next section, recent trends in LMX research
have, in fact, been directed towards expanding the IMX model
so as to improve the effectiveness of the model as a means of
enhancing employses’ job satisfaction and their performance
(Kinicki & Vecchic 1994; Wilhelm, Herd » & Steiner, 1993;
Yukl, 19897 |

i

Recent Research on the leader-Member ExcC Approach

The more recent trend in IMX research is to discover ways
of extending the leader-member exchange model, in ordér to
explain a graater amount of variance in organlsatlonal
outcimas, suck as subordinate job satisfaction. and performance
(Klnlckl & Vecchio, 1994; Yukl, 1989). Accoxding La-Vecchmo
and Gobdel (1984) and Yukl (1989), the avenue for ﬁxtending
the LMX model would be to incorporate moderating v&riablea
(such as organisational commitment and locus of cihtrol) into

the theory's underlying strucirre. Such an approaéh has been
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successfully used in a; number of studies (Graen, Novak, &
Sommerkamp, 1982% Graan, Scandura, & Graen, 19586; HcCla1e,

: 1991a, 1991b- ‘Wakabayashi, Graen, Graen, & Graen, 1988), where
varicua individval differences were found to moderate the
effects of the quality of the dyadic exchange. For example,
Wakabayashi and Graen (1984) found that an individﬁal's
potential for success on a particular sales job moderated the
effects of IMX, such that higher scores on either job-success
potentxéi or ILMX predicted more rapid promotion and rhe
.receipt of ‘more frequent bonuses. In the following section the
most recent research on the leader-member eichangalleadership
approach will be considered. This research has typically;aiméd
- to.incorporate moderating agents into the underlying structure

of LMX theory. #

e

e

Dunegan, Duchcn, und Uhl-Bien (19%2) tested 152
'lghoratory assistﬂnta from the Department of Pathology of a
large American hospital and found that the relationship
between the'qualityzéf leader-member exchangé and subordinate
performénce was moderated by the degree to which the
_subordinatg perceived the task as being challenging ox not.
Perrow {1967) defined "task challenge" as a functign of the
“degree of occurrence of unexpected or novel events and the
degree of am!éguiﬂg about the corrsct procsdures to follow in
resélviﬁg tas.. pooblems. Leader-member exchange and
performonce wure found to be significantly related (r = .40
and .49 respectively) when the degree to which the task was

éhallenging was either very high oxr very low. Under these
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conditions results indicated that the highef the qﬁality of
IMX, the higher were the levels of performance of
\subordinates.

*

Nunng and Argirys (1992) investigated the moderating

eifect of eupervzsory support (& component of 1eadershlp} on

the xelatmonehip between subordinates’ work locus of control
{a personality’variable} and their job involvement (an
employee attitude associated with a high quality manager-
- subardxnate dyﬂdic £Elat10n5hlp) Results indicated hlgh:
_supe{vieory support enhances job involvement of subordinates

with an external locus of control orientation. On the othex

-ffhand, hzgh superv isory support was found to inhibit job

flnvelvement of eubordihates with an lntexnal locus ef contrel
orientation. The results of this study suggest thet, in |
provi&ing subordinates with eupervisory'aﬁpport, a managek
should take account of the intarnalfexternai orientation of
each subordinate In order to increase the effectivenees of the

dyadic relationship. oy .

McClane (1991b) explored the modexating effect of vaxious
.1eader and member characterietice {eg., gender, need gﬁr' y
power, need for achievement, least preferred co-worker, andn
locus of gontrol) on the leader-member relationehip._Fellewing
the similarity-attraction paradigm (Byrne, 19?1),_Mc01ane

{1991b) argued that leaders weuld accord additional

. negotiating latltude to members w1th crltlcal characterlstlcs

similar to their ovm. Thie hypothesised relationship found



~ only l}mited suppoﬁt. Suppbrt-was found fof the.méderétingc
effect of the need for power of both leader and member.
Leaderé with high need for_powef accprded nore negotiating_
latitude to members with high néed fof.pdwer, whéreaé.leadﬁrs
with low power motive accorded more negotiating 1atitude.to
members w;th 1ow need for powwr. By contrast, no aupport was
found for the hypatheaised maderating effects of leader and
- member gendex, need for ‘achievement, least preferred co-
workar} or locus of control on.mamher negotiating latitude.
Howéver, résu1ts of this study indicated thét ﬁhe need fora
power of both leaders and their subordinates was a variable
which may moderate the leader-member relaticaship.

QSdkery and Steinexr (1990) examined the moderatingaeffeét
of certaln varxables which were 11kaly to affect the quality
of the leade:—member exchanga. These variables included the
'g degree to which leadexs liked their subordinates, member
ability, and three upward influence tactics -employed by the
" member, hamely, ingratiation, assértivenesé, and.rhfibnality.;
From' the 1eader B perspective,.liklng for,subcrdlnates tL=
-.66) and ablllty of subardinate& {x= .85) were the vaxiables
most consistently related to quality of leader-member
exchange. From the~member's-perspactive, ‘all variables except
self-assessed ability were related to gquality of leader-member
exchange. According to McClure (1991&} and Yukl (1989), a
critical need for future research, is_to h. -~ iuprove thg
effectiveness of the LMX model in'yrediéiing organisation&l

outcomes by providing a better understanding of which
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' leadership style is appropriate depEnding on a subordinate’s

variables moderate the leader-menber exchange rélatioﬁshib._
Cne such variable is the locus of control orientation wf the
subordinate.

&

Leader-Mamber Exchange and Locus of Control

ngttgr’s (1566) concept of internal-external locus of
control describes the degree to which individuals believe that
events are réapectively consequences of their own behaviour or

are ihdepandént of it. Individuals with an external locus of

-control or;env&‘laﬂ (extarnala) believe they have fittle if

‘f i
any contrbl ovex i*ants, ke xath@r fate, chimce, or luck is

morexpcwerful (Knoop, 1989) on the other ‘hand, individnala |
with an internal locus of control-orientation.(inteinals} |
pefbeivé.that events are under their persanal control. Spector
(1988) and Rotter (1966) suggest that lgcus of control is

worthy of consideration in leadership studies. This is because

' Spectoy (1988) found that internals and extarnals reguire

E dlfferent typas of leadarsth. Intévnals lock to themselves

for_directlon, wherea= externals. look to others. Fof example;
in a sample of 900 American public utility employees, »
M;tchell, Smyser and Weed (1975) found internals to be’more
satisfigd with a participatery supervisory style than
externals. This is because internals perceive themselves as
being better able to control their own destinies under a
participative, rather than a divective or autocratic

supervisory style (Spector, 1988). Thus, a different

T
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locus of control orieatatiom. =~ - | o .
S : S I _

In terms of the Dienesch and Liden (1986) LMX model, the
interaction between the leader and sﬁbordinate'infglveé each
_.bringing their unique physical characteristics, attitudes,
appearance, ébilitieé, peraonality; age, and background to thg
3relatioﬁ§hi§a'The effect of such differenneé on the.dYadic
xelationship is that the manager mightﬂview the subordinate’s
;perscnal characteristics subjectlvely (alther posmtlvely or
' negata.vely)i resultlng in ;n inaccurate perceptlon of the
subordinate_(nienesch & Liden, 1986). One of the persprality
lvariébles which may affect the manager’s perception, and v
conséquently;.the dYadi& relationship, is the locus of contxol

urientation of both the managexr and the subordlnate. Thig

dyadlc relatlonshlp may be affected ini?far as both internally |

and externally oriented subazdinates would respond posltively
to a high Negotiating Latitude. This is because the concept of

s

Negotlatxng Latltude concerns the quality of the superv1501r
)i
subordinate lnterpersonal relationsnxp in terms of trust;

interaction and provision of-arganisational reﬁards. o

Concerning the Dienesch'and Lidern’ (12886) modéi; thé{
personal congtruct of the "member" or "leader" does not )
include the locus of control orientation of the "member" or
"leader". This is because locus of control is a cognitive

mechanism denoting the perception that events are consequences

of one’'s own aetlon (Ratter, 1966) As a conceptually separate

variable to the member characteristlcs of the 1eader-member

Y
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perceptions that tﬁeEEHnager and subordinate have of

exchange modal {Dienesch & leen, 1986), locus of control may

improva the leader-member exchange model as an effective

approach in 1mprov1ng job satisfaction and work performhnca.

"Rccording to Dienesch and Liden (1986), the personal

characteristics of the leader-member exchange modsl that each
member brings to the 1eader-mamher dyad is determ;ned by each
member’s perception of the other, rather than how each member

parcéivas themselves. Support far this idea iz found in

_ attrliution theory (Relley, 1973; Green & Mitchell, 19739)

whichﬂstates that a person’'s perception of another is enhanced
by thé{a explanations he or she makes in attempting to -

undersuand ‘the other person’s behaviour. Whereas "1eader" and

'"memheL“ characteristics influence how the manager and

subordinate perceive each ither in the dyadic relﬁtionshipi o

¥

the person’s locus of control orientation influences the

1l
&,

themselves. Thus, it is argued that it is appropriate to-use |

l.sth locus of control and le&der-member exchange as separate

' constructs, as lécus of control reflects subordinates’

perceptions of their vwn degree of control over events, ang is
therefore conceptually independent of the personal

characteristics included in the leader-member exchange model.

Thus it is argued that iocus of gontrol is a variaﬁle
that might assist in exglaxnzng the relatlonahlp between
effective leadership an&fleadership outtomes, such as job

satisfaction and work performance. In the following section

the concept of locus of control will he}ﬂiscuused, followed by
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explain the apparent tendency of soﬁe individuals to ignere

' orientated employees were-more inclinedﬁto attribute the

!

a veview of redaarch on locus of tontrol.
B REY

The Concept of Locus ‘of Control v

and Locus of Control Research : ' W

Ratter (1966}”developed the concept of locus of control from

Rcttef‘S'(1954) social learniny theoxy. According to Phares

{1976), the concept ofjlocus'of_een:rcl was developed to

potential reinforcers of behaviour. Their failure to rdspond

asg predicted to various rewards and punishments was attriﬁutqg

to a "general;sed expectancy" that their own actione would not

oo
lead to attainment of rewards or avoidance of punishment. _

A number of rcudies have addresged the basic validity of
the locus of control concept, that is, whether internala
perceive more often than externale that events are due to

W

their own actlons Roark (1978) found that internally

obtaining of their present jobs to their own actions.

Accoxrding to Hammer and Vardi (1981), internals were more

.likely than externals to attribute'past'job changes to their

own initiative. Pinally, Harvey, Barnes,-Sperry, and Harris
(1974) demonstrated that internals tended to perceive more

alternatives in a choice situation than did externals.

=]

The tendency for internals to believe they can control
. | -ve BHS ~ _

oot

events and externals to believe they cannot leads to a number
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of differences in behaviour byrinternals'and extérﬁéls. Pb&iés
(1976) noted that in contrast to axtarpals, Lnternala exart
greater efforts to control their envzronment, awﬁibit better
learnlng, seek new infarmatlon mnore actlvaly when that “
infcrmation has personal relevance, use information better,

and seem more concaerned with informatxon rather than Wﬁ“h

social demands of 51Luat10ns (Phares, 1976) Ancording:;o

- Crowme and Liverant {1963), Lnternals tend to exhlb tiless_
confornity to the behaviour of otl'srs than de externals. This

is because inﬁernais believe iﬁ'the importance of personal T :§>
control as well as exhibiting grepter competence themgelvas |
than ei:ternéls. Joe (1971) and jﬁ:cher (1?;?9') found that | S
| ektegnals tend to be ?ore anxious than fpeir intarhﬁi' SRR
counterparts. The cha;acte:istics_of intéfnal Versys Externa1 
leaders was studied by Anderéoﬁ and Shneier (1878); they found
iﬁternals to be more independent, more aggressive, decisive,
they gave support, formed coalitions, and were dominant.
Externals were found to be more cnearful, friendly, and showed
more emotion. Internals scored higher on intelligence scales
than externals (Bialer, 1961; Crandall, Katkowaky, and
Presston, 1962). Another set of studies found that éxtérnals "ﬁ
:got frustrated quicker than internals (Buttexfield, 1964, | .
'.Brissett & Nowicki, 1973). Externals scored higher on hoatile-
aggreas;on lnventories than intgrnals (Williams & Vantress,
1969; Sadowski & Wenzel, 1982). Internals were found to be
imore conservative in their sucial,_politicai and-re%igious-i-_ o
beliefs (Furnﬁam & Gunter, 1984). Also, internals ténd to be

self-motivated whereas externals tend to be more outward-
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directed (Spector, 1S§B). Accoxding to Biau-(1993)*ané.Fuznhaﬂh
and-Scae;e"(1993). these differences ‘n bshaviour between
interhéléhand externals are manifésted in several WBys in
differantldomains.of ruman endeavour (eg., education, wn;k,
politica, health). cOnsequentlgrxresearche:s have developed
more domain-specific locus oflgontrol measures than the
original Rotter (1966) scale i generalised locus of control
beliefs, in order to enhance the predictivéness of locus of
control. Accoxding to Spectéx (1988) and Furnham (1986), one
of the areas where the differences in behaviour of internals
And externals ié manifested in several ways is in an
organisationél context, whexe the cunstrﬁct of 1ocus of
control has been developed to ke spaéifically concerned with
employees’ leci of control within the work domain. Por

' example, externals are morégcunfo:ﬁing'aﬂd cnmplian£ than
_internals (Crowne & Jdverant, 1963). This is Because:}nternals
‘1ook to themselves for direction, while externals loék to
others. Thus,%ﬁn an organisational context, externals make
more comﬁiiant;§ollowers or subordinates than do 1ntérn&ls,
who are likely ﬁo be independent and resist control by

superiors and other individuals,

Research has confirmed that the behaviour of internals
and extexrnals differ across organisationalfsettings (Fgrnhaﬁ'&
Steele, 1993; Evans 19743 Kinicki & Vecchio, 19943 O'Brien,.
1983; Orpen, 1£92; Wward, 1992). Spector (1982) argues that
becauée internals tend to believe that they caﬂ control the

work setting through their behaviour, they are likely to -
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the work setting is only likely provided that control is

attempt to exert more control than their external

counterparts. Internals are iikely to attempt to control the

work setting in thé foilawing areas: work flow, tagka»'

accomplishment, operating procedures, work assignments,

relationships with supervisors and subordinates, wnrking}

conditions, goal setting, work scheduling, and organisational

_paliéy (Spactor,“1982).iwha attempt of internals to control

A,
b

pexceived by internal- to lead to desired outcomes or rewards.

" Avcording to Spector (1982), if a situation cannot provide

dgsired outcomes, internals would be unlikely to differ from
ekternals.in attempts ta.contxol the work setting. Reseaxch
has typically shown the effectiveness of locus of control ag a
personality constrzuct as it relates to a number of b
orghnisationaliy;ralevant vaxiabléé (O’Brien, 1983; Spector,

1982, 1988),
\

. ) ) ) : . \‘ )
" Research on the Relationshipb betweer Lodps of Control and

Organisational Variables K;
) .{;\%.'. .
The basic characteristic which distinguishes internals
from externals, namely, the belief in the'impdkﬁance of

personal control as well as the exhibiting of greater

competence by internals, has been -redicted as having direct

effects on organisations in several ways (Spector, 1982). The
following section will consider research on the relation of

locus of control with several major bahavioural variables

studied in organisations.
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 motivation (Spgectox, 1982).

i
- f";"y .

-Raaaarch;has-shown that internals-display greater job

-motivation Lhan Phternals (Lied & ?rltchard, 1976 Organ &

Greene, 1974; Reitz & Jewell, 1949)., This is not because

egternalc ave less oriented towards achieving rewards or

porgonal goals, but rather because internals exert greatexr
éffbrts to acquire rewards ox achieve?goéls due to the fact..
that they_areﬂmoxe likely tu-b91ieve-éhat their efforta will
be successful (Spector, 1982). Furthermore, because int?rnals

in organisational settings exhibit more task-oriented and

: qcalzérientmd bashaviour they tﬁ&r@iore exhibit?ﬁqre Job

bl

-4

Lied and Pritcherd (1976) and Szilagyi and Sims (1975)
regeaxched the rclationship between iocus of control and

expectancy.hvroam’s (1964) EXpectanoy Theory propnses twb

'types of expectanclesynfirﬁt, that effort will lead to good '

e T

secondly, that good performance will be rewarded (ie. a belief

. in justice in the work world). Rehults showed that both types

,\\
33 expectancles were more commonly held by interxrnals than by

externals 12? -,40 and -.20, respectively) (Lied & Pritchard,'

- 1976) and (z= ~.39 and -.25) (Szilagyi & Sims, 1975). In other

words,"internals were more likely to pelieve that thair
efforts would result in good performance. This is because they
exhibit stronge. beliefs in their own competence (Diad &
Pxitchard, 1976). Internals also held greater ﬁxpectancies
thét good performancé iad to rewérds. Hence, internals.ﬁre

likely to perceive th: job situation as moze equitable'than
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extarnals (Spectoxr, 1982).

Several studmes support the not ion that internals perform
better on the job than externals;xAdeyemi—Bellor;1993; Blau,
1993; Broedling, 1975; Bowsll & Avolxo, 1993;: ¥Kren, 1992- |
Ma jumbes, MacDbnald & Gresver, 1977). For example, using a
sample of 146 full-time bank’ tellers working for a large bank
in a major US city, Blau (1993) found that internals exhibited
higher initiative performance (ie. ﬁerforming bayond basic'job'
requirementsg) (x= .27) than their external counterparts (;#
-.30). This is because internala ‘are more likely to expect
that greater effort will léad to good paxformance and that
good performance will lead tﬁ_reward (Szilagyi & Sims, 1975;-
=E§ Kimmons & Greenhgus, 1976). Thus, internals exert greater
"effort in situations where rewards are tied to performance,
and graaﬁeg'effo;t ultimately leads to-battar pexformance.
Nystrom {léaﬁj, however, failed to detect much association
between locus of control and the performance of middle <

managers in a North American manufacturing organisation.

Internals typically demonstrate greater job satisfaciion

than their external counterparts {(Andrisani & Nestel, 1976;

Mitchell et al, 1275; Gemmill & Heisler, 1972). Spector (1982)

cites three reasons for this finding. First, because internals’
tend to take action more frequently than externale do, a
dissatisfiad internal is more likely to quit a dissatisfying
job..Thus,'tk@re“wduld be fewer dissétisfied inteiné}a ﬁhan :

externals. Second, internals have been found to.pargp:m'bették-

i
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-  »han extarnals when they rece;ve the benefitﬁ of that
s'"ps.e:u:'ft:)rm.ewc@ (Braedling, 1975 Majumber, Macb@nald & Greever,' L
19??) Therefare, in sltuat;ons where rewards follaw 1_

-._performance, internala wounld typically be more eatisfied on

ﬁ~,the Jﬁb. Thzrd, internals havé been found to advance more .

"fquickly and receive mare raises than externals (Spectar,'
1982) e frequent pramotions (Porter & Lawier, 1965) and

| “more fraquent salary increaﬁea aight lead ta greater

satiafactinn.

)

Kmmmons ahd Greenhaua (1876) reported that internals were

Eound to perce;va the job -as offering more autonomy than did .
externals. This might be. because internals perceive thamaelvea:
- as having mare cnntrol over the environment (Spector, 1982).

Internals were also found to receiv@ more feedback on the job

. thaﬂ‘ﬁid externals (K;mmona & Greenhaus, 1976) This mlght be'.,

because internals are typically moxe sensltmve to infarmation
in the, environment (Phares, 19?61, |

Internal and extarnal suhardinates typically pzefex
different leadership atylas and they may react difﬁerently ‘o -
them (Abdel-Halim,_1981;ICravens & Wbrahel, 1977; Goodstadt &
‘Rjells, '1973; Hawk, 1989; Runyon, 1973; Spector, 1988). For
'examplé, Spector (1938) strtes that bne of the wa?s-in”whbch'
internals and externals require different typea of 1aadexahip'
is the fact that externals were found to need a more |
_ structired work role than their imternal cpunterparts

(Spector, 1988). This might be because externals'were found to

.43 _
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be more dependant aﬁ thelr supervisors.éor dlrection in their
wnrk (Spectox, | a). Superviaory structuze is the degrea to
which the supefvisor definas the subardinate g - role ﬂox the
subordinate by talling h;m/her what has to be done (Heraay B
-Elanchard, 1977). Both externals and internals were reported -
| xequlring a 1eadprnhip'5tyle which suits their locus of
: contro1 nrientatlon in terms of the degree so which their
supervzsor structures thelr work role (Spectox, 1982, 1988)._
 For example, intarnally oriented-suhordxnatesvare typically;_
: selfwmotlvated and prefer & more unstructured superv:snry '
style, where tha manager permlts or encourages a subordinate
_to taka @Qre personal-chaxge Ln discuaslons, problem-splﬁlng,
and decision making (Sésa; 1981,15990; Tannenbaum &-$chmid&;
_1958) Alsa, 1nternals were found to ﬁrefer a style whiqh ﬁ
“ 1ncarpaxates less snpervisory struchure in the mense that they'
are g;van more xndependenca and more trust. This might-ba
because their 1nit1at1ve and self-motivation qualiﬁies would
adequately equip them for suah a aituatzon (Spautor, faaa).
the other hand, extarnals wers seen to be~more dependent on

i environment for directian, hernice they might prafer nore
directive appraaches than their intexnal counterparts
{Spector, 1982) By directive approaches, Spactor (1982) means
“the extent to. which the suboxdinate & work rolas are more
gtructured in ‘nature, nlrective.leadership is defined as being
where the manager provides direction to the aubardlnates,

controls the subordlnates work technigues, aet;vitles and -

»

'tasks (Bass, 1990' COthll, 1986). Therefore, it is argued g -

- _that although both 1nternally and externally oriented
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subordinates ware found to respand pesitmvely in terms of wvrk SN
1

aftmtudes and performance to high Hegotjating batituﬁe in the N

1eader~mamber dyadic relatlanship, they may requiLe diffexent 'a_

T -
. * . %
O

N
3

degrees af strnatuxa in Jthe w0rk.

_ : (
Gang@ Graen s Laadequamber Exchange (ILMX) (D:enesch & Liden,
1935- vacchzo, 1985) is a leaderahip apprnach which emphasises_if”
ﬁﬁ@ impnrtanca of the dyadic’ relatlanship between managers and
theirxsubuxdmnatas (Scandura & Graen, 1984) In terms of the- .
&Mx theaxy, ‘eff ctlve manageria& leadership is expressed as an

1ntegrativa effurt hatwaen managar and auhordlnate

characterazed by hmgh matual trust, interaction, aud fhe

prnvis;nn of hoth formal and informal rewards (callad a high
Negotiatzng Latitude) Cbnversaly, ineffective leadersh&p is
char&ctar&zed hy low levels of trust, lnteractlon, Buppor& and _
raward (called a law Negotiating Latitude) {Dienesch & leem, |
1986). EVEQ though the LMX appioach is a forerunner in the “%'
recent trend in leadership research towards greater: intereshf E
in the role of followers (Hollander, 1985~ rlnicki & vacchlo,

1994}, nevertheles:, various au.hors (eg., Duneqan et al.,.

1592; Nunna"& Axgirys, 199%; Vecchio & Gobdel, 1984;) have

_ levelled criticism at the LME model. For exanple, Dunegan et -

al. (1992) suggest that Dienesch and leen 8 (1986) LMX modef,

in its current state, is somewhat overaimplifiad aB no

'dascriptidn is givén_és to what_actually hapﬁens-ﬁéthEn a



%

L

. «: 'h; '__'_ o D ?ﬂ. -_ _ -'  1' N
\ o . )
leader anﬂ a member or whqt factors may enhanca {or datract
fram) a high quallty exchanqe Simllarly, Nunns and Arglrys‘~;__
(1992) - and Yukl (1989). contend that. nienesch and Liden’s .
| (1986) LMx modal is limited bécause it does not uons;der{.'
iaddlflonal; ralevant factors affectlng work outcomes (eg.,
: work attmtudes and pez LOXMANCE ) which may be relatad to the.
| managar~§pbqrd1nata dyadic_relatlonshmp. Sqqh.fantora could
include indiﬁiﬂﬁéi inputs (sg., pérsdnality} ﬁoqnitive aﬁd
_attltudlnal factors, as well as tha behaviour af members of
the dyad), group and organisational inputs (eg., group nonma
_crganmaatlonal polmcxes, prbcedures and practices), and evan
'-'envixonmentak}mnputs (eg., societal norms and laws, townahlp
stress and 80 forth) Adcording tu Nunns angd A:girya (1992},-
. not only must ﬁhese factbrs be 1danti£lad, but th91r xelmtive _ﬂ
lmportance must be assessed in order to avoid unwmeldlyaﬂnd i
' cumbdmsome thaaretical modala. Furthermore, Dienasch’ and |
Liden’ (198&) LMK modal xafara to manager and aubnrdxnate '
"charaatariat&gs“ without speczfying what constitutes these
charactefistics Morauvex, Dienesch and Liden (1986) do not
Speclfy how these' charactermstlca interact. according to
Mcclu*e (1991b) and Yukl {1939), the ‘method to adapt for
. extending the LMX model wuuld he to add moderating variables
into the-theory’s_underlying atruetpre. ‘One such varlahle_

might be'the lovus 5£ dontrbl ériaptation'of the subokdinate.

Spectox (1988) and Rotter (1966) botk suggest that the o
. conceyt of locus of control is worthy of consideration in

organlsational 1eadershlp studies, Thls is beaause SPector
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(1938) found that subardlnates with e;ther Lnternal or -
'axternal urientatlons requlre different types of laadership
{Spector, 1982) The concept of loous of contral has renelved
| consxderable attention in organizatlonal xeaearah (Aﬁayemi— C
Bello 1993, Blau, 1993- ?erguson, 1993* Kren, 1992* Lefcaurt,
.1992 O’Brlen, 1983; Runyon. 19?3, -and Spectox, 1988) For
xexaﬁpl&, Kren.(l&EE).tgsted 44-part-time”businass studeﬁts.ih _
Nortﬁ.America and foﬁﬂd.that intarﬁalf-perforﬁad battér'than o
'externals on. tha job when given the opportunity of rece;vlng
performance lncentlves Agcordlng to Rottar {18€d8), . 1ocus 0£
cantrol denotes the parcept;on that evants are conseQuenc(g oz
one's own act&an, Individuals with an axternal locus of
_control (externala} helleve they have 11tt1e if any control
over evants, but rather fate, chance, or . luck is mare puwerful
(Knonp, 1989) - On the other hand, individuals with an intarnal
locus of control (internalg) pezceiva that evants are under
th91r peraonal control. In terms of the LMY model, both
intarnaliy and extarnally Dxiented suh@rdinates would be
' _expected to. respond. positivaly to a high NL. This is bacause B
" high guality manageruaubordinate-relatmonships typically '
 invoive greater cnmmunication, trust, lnfluence in decision
making and dlscretion hetween aubordinates and thelr managers
“than 1dw quallty exchanqes (Koslowsky & Doherty, 1989).
cansequantJ* -1 hlgh Negot;ating Latitude is cnncerned with
the sharlng of resources betWﬁ%ﬁ 2 manager and his/her N
aubardmnate and wnuld Lherefore be expected to be 1ndependent
of the locus of . control orientation of the subsrdinate.

However, Spector (1988) states that one of the ways in whmch
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internals and externals reguire different types of leadership
is the fact that externals need a more sfructured work role

. than thair internal counterparts (Spector, 1988). This is
because externals are typically more dependent on their;;
supervisors for direction in their work (Spector, 1982).
Supervisory structure is the degree to which the supervisor
defines the subordinates role for the subordinate %y telllnq
him/her what has to be done (Hersey & Blanchard, 1977)

terms of LMX theory, however, the degree to which managexrs
structure their subordinates work roles would be egpected to
be:indepandent of the quality of the manager-subordinate
relationship. This is because the guality of the manager-
subordinate relationship is based upon interpersonal factors,
such as mutual trust, interaction, support and the provision

of organisational rewards (Dienesch & Lide;, 1986).

Nevertheless, concerning the construet of subordinate locus of

contrsi, both externals and internals typically require a
leadership style which suits their locus of control
orientation in terms of the degree to which their supervisor
gtﬁuctures their work rcle (Spector, 1982). For'exampla,;”
internally oriented subordinates were found to be
self-motivated and prefer a more unstructured supervisory
style, where the manager permits or encourages a subordinate
to take more personal charge in discussions, problem solving,
and decision making (Bass, 1990; Tannenbaum™& Schmidt, 1958).
Externals, however, are typically more dependent on their
environment for direction, hence one might expect them to

prefer a leadexrship style which provides structure and
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dxrection ;Speq\ér, 1982) Therafore, it is argued that
althnngh both inﬁgrnally and externally oriented subardlnatas

_ typlcally :esPond positively in terms of work attitudea and
performance to hlgh Kegotiating Latitude, they may require

dlfferent degrees of structure in the work.

Finally, in accoidance with the suggestion of various

' raééaféhéré {eg., McClure, 1991b; Nunns & nréirys, 1992; Yukl,
- 1989)-td extend the LMX model by considering additional '

variables whxch may explain mora varmance in work outcames,

’ boﬁh the variables of structured management style and locus of

study and wnuld be expected to explain a significantly greater

" proportxon of varlance in the dependent variablas {namely joh

sat;sfaction and work performance) than the varlab"a of

F

Negot;atlng Lat;tude alone,
o

i

1
In the present stuﬂy; the construct of supervisory

' stfucture.will he evaluﬁted in relation to the locus of

cbntrol drientat' . Of the}subordinate within the IMX
leadership model. No prevzaus research could be found which

has examined this relationship.

The dependent variables to be measured are tob

satisfaction and work performance. Effective leadership has.

" peen shown to enhance these variables (Bass, 1990). Thue, the

following hypotheses will be tasted: Y e

54
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Hyggthesis 1

* A high Negotiating L;titude'will be associsted positivély_;- _ oy
with job satisfaction and work performauce for aubordinates,

regardless of thezr locus of contrul orientation

Hypothesig 2

The variable of structured management style will be

independent of the variable of Negotiétihg Latitude.

Hypothesgis 3 -

The incorporation of the variables of structured = . .
managemenflstyle and locus of contrel inte the model will

explain.a significéntly'greater ﬁropoftian of variance in the

dependent variables (namely job satisfaction and work |

pertoxma@ce) than the variaﬁlé‘of Negotiating Latitude alone.

Subjects

Covering.letters, quesﬁionnaires,:biographical'detéils;'andﬁ

prepaid return envelopes were distributed to 269 whitd-collar
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neraunnal within a magor Soﬁph Afr;ean insuxnnce organﬁsatienq_
Qf the 269 persornel sampled 63 ware Lhe dlrect

superv;aptsimanagers u; thé—rem&ining 201 non—managerial

K

ansannei testsd in the Qreaent atudy The lmfeﬁ&nauranee
P

' in&uatry waa chasan in order to be consxstent with previous :

organisatianal leaderah&p research 1nvolving peraonalﬂty

:_- va;iablas and wnrk-mutcomaa_(e.g*,,Barling &.Baattxa,_lsaa)‘ |

Tha covexing letters usag in the—prasent study stressed
that part;aipat;on in the 8t u} was voluntary and that
aanf;dantiality of reaponsas wnuld be ensu:eu by the
reaeaxcher Confidentzallty was facllitatad by the 1ncluszon '

0f prauaddressed envalopes ior the qgturn of questionna;res to

a' the researeher. COncerning the complet;on af questlonnaires,"

sub;ects were requested to state their names on the
queatlbnnaxres, 80 as to match Huperv1anr rasponsas wmth ‘ﬁé

respanﬁas of théir suburdinatas, Fﬁrfhermare, in the

: superv;sox-rated quastionnalre, supervisors were asked te
: state the name of the subord;nat% whosa per%ormanca they were ' 

-rating, wmile subardinates were asked o state-the name of

their dlrectrshpervisor whose wnrkxng relatlonship with th&t
subordinate was being rated.

- Of the 269 questionnaires distxibuted, 233 were retuxned
respltxng in a B6.6% response rate. Of the 269 questionra;res
sent out, 230 (85. 5%) useabla reaponses wara received. A 85%5%
response rate is very highly acceptable for a mmil Burvey 3

L

(Etzel & Walker, 1974) The followmng biographical informatlon

[T
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'-;was ubtaxnad ﬁram tha aample of subordinates usad in the
_'_preserxt study: (;g aga = 30. 9, gD = 7 51), 34% were ma,le and'
_66% were female,_?l % were Afr;kaans speakzng, and 92.2% had

'_Concerning managers, the following h&agraphical infarmatian

' 67% were male and 33% vere famale, 60, 6% were univexsity

AN

”'graduﬁtes, and ?1 7% wer\\ffrlkaana speaking, (see Table 1).

' quea@ionnalrea were administer\g in Engliah as translating
_ N F
'the questiannalres into another % guage m;ght cause varinus

prohlema, such as dlstorted maaning in translating and the _ "

annrrect undarstandxng of idiamatic pﬁ%g\es (Bluen, 1985)
However, the aﬁbjeatﬁ diq thelr work in th;\ﬂsdium of Eﬂgllﬁh
and the corpmrate environment is pmedominantlf\ﬂngliahu

'”;_speaklnq. Thus, ﬁhﬂ subjects* deqr@a of pruflcxency in the
fEngllsh langnage waa considered to be: sufﬁiolent in order tc

_answer thaxquastmonnairas Nevertheless, as & pracautionaxy

¢
mea$ure, questlonnazres were cheaked on their return fbr

'-response blas or ohv;muﬂ ﬁagns of the subject miaunde;atandin
fhe Lnstrnct;ons or queat;ons to ovarcome potént;al canfounds

_relatlng to laﬁﬁuage

ﬁ_educatianal qualiflcations of matric or higher (see Table. 1)‘f

- was obtalned in the praaant atudy* ﬁ;age ik 35 4, gD = 7. 30),'

- Even thaugh “the -majority af\ggbjects wera Aﬁm;kaans speakxng._-

q
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Female

T_Language

AF ikaans
English

-Oﬂmr

'iHigbast level of
,Tedu¢é$iqn passed: i)
- Less than Matr¢c L

-'Q?Matric

- Diploma
 ‘Degree

Ppst graduate

‘African language -”

1
age 8
o Ry
Tenure in comp¥ny

L B
‘Tenure in job ..

P

30.9
3.5
2.08

a3

S
46

L

87 I

1.3

33

71,7 1

n

29.0 8

L
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_'Regaarchﬁbesiﬁg_-'

| mhe present atudy constitutes a crass«sectlanal deslgn
'faw1th1n an applled Settlng. The study ased three indepandent o
"1varlablas, namely, maasuﬁes of leadership, locus of control,
';  and supervmsary structure* and twn dependent variables,-_
”'_ namely, a. inb performance maasure (supervisor and subordinatew.

rated) and a job’ satisfaction maasure.

A biagxaphiual questiannalre together wmth flve other éff
'-measures vare used in- the present resaarch, The . questiannaire#

| ﬁ;used were bhe member foxm of the Leadar-ﬁembar Exchange Scale

-V(Scandura & Graen, 1984), tha Work Locus of Control Scale

 (spector,-19831; the Goal Setting sub-acale of the-Hichigan
Organisational Assessment Questionnaire (Seashore, Lawler,

Mirvis & Cammﬁnn,_lQQZ); the job aati&faction qubﬂscale’of-t.e

'~' Wark and Life Attitudaa supvay (Warr, Caok & Wall, 1979} and’

‘the Employes Rating Scale (Graen, Danaereau, & H;nam;, 1972).
The psychometrlc charaetaristica of theae questlannalres are ”

now discuased in. the following BECtiOﬂ;

" Biographical ggeétionnaire
A bicgraphical quéstionnaizéé was conpiled to obtain the
biographical detalls (includmng age, educatxon and experienue) o

. of the subjects (see Appendix A)

=2
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In order to aasesa the quallty of the leadermmemher

- relatlonship, each aubordmnate provmded an ev&luatian of

his/her direct Bupervisor on the aevan—ltem membar form of the

-_Leader—ﬂember Exch&nge Scalé (Scandura & Graen, 1984) (see .

Appandxx B). According to Dienesch and leen (1986), thl$_  |
scale measurea the guality of the dyadic relationship from the
suboxdipates pergpective. Item raaponses were obtained ot
four~p01nt, Llﬁert-type scales A total score ior each _
1ndiv1dual was developed by camputmng the average of the seven4
items which ‘constituted. the questxonnairé. A higher. total

score on thlﬂ scala 1ndicated a PO&LthF quality of exchanqe

_in which the leader enhances a subordlnate 8 role by prcvldlng_

informat;on, influence, and support.

Thé Leader-Member Exchange Scale (member form) used in
the pﬂesvuu research has' bevn used succesafully in prevzous
research (eg., Graen, Novak“& Sommerkamp, 1982; Scandura Graen :

. f'
& Novak, 1986' Kinicki & vecchao, 1994), as well as 'in South

_Africa {ag., Nunns et a?., 1990). Internal cond&gteney

reliabllity (coefflciemh alpha) of the ‘scale has been

satisfactéry as coefflcients range trom 84 to .89 (Graen et

als, 1882; Scandura et al., 1986 Kinickl & Vecchio, 1994j

'Furthermore, in three separate aamplaa in South 3£rica, Nunns .

et al (1990) found intarnal congistency re;iabilitiea of .91,
.91 and .98 respectlvely. In the pxesent study a reliability

!.

coeftlcient (Cronbach alpha) of 91 was yielded, which is

5@




. highly satisfactory (Anastasi, 1982) as well as being .

| coﬁaistentiﬁith'ﬂgnns et al'ﬁ“(iggp)'ehéﬁﬁxagiﬁgufinding;'
 The satisfactory test-retest reliability of .67 was

reported by Graen'et"al.(1982).oVer~a'six month time-périod;

and"42 by'munns et al. (1990) uvern three month perxod. The

member-form of the Leadermﬁember Exchange Scale was considered '

S

apprapriate for the present study as it has déménstrated _
acceptable paychometric propertias witnin a South African ,

' organmsatlonal contaxt.
: iy

_ mo assess subordlnate Eocus of contrbl beliefs, Spe"taﬁ}
(1988) Wnrk locus of control scale'was used (see Appendix C)

| sPector*a anale is a Fomainnspeclfic measure of locus of
control helzefs acroqL organisatmonal settinqs. The gcale
consxsts of . 16 itamstith a sevan—pnint Likert-type response
'nformat. Responsas ra&ged from (1) = "Disagree Very Much” to

(1) = - “Agrea Very quh“ where low scores repxesented L
'_Lnternaxlty and high scores ekternality (Spector, 1988) Eight
of the 41xteen item$ were reversed wcared, namely, 5, 6, 8, 9,
10, 12, 13, anﬂ 16.ﬂ(Sample'item- "Getting the job yeu want is
_:mostly 8 matter of ?ood 1uck")- SPBctor (1988) reports alpha
- coefficvients of Bﬁnfox four samples (N 8 = 86, 41, 101, 496),9
| and alpha coefficleﬁtg of .75 and 80 for a further two
samplés (N’g = 292 dhd 160).

W
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The Work Locus af Contral Scale QSpactar, 1988) has been

:; used in‘a recent South African study by Nunns and Argirys

(1992) munns and Arglxys {1992) found that highrsupervisory

support enhanaes job 1nvolvement of amployeaa with an external

1ocus of control orlantatlon, in a sample of. 70 non—managerial

banklng employees. The scale was found to deWanstnate an

acceptable 1evel of ralxabxllty (. 85) (Nunnsﬁ& Arglrys, 1992)._

ﬁn the present atudy, a raliabxl;ty coeffivient of .84 was :

y&eldad, which is satisfactory (nnastasl, 1982} and cansmstant :

f with theﬁfindlng of Nunns and Arglrys (1992) Furthermcre, o
f..

Spector (1 B) reports significant cmrralations in the

predlated directlon w1th conaeptually related constrncts

) including jeb. satisfaction (; B = m 68 & ~.433 p,< *OBJ and

with Rottex’s (1966) General InternaluExternal Locus of

CQntrQl 5cale,(£'s = .87, .85, & .49,,2 <. .05). Since tha wurk

 focus of control scale demonstrated icceptable psychoketrie

préberties within a South African organisational context, it

ﬁas considereduappxop:iate for the ﬁreéent_study._

 Goal Setting Sub-Scale

- To assess the axtent to which the Superviaor structuras

the subordlnate's work role, the three-item Goal Setting sub»

scale of tha Michigan or?anisational Assessment Questmonnaire.

(Seashore, Lawler, Mirvis, & Cammann, 1982) WA ﬁsad.(sae
Appendix D). This scale was considersd appropriate for use in
the present study as it ueala with the extent to which '

supervisors structure-xhe_rola ofmtheir~auhprdinatast-Alsd;
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this gcaIE-measurés to what degree the supervisoy cells tiie

su%prdingte how to achievg.thehgoals. This measure was f£illed

in by.sﬁﬁe;visofs. The.ﬁcéle was scored on, a seﬁen—point
Likart-type scale with fesponses ranging from (1} = "Very
False" to (7) = “Very True". No items were reversed scored.
Internal consistency reliability (coefficient alpha) of. .82
was repqrteﬁ'bbeeashore et al (1982). In the present study, a
reliability coefficienp {alpha) of .70 was yielded, which is
satisfactory (Anastasi, 1982). Nd}athei reﬁorted use nf the
Goal Setting sub-scale has been found in South African
organisational settings. Howsver, from pre?ious use of this
scale in the American organisational environmeht (eg., Manz &
-Sims, 1986; Lathamq& Locke, 1979) and from the lack of
availability of another guestionnaire, as we,l as the
conﬁsderatidn that this scale yielded an acteptable alpha
coef%icient in the present study, use of this scale was

considerad acceptable.

- Supervisor and Subordinate-Rated Performange Measure

o assess gupervisors' perceptions of the;r subordinates’
work performance, the séven—item Employee gating scale {Graen,
Daqsereau,_ninami, 1972) was usgd (sea Appéndix B). The
employgg rating scale is a sﬁpervisor-rated measure in which
supervisorskare required to rate the performance of theix f

subordinates (Novak; 1984). In the present study this scale

was filled in by both supervisors and their subordinateS-so'ég K

_to give both angles on the performanae level of any particular
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subordinate. The scale incorporéteé-varioué dimensions of work
'performanbe, including dependability, skill in dealing with.

- people, alertness, planning (ofm;imﬁ and equipmentj, know-how
and judgement, overall preéént ﬁ%rformance and expadted future
performance (Vecchio & Gobdel, 1984). The instrument was rated
on a Likext-type scale of (1) (unsatisfactory_or nagative
ﬁe#cepﬁioﬁ) to {5) (highly'satisféctory or a poéifive ’

perception of performance) LGraen et al., 1972).

Satisfactory internal coniistency reliabilities {Cronbach
alphas) hhve:beensreportad'fof the Employee Ratiﬁg%Scalé
ranalng from .86 to .94 (Scandura, &k Graen, 1984 Scandura,
.Graen & Nbvak, 1986; Vecchio, 1987; Vecchio & Gobdel. 1584).
test-retest reliability coefficient of .85 over a siy wonth
pefiad.was reported by Scandura and Graen (1984), while
Ballantine (1989) reported a test-retest reliability
coefficient of .86 over a three ménth'period. These findings
rendered the Employeéiggting Scale satisfactory for use in the
preseht study on the bésis of demonstrating accegtébie |
- psychometric properties. Tn'the present sthdy, alpha
coeff;c;ents of .90 and 69 were YLEldEd by éhpervisors and

subordinates, respectively.

The emplbyee rating scale was found to correlate with
lead=r-membexr exchange bf Scandura.and Graen;(1984) and
Vecchio and Gobdel (1984). For example, a correlation of .48
(R < .01) was found between self-report measures of
’subordinaté peiform&nce and Buperviscf ratings of their

LY

F
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subordinatés"performaﬁCE, in a sample of 45 supervisor-
subordinate dyads of banking personnel in North America

(Vecchio & Gobdel, 1984) Furthermore, Vecchio (1987) found

- that perfnrmance, as assessed by the Employee Rating Scale,

was significantly related with high guality supervisor-

subordinate relationships (r = .34; p < .01; N = 303) and (g =
47, D < 01) reported by Scandura et al. (1986)2fb£ a similar

-4€1nding Other findings reported by Vecchio (1987} with this

scale found performance to be significantly correlated with

satisfadtion "with Superiris'-icin.{r = .31; p < .01), matarity

(ie. task-relevant and psychological maturlty of subordlnatas'
.85, p < .01), and leader considera“ion (x = 31,‘2 <

.01). The above findings rendered tbé employee rating scale

_ satisfactory for use in the presant study.

“,
&

. '\{‘
gl : T

The Job Satisfaction Scale

To ﬁeaéﬁra?aubprdinate job satiafabtion} the Job
Satiéfaction sub scale of the Work_anﬂ Life Attitudes Survey
(Warr, Cook,“é Wall} 1979) was used {see Appendix F). This
scale is designed to measure satisfaction incorporating botﬁ
iptrinsic and extrinsic features of the jab (Shoﬂksmith,- ;ﬁo,
& Jepsen, 1990). Warr, Cook and Wall (18979%9) define job
satisfaction as the exte?ﬁ to which an individual is satisfied

4

*ith the extrinsic and intrinsic features of a job. The
%

_ questipﬁnaire consists of 15 items and scbred on a seven point

Likert-type response format. Response items ranged,from (1) =



"I'm extremely dissatisfied" to (7) = *I'm extremely

satisfied". No items were reversed scored.

When used on a South African-samﬁiej the Job Satisfaction
gub scala (Warr et al., 1979) demonstrated acceptable _
psychometric: propert:.es (Bluen and Barling, 1987; Barling, |
Bluen, & Fain;_lQB?), For example, Blusen and Barling (1987)

_ gnd Barling,\Bluen, & Fain (1987) reported internal
consistensy reliability coefficients of .86 and .81
 respectively. a$ well as a test-retest reliability coefficient
of .69'(Q‘<l}ﬂl). Furthermore, Bluen (1986) regported an
iaternal consistency coefficient of ;95, while Warr et al

- (1879) reported a .63 test-retest reliability over a nine-
month par;od. Thus the questlonnaire was ‘considered
appropriate for use in the present study. In the present study
an intermal consistency reliability (alpha coefficient) of .94

was yielded, which is highly acceptable (Anastasi, 1982).
Procedure

A large insurance organisation formed thé setting for
monducting the present research. Introductory letters, in both
English and Afrikaans, were compiled for both managérs (see
Appendix G)'and their subordinates {see Appendix H). in theée
introductory letters the purpose and details of the study was
explained. The letters stressed that participation in the
research was voluntary and thafﬁconfidentiality was assured so

- that the organisation would not have access to information

66



. o

~pértainihg;tb{gny indiviﬁua1 JLbo£ﬁin§£e qrfmahageé., S

.'g

g

Tha questiannaires had a&q;tlonal coverlng letter
attached to tham suppliad by a senior manager from the e )
organ;sation. This cmverlng letter stressed that the research
was. vnluntary Qusataonnalres were sent out vma the 1nterna1
ma;l services of the nrganlsatzon, and ‘the. quest;onnalres were
returned nsing pre—addrassed and aealable anveiopes {to
pratect the suhﬁacts' 1dantity) Both supérvstr rand

subordinates were asked to’ state ‘their names ‘on. the

questlonnaires in order to match up questxonnaires whlch were

f;lled in ‘with regard to each ather. Reminder latters weme“
sent out by the organxsation to thase subjects who had npt yet

raspanded abuut two weeks after the questlonnaires were R

_n":°:1n1tially sent out. . =
P - . :
W : '

In order to tast for the associatlon between & hlgh

FE

Negotlating Latitude and work outcamaa (qu., job: patisfaction

N

and -work performance) for high v&zsus lnw locus of coq%;al
groups for assessment of Hypntheszs 1, twn 1ndependent
corralatmoﬁ coefficients were cpmpared for-slgnlf;cant
differenée'using thé-g;Test_for.ﬂﬁsting Independeut |
Coxrelatibn Coefficients fFiﬁhaﬁ; 1934). K Pearson Product-
Moment carrelatlon Coefficient was used to test the - | <
relat&bnship between the variablea of structured managament

style and Negot;atmng Latitude for assessment: uf,ﬂypotheals Z.

o
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Finalli, the mu{fiple regression statis%ical proceduie was
’usedﬂiﬁ the present study ko examine the relationship between
the independent and dependent variables for assessment of ‘
tupq;hesis 3. The various agsumption tests underlying ﬁultiple_
regression were tested before conducting the multiple -

regression analysis.

The z-Tagg for Testina Independent Correlation Coefficients

ird

- Pwo indepandent corraelation coefficients can be compared
with one another by transforming them into a combined z-~value
to determine whether a significant difference exists between
the two correlations (Levih & Fox, 19§4§ Ec¢al1, 198¢6),
According to Levin arnd Fox (1994), a z—value is also known as
a “"standard score" and is a single scale of maasurament which
is adopted by statisticians aﬂ standard in order that
distributions of difierent orrglns and unit sizes can be
transformed to that single or “standard” scale for comparison
(Levin & Fox, 1994). When a z-value is used in tﬂe testing of
a hypothesis, the statistical procedure is commonly termed a
z-test (Levin & Fox, 19%4). In the present study, two
independent correlation coefficients (obtained respectivély
from high versus low locus of control groups) were compared
for significant di EZerence while testing the association
between LMX and wérk outcomes (eg., job satisfaciion and work
performance). The z-test for determining the difference

between two independent correlation coefficients has been us

previously in cross-sectional organisational research
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{Danzersan & Markham, 1987; Daasereau, Alutto, Yammarino,

i384; Markham, Dagsereau,. Alutto & Dumas, 1983).

E The formmla used to transform’ "two Lndapendant correlation

Tl

éceffzcients into a z-value is as tollowsz

“ 'Z_ri - Zl’.'g

-

# i+ 1
n -3 n -3 -

Where: a, = sample size of group i
sample size of group{%

-:nﬁ =
Zr, = transformed z~value frum r;
Zr, = transformed z-value from Ty

(Levin & Fox, 1994)

e oyt

et}

The transformation of r to = (ieﬁ_the value of 7Z) can
| found in sthtistical tables and is computed from the following

formulazs

= %log{l + r) ~ %log(l - r)
(Levin & Fox, 1991)

Once z has been computed it is compared with the criticgl
value 1.96 at the .05 significance level in order to dete%mine
whether the two independent.cbrrelation coefficients are
gignificantly diifferent froﬁ e#ch other (McCall, 1986). The

rules for making this decision are as follows:
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If -1.96 = # < 1,96, do not reject the null hypothesis
If z < -1.96 or = > 1.96, reject the null hypothesis
A decigion to rejé&t the null hypothesis implies thatfthe two
independent correlation coefficients aréfgignificantly
different, and wisa versa, concerning the decision to accept

the null hypothesis.
Multiplie Re Sgion

According to Berry and Feldman (1985), multiple
regression is & general date analytic technique that analyses
the relationship between a dependent variable and a set of
independent wariables. In the present study the relationship
between the independent vaxiables (effective leader-momber
exchange, subordinate lpcus of control orientation,;and
structured mahagement style) and each'bé the dependeﬁt
variables (job satisfaction andnjab performgnce) wexis
examined. The statistical technigque of multiple regression has
been used previgusly in cross-sectional organisational
research (Etzioni, 1984; La Rozco & Jones, 1978; Seers § "
Graen, 1984; Win?ubst, Marcellissen, & Klebcr, 1982), with &
number of studies applying multiple regression in South Africa
(Ballantine, 1989; Bluen, 1986; Howse, 1987; Kruger, 1987).

The general form of the relationsnip of the linear

regression model between dapéndent and independent variables

is:
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"E._Wheres the pred¢cted score of the dapendent varlable

g

y=a+b x%bx ... box

oo

“a #*%ha intexcept of the xegreﬁsion 1ine
el b = the slﬁpe of the r@greasion 11na _7@- -
:x = raw scores of the pndependent variables -f

= the number of indépendent variables
| {ﬁedhazur & Schmelkin, ig81)

‘More than one independent variable can be incorporated

"into'the regressinn'equatinh. This'allows for a more complete

'Explanatxon of the dependent variable, as most phenamena are

caused by mozre than one fﬁhtor (Lewis-Beck, 1980).

. 0
..*

'The'aignificaﬁce of variables in the multiple'xegressian

eguation is assesaeq using the standard F-test and camparmng %

the derived F-valunes with tabled F-values (chamar, 1962,
Lewis—Beck, 1980). For the F«test to be succesaful, thg Fe

value must be above the crlt cal tabled F-value, determinad hy

Lithe degraes of fraedom ‘of the sample (Pedhgzur & Schmelkin,
- 1991). The R? coefficient (coefficient of mﬁitipla |
_determinatlon known ‘as increment in R2) is assessed in Ordar

~to ascertain the goodness~of—f1t of a multlple regression

equation (Bluen, 1986). The Rz coefficient reflects the
proportion of variance ;n the dependent variable that can be

explained by the indePendent_variabes in the equation

. (Pedhazur & Schmelkin, 1991)._Eram'this'figuré, the terminR* |

change" is derived. Act .zding to Bluen (1986), the R? change
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shows .to what degree sach independent (predictor) vasiable

&

contributes to the dependent vafiable.

Assumptions of multiéle Regressibn
Three major aasumptlons should be tested before
conducting multipla regr9531on analysis. These assumptionl are
" the presence of a linear relationship bestween dependent and
independent variables, the absence of multicollinearity, and
no measurement error (Lewis-Beck, 1980; Pedhazur & Schmelkin,

.1%91). Bach of these assumptinns will be addressed sapaxately.

Lineé;itx Tests

The first assumption is that the relationship betweeq the
independent and dependent variables are linear (Lewis-BeCk).
To test for linearity, the difference between Eta? (a measure
of cambined linear and non-linear variance explained hy the
lndependent varlable) and the R? statistic (the variance v
explained solely by the linear component of the independent
variable) is calculated to assess the non-linear portion of
the dej_iiendexit variable contributed to by the independent (or

moderator variable) (Bluen, 1986, Kruger, 1987). According to

McNemar (1962), to determine whethexr the relationship deviates

£rom 1inearity; the proportion of non-~lincar variance (Bta? -

R*) and the significance of the F-ratio is exemined.

According to McNemafi(1962j the test of significanca is
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© based on the sguationt . |
. (BE-R2)/ (G2 N

;':fﬁwhezg;,ﬁf%ﬁgﬁéu{cqrielatipﬁ“iaéiﬁj

- P R-: s;;:éi:‘r'ela{:lon 'éo'effiéi'ent

’ ., é?= numbex of groups in clase varmable | s ,Q':H

'  _N = sample size | ' _' o | |

e ”l7ffnegraes of Fraedom {Nﬁé) and {&~-2) _ —
R o (Mcﬂamar, 1962)‘\\. g
:j'_ The relation shows that the F-value,. for given degrees of
;i f fraadam, ;s & reflect;on of the. difference between Eta? and |
o una A signiflcant ﬁ—value indicates that tha relationahlp

-_' between the ;ndependant and dependent variable is nonwlxnear

" _!{.;.e. it deviates significantly from linearity) (McNemax,

'-_1962) Accamding to Berry and Feldman (1985) and Bluen (1936),

*.whEn the relatinnshlps hetwaen the variables being examined

are non—linear, polynommal ragreaaion is applied to tranaform

the variable and comply with the linearlty assumptions.
Polynommal regression iz a form of multlple regression, bnt
includes successive powers of the independent variable. The

analysis is done hlerarchlcal;yfang_wnth each agccesalve step

'_.a'higher order polynomial is added'to'thé equation (Pedhazﬁr &

Schmelkin, 1991). The hilghestorder term to add significantly

to the previously explained varzance of the depandent

'variable, repiaces ‘the orlglnal non~linaax variahle in the

%3



- regressmon eqpatinn (Krugar, 19873 fhe”paiynémialfregraséibnﬂ"

[

:? g—_-'!‘_ a '@'bx xz +bzxz '..__,-. . bk xk. | - g

v ciepllinesrity
o e e

equatxcn takes tHe form of: /

e -

o

B (Pedha?ur & Schmelkln, 1991)

l3

e o

‘L

The &geomgﬂassumption is tha absence of

mﬁltmcﬁllingﬁrwﬁy. No: indepen&ent variable should be highly _

correlatdd with anather indepﬂndent varzable (Lew;s~sack,_
1980) 70 assess multi-gollxnaarxty, the correlation
{Pearson 5 Product Moment - COrrelatxon) betwean the independent

variables as examined If no coefflcments of 80 or greater

E are fnﬁnd, it is concluded that multicollinearity does not

@

'_exist (Dunlap & Remery,; 1987). This teehnique has been

'succéésfﬁily used in"previcus research to detérmine the -
absenme of mulxicollinearitsv(Ballantlne, 1989; Bluen, 1986;
Rruger, 198?).-- o

-.Meagurement Error

AlQ variables should be measured accurately in ordar to o
- reduce measurement error (Lewls—Beck, 1980). Inaccurate
' measurement results in inaccurate estimates. To determine the

extent of measuvement error, the internal consistency

reliabilify of questionnaires is calculated using Cronbach’s

Alpha formula (Bluen, 1986). Reliabllity coefficients abbve
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th& Eﬂ 1evei are qeneral1y canaidared accaptable {hnastasi,:-

et 1932} N ¢
' 0 _: _.,_, - .. R : - . 00 o _. LEVEI s :E '. i ifj_canc ) . o o
B : : - :

T In the praaent study the .05 leval of a;gnif}canca waa-

'J;Zuged Ln all the statlstical analyses to assess the '_ )
; 5sign;fieance of relationshipa. The .05 leve) was adoptad ln an

}:; i; antampt to raduce the potential of making a Type I error

B 2"{Kcr1inger, 1986) Typm 1 BLIOY OCCUrS firstly, when no

 71;:31gni£icant differengs?qxiats between the samples and

;;“seaoﬁdly, when the differences observed by the experlmenter

B

; f,are due to chance (christensen, 198&3\Lav1n & ?ox, 1994). The .

" i'TypeaI errcr 15 controlle& by the %«whifiaance level that one_
._:aets. The invarﬂa of the Type I error, namely the Type II
'£ﬁ71;; errar, is anatbar possible error in significance 1evels
ff'jf;'(Padhazur & Schmalkin, 1991) The Type II ‘error occurs when'
:'5_f f'nan«signi£icant results ara obtained between sampled gxoups,
;é ;}{J;ut in realzty differences do exist hetween the aampled groups
& (Pedhazur & SGhmelkin, 1991). Using the 05 significance 1@ve1
heips tn achieve a balance between the Type I and Type II
:error (Kenlinge;, 1986} A more lenient .10 level cut-off
point has been adoptad by preVLoua researchers (eg., Dunegan
et al., 1992), the ratlpnale being that multiple regressicn_#s'
- a stringenﬁ procedure. Howevef 'due'to the inwer degreé 6f.
| aceuracy inherent in the .10 level, studles using the .10

level have been Prztlczsed by Wilhelm, Hexd and Steiner (1993)

for producing results which might be due to chance. The .05
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U --2.6{::';;.Tr'.'.H ' Lo oL
%ﬁ*iqﬁkigggl has been wsed in previous South African research

| .:fl saﬁi§f§Etufi1y”(Blﬁen;_isaﬁgj#rugei;;19§7;'Hunng ex'ax;,.;sgo;
% Nanns & Avgizys, 1992).0

s

3

" Thia séqéi,ﬁﬂ” firﬁﬁly.déalé:withl.tﬁﬁ finding's. for assessment of

. Hypotheses 1 and 2.;§hareaftarf_forjﬁypothqsié,s,;thé_findings:
' f §f ﬁhefvéri§né assﬁmptiun t§§£s'far multiple-rggression aié.-
:Vférééentéd,-ﬁinallf; the iéﬁﬁlta.pf'thé.mnltiple regresgicn_7

‘o . analyses are presented. = o

L

i

 J¢b:Satiafaction. . __+503 _: 1 ?588'._'_: .n.;b'né-;;

Performance (man.) |  .196 | = .33 | <+.89ns
Performance (sup.) 1 . .181. | 125 | «~,14 ns

where? r, = high 1ocus £ COntrol group A B -

= low locus of contxol group

)

_ Results of tha'éetest analysis for cémparing independent
. correlation coefficients supported-ijbtheSis 1, indicating
 that there were no signiticant differences between high and

low locus of,coﬁttdl_groups'(haaed on a median split) in all
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# P} .

'1“f _three casea whxle testing tha 355°°1at1&n between iz and the

;o three dapendent variables {i e.; job satlsfactinn {a f' -?2

 ; n-), manager—rated wﬁrk perfurmance (z = w.89 ns) and

'ﬁ-_suhardlnatamratedfwork performanae (z i ».14 ns)).;-

a®

'“ﬁ_Fuxthefmmre,vall carrelatmuns in Tahla 2 {abave) between a -

"- high Nagotiating Latitude and all’. thgae dagendant varzabie-

'ifw&re in the sama dlremtion {pos;tive), for hoth high and low

7~;1oaus o£ control gruupa respect*%aly (1.&., job satisfaction

'7‘f1(;f _.503 & .588; p< ,Qly, manager—rated work performance (r7

& __-.195- g> .05; and r = .334; p< .01); and subordinate-rated
L work perfc:mance z's =_ .151 & #1285 D> __.,ca))

&

:L

S g

- Result of Cogrelgtibn between Struct ured Mana ent Stvle add

g gygothes;g g

| B Pearson Product-Mnment correlation of r = .067 {g? .05}

'was obtained: between the variables of atruuture&vmanagament

' sty1e and Hegotiatmng Latitude, indicating that, forfthe

Zf'ipresent Sample, these two variables were indepandent of sach

other fox_sgho:dinates. Thus, Hypothasis 2 was_supportad,
ggsultsxfor nggthesié_ﬁ
. _": B ﬁ; .‘
Assumption Tests for Multiple Rearessiocn

Prior to thé*multiple'tag:esaion'analysis_being computed




L

for assessmént of Hypothésis é, the underlying assumptions of i
multiple regréssioh were tested. These included the |

. reliability of the measuring instruments, the presence of a
linear rélationship between the.dependent aﬁd independeﬁt
variables, and the absence of multicollinearity between

independent variables,
Ee;iabilitg'gf Measurine ;hsfrgmenta

The internal consistency reliability (Cronbach’s alpha)
was assessed for each measﬁre to determine the reliability of
the measuring instruménts.hlnternal consistencies were
assessed.for the Locus of Control Scale.(.34), the Leader-
Member ﬁxchange Scale (.91}, the Gb&} Setting'Sub—scala'(.?Dj
-0of the Michigan Organisatxonal Assessnent Questionnaire,.the
Employee Rating Scale (supervisorurated (+90) and subordinate-
 rated (.68)), and the Job Satisfaction subscale (.94) of the
Work and Life Attitude Survey. Hence, internal consistency
coefficiénta rangéd from .69 to..ya (M = .83), and Qere
considered aatisfaciory (Aﬁaatasi,-lBB?).'This fulfilled the

requirements forfmultiple regresiion.

Linearity Tesgts

To test whether a linedr relationship exists between the
dependent var;ablaé'(job satisfacéion & job performance) and.
the 1ndependent variables\(leader-mﬁmber exchange, locus of

control & management style), tests for linearity were carried
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out {(Lewis-Beck, 1980)}. Teetinglfmi.1ieearityxinv61§es the F~
fteettueh;ch_coneerne examinatiohlef the relationship between
Eta? - R? (Kerlinger, 1986). In order for a limear relntioﬂ-
ship to exist between the depend&nt varlablee{ Etaz should net
be significantly different to R?. The" e}oﬂificance of the
~difference between Eta? - R? and the ;;levant F-value showed
that all.relationshipe between the dependent variabies and |

independent variables did now deviﬂte eignificantlycﬁﬁgﬁ}f‘

linearity (see Tables 3 and 4). _ . 7

.? p< .0
% p< .01
‘ns = non-gignificant : o
Examination of the relationship Eta? - R? for leader-

member exchange versus the dependent variebles was not
'ElgnlflCﬂnt thus :1gn1fy1ng that the relatlonshlp satisfied
the assumption of llnearity. The relationship between leader-
member exchange and the two dependent variables (job

satisfaction and employee rating scale {supervisor and
subordinatenrated) is linear, hence, these variables can be

included in the multiple regression computation (Kerlingex,

1986).

(n\.-':';l'l

v
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Tgblé 4: Test of Linearity of the Relationship between
Locus of Control and Dependent Variablas

Job Sat. ' .33 .42 -.09. %7157 | -10,71ins
Perf. (sub.) .05 | .03 .02 2/154 1,7ns
¥ p< ,05 . T T
#%p< 01 . ' : o :

ns = non-gignificant

Examinétion of the raiaﬁionship.ﬂtaa.- R2 fdr the
relationship between locus of control and the deﬁendeht
variables was non~-significant thue signifying that the
assumptions of linearity were satisfied by these
relationghips. The ralationship-betweeh locus of control and
the two dependant variables, namely. job satig"‘ctlon and
performance, ig linear such that the above ralationshlps may
be included in the multiple regresaion equation (Kerliqgér,

1986).

Table 5: Test of linearity of the Relationship between
Management Style (Structure) and Dependent Variables.

Job Sat. 026 | .025 | .001 | 2/161 | .083ns
Perf. (man.) .035 . 037 .002 2/146 .15ns
Perf. (sub.) .002 L0l 008 2/149 JA5ns ¥
- ¥p< .05 =
*#p< .01

ns = non-significant
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EXﬂmiﬂ&tlon of the relationahip Eta= - Rz fOI Structured_,‘{';=f'

'namagement style ? xsua the dapendent varaablee wae not

';_aigniflcant thua sighlfying that the relatienship satisfied

: Zthe aseumptlon of 1inear1ty, The relatlnnehip between

etructnred mahegement style and the two dependent vaxxahles

ey

'(Job satis-factzon and employee rating scale {supe:visox and o

"'submrdlnate-raﬁed) is lineer, hence, these variables ‘can. be o

“'”included in the multlple regresslon campatation {KerlmgerF -

1986).
| Multicoll inearity

Multicollinear;ty was aseessed by corxelat5ng the o
] 1ndependent and dependent varxabl&kg{see Tahle 6).

'Pearson Produat-nbment correlation coefficients between the

e

independent and dependent variables were low (r <-.65) and did

ngt exceed the .80. level lndlaating the absence of

| mult;collinearlty (?edhazur & Schmelkmn, 1991)



" Tabla 6: Intercorrelation Matrix of the Independent and DeQEnden; Variables

| 1 Locus of Control 166 | 85.3 14.32 | (.84)
I[z Leadeﬁ—Memﬁer Exchaﬁgé 166 ._;3.2 | 4.86 | .45%* | {.91)
||3 Supexvisor§ Structﬁre_; 166 16.36 3.25 .22%% | .07 (.?o)
4 Job Satisfaction | 166 | 76.23 | 13.81 | .65+« | .63% 16 | (.94

5 Job Performance (man.) w63 26.30 5.48 { .31%% | ,36%* | 19+ L40%% | {.90)

Job Performance (sub.) | 151 | 29.15 | 3.28 | .16% [.20% .04 | .25%% | .26%% | (.69)

e e e =) ey . ) L

. { L] -
*% P < 01 ' '
Note: Reliabilities (coefficient alpha) in parentheses on principal diagonal

¢8
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e X _ ') & iple veis of
égadau-ﬂembe: Exchange, Lacus of gont;ol, gtggcture aﬁd -
° gob Satisfaction gor assessmnent of ngathesls 3 .

CStructure | .43 .03 17147 "  0.28 ns
fwe | .87 | .14 ‘] 1/143 | 46.86 ¥
* P N 1 N i o — A T
| %% p< W01

ng = non~s;gn1f1cant s "
’ . u‘:;

Results of the multiple regressian analysxa for job
R satisfactlon and the. threa independent vaxiables {BMX; “
_ J =Btructure, and LOC) provid-d partial support for Hyputhesia 3
.';  Leader~member exchange (F(l/lGZ) 7. BS) evmdenced a .
 _sign1£1cant nain effact on job satiafaction explaining “Q% of
1 the vagiance in suhordinata job satxsfactxon. In the multiple
-' regre3s1on analyaia of leader-member exchange onto job - |
satisfaction, locas of control (E(1/143) = 46, PS) explalned an.-.
. addltional 14% of the vafiance in terma of the laaderahip-
satisfaction relationshlp ‘than the variable of IMX alone. ‘
' Howevar, supervisory structure (2(1!147) = .28) did not ;
| explain addltional var;ance in terms of the leadershipw

satisfaction relationship.
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Leader~member exchange (F(1f14?} = 10 92) evidenued a
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| IMX - .13 - '“1/147 10,95 #% |
Structure 15 02 | . 1/147 '2.94 ns
Tos .02, 1/143 '

”“ifsignificant main effeut on job performance emplaining

"f;rata&% In the multiple ragressinn analyﬂis of 1eader~mamher

'ﬁiexchange onto job performance, 1acus of control (g(1f143)

' axplain any additiunal vériance in terms of the ‘leadership~

; Perfurmanca relationship than thﬁ v&riable of LMX sloe.
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Strueture | .05 | .01 | 1/144 | .80 ms |
C 06 | .01 | 12140 | 1.48ns |
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'F N T

ns = non-signlflcant

L Leadermmember exchange (2111159) = 3.17) ev;Qenced a
"f  aigﬂmficant main effect "on job performance explalning 4% of

the variance in suhordlnate job parformanca (Bubordinate-

'-'._a

rated) In the multiple regression analysms of leader«member
"_exchange onto_suburdinate—rated job perfoxmance, locus of

contfol (F(1/140) n-1'48) and superviaory-atructura (F(1/144}

= -80) d;d not @xpiain{any additional varianca in terms of the

'-'{i_
o

1eadershlp~perfoxmance relatianahip than the variable of IMX

alone.

| DISCUSSTOR

i

leen and Graen (1980) argue that the qualaty of the dyadic
relationship that exists between manager and subordinate st
be central in leadership research. In;fact, the funus of the |
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1eader-member exchange approach is this dyadic relationship=
between manager and subordinate, Despite the view that 1eader-
member exchange has §;;§£ded a more hccurate conceptualxsat;on '
of the exchange relationshlp (Dlanasch & Liden, 1986; Wayna &
Green, 1993), the mcre recent frend in IMX resesrch is to
discover ways of extending the leader-member exchange model by
incorporating moderating variables into the theory's
underlyihg atructure 50 that LMX may explain a greatsr amount
of variance in organisational outcomes, such as job |
satisfaction and perfqrmande (Kinicki & Veechio, 1394; Vecchio
& Gobdel,.1984);'Locﬁs cf control is a personality variable
which may strengthen the leader-member excﬁange leadexrship
model, as locus ﬁf control is frequently associated with%job
sqpiéfaction and performance (Spector, 1988; Blawn, 1993):

- Furthexrmore, the degreé*ta which managers structure their
subordinates’ work rale 80 that Suhordinates have a clear 1daa
of what has to be done on a particular job, may result in an
increase in subordinate job satisfaction and performance
(bpector, 1982). .Incorporating the variables of locus of
control and éuperVLaory structure into the L¥X model may
account for more wvariance being explained in terms of job

- satisfaction and performance than the variable of LMX alone.
The results of the present st@dy supported the first two
;hypothases and providéd partial support fox the third
Uhypothesis. A hlgh quality 1eader—memher exchange was
positively assoclated with both job satisfaction and
performance. Furthermore, the variable of structured

management style was found to be independent of the variable
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of leadar-mamber axchange._?inally, the incorporation of lonus

ot sontrei and struatured managamant atyla 1nt0 ‘the model

' axplained a s;gnmflcantly greater praportion of varianca in

‘terms of subord;nate job ‘satisfaction only, but not in
subordinate work performance. . '

" The presant study explarad three hypotheses The resnlts
of the study will be discussed’ separataly for each hypcthesis.

'Thareafter, tpe_limitations of the_study will be prasented;

Finally, both théaretical ahﬁ'practidal.imglicatiané,of5thé |

findings will be considered.

E . - o _‘a'- _'

Resulta of Lhe z-test analyais revealed that no

significant differences existed in worrelation caefficients

o« for the relationahlp-between LMX and the dapendent variables
(i.e.. job satisfaction (z = -.72 ns) and subordinate work . -
_parformance (2 = =,89 us and z = w,lé ns)) for both hmgh and :
low locus of gontral groupa. This findmnq provided support for?'
._ Hypothes;a i which tested whether a ‘high Negotlating Latitude

would be assocmated positively with job ﬁat;sfactannxind work

performance for subordinates, regardlasa af their locus of

. control ormentation. S;mply put, in tuxms of the LMX mndal,

one would expent both intexnally and exterually orientated
aubordinatea to respond positi valy to a high- Negotiating
Latitude. This is hecause high_quality manager-suhordinaté
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ralat;mnshxps typlcally 1nvmlvecgraater communxcat;on, trust,

| '1nflnenue in dacision mak;ng and discfetion between

'”-subardinates and their ﬁanagexs than low quality exchangea -

:_(Knslawsky & Dohexty, 1989) Consaquently, a hlgh Negotiating
"Latitudazia:cqncerned w;th the sharing nf_resourcas between a
_ﬁaﬁégér“éhdfhisfhef éubardinatE'and might'therefara be o

) expectad ta .be independent of the 1acus of eontrol or;entatinn '
of the subordlnate The results af the present studly revealed
-”this idea ta be correct with xagarda wurk autcomea, such as
'_jab aatisfact&on and work performance. of‘aubordlnates. |
 ﬂawever, mnly twn studies (e. g.r Kinicki & Vecchlo, 1994°
"fﬁﬁﬁlane, 1991b) cauld be 1ocated which have considered the

“.

j_lowus cf cmntrol cmncept within the framewnrk of tha LMx

'{th¢ary cf leadershmp. Nelther of these two studies, however,

-:ar¢ relevant to. the present finding. Thus, from a theoratical

parspective, the present find;ng is a "unmque" finding, which

.¢ :.5uﬂge3t3, for the IMX model, that the 1ocna of control
'u’arjen+ation of the subordinate doaa not moderate the qualitw \.z

' ?of the manager—snbordmnate dyadic relationahip.

ﬁggathgs;s 2

The variable of structured management style was not found

'i;_ tone siQnificahtlf cortélatéd L;.w .067; p» .05) to tﬁe

variable of Negoti&ting_batitude (LMX);hihis_g?suit proﬁided

 support for HypothééiS'z which'inveatigétad whether the

varisble of structured management style wag independent of the

varlable of Nﬁgotiating Latitude (LMX) The a;m of this

J—rY
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-'gdlfﬁerant degrees of suparviaoxy structure in theixr work

"Lf]f“ralas, &ad cansidering that Lhe lmcus of control ‘construct may

W

hypathesxa was to test wﬁethex the ccncept of Negotiating ._
_ Latituda allaws forr tha posSibility that Bubnrdinatea nmy naed

B vaxy;ng degrees cf atructura in theix job rales. Far example,

'inteznallyuariented suhardirates typically prafer 8 |more o C :fqi.ﬂ*
'_':unatructured aupervzsory stjae in the senae that they axe
f_”given more 1ndependence and mﬁre trust (Spactor, 1982)

””N1Extarnals, on the other hand, tend to he mﬂre dependent on,

';_thalr environment for directian, hence they typically prefax

zz_mora directlve approachas than their internal counterparts

”fﬂ,:(spectqz, 1982)* Thus, aince internals and externals require '

Ll

“be- independent af the var;able of Negotiating Latitude (sme
  Hypathes;$ 1) for.subordinates, one would expect supe:vmsory.-:
ffstrQCture to heLiﬂd@peudenﬁ.of-Nagbtiaiing-Latitqda.'Thé Goal

. Setting subscale of the Midhigan'organisatiunal_Aséesament
"Queétibhnaité (Seashore,'Lawierg £1rvia & Camﬁann, 19821 was
used to aaseas.tie extent to which the aﬁpervisﬁr-strudtures1“

 the rgﬁa of the subordxnate.; | - R

SR .

 Nofpri6r'fesaarnh has been found in tesfingéfor the
q_iindépendencE'éf-supérvisofy’strudtﬁra with ILMX. However, the
construct of_Supervisory.atructute has been researched in

- pelation to ophar leadership approaches (eg., Hersey & -
'-Blanchard'sh(1977) Situational Leaderﬁhiﬁ) where the construct
.of initiatiﬁg‘stfuctﬁre was found to be a majdr component.of
leaderahip behaviour.'The variable of "initiation of

structure" (along with "considexation®) constituted the bagzis
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arannd Whlch 1aadarshlp style theorzes descrihad the behaviour
of leadets. However, the concept of strueture has not been
_considared in relation_tp the dyadic approach, rather.in '

~ relation to théfstanQard app:oach.{19ader;grou§%pelatians3
'(Bass,'1990j.f1n'the\prQBEnt_stuay;'given that.supefvisary'
strﬁ¢tﬁre was faund_ta.be indépéndeﬁt of'ﬁan thé.fin31  |
hypothééis dansidered whetheyr the variable Of“éupervisdry  '
structure (as well as lacus of control of the subordinate}
*explainad addltional varianca in the depandent variables (job
aatxsfactmon and perfarmance) than LMX alnne. ‘The f;nal ’
' hypothesla is in line wmth the more renent trend ln LMX
rasearch of dlacmvermng ways to axtand tha 1aaderwmambar _

| exchanqe model by anorporating addxtinnal var;ables into the
theory ‘8 underlying structure to. anraaae the pred;ctlve pnwer
of the model in explaining organ;sational outuamas, such as -
job satxsfaction and work performanca (Kinicki & vgcchlo, _'
19943 Vecchio & Gobd@l,-lyad). The prﬁsent findxng (for -
Hypothesia 2) suggasfs that tha concept of Negotlating

a Latitude doea not alldw for-the pOSSiblllty that Subordinates_

. may need varying dagrees of structure in their job rolaa..~

Consequantly, the incarporatlon of tha variable of suparvisory
structure’ into the undarlymng atructure of the TMX mndel‘nuup
increase the effectiveneas of the model in explainlng |
| urganxaatlonal outcomes.
| A

" Hypothesig 3
| Considering Jjob satisfaction first, the muItipie '

a9
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_regreas;an analysas yielded a main effect where tha ana

:_lndePendent variable, namaly leader-member exchange, explained

a sxgn;ficant propartion (40%} of the var;ance in the | _
dependant var;able job satisfaction (E11/162) = 4? 86° ;5 %
.01)._This find;ng indicatas that where a high quality dyadic

ralatxonship exista between a manager and & subordinate, the

: stubordmnata is. vary 1lkely nn feel more gatisfied with hiafher

" job. This strong r&latlﬂnﬁhip betwaen leaderwmambar ex¢hange

and job satisfaction 15 conaistent w;th previous research

o (nackery & Steiner, 1990; Graen, Liden & Hne}., 1982; Graen,
-Navak & Scmmarkamp, 1932, Hollander & Offerman, 1990,

,:fsuhriesh31m, Scaﬂdura, Ezaenbach and Neider, 1992 Wilhelm,

#

Hard & Stainer, 1993) which ;ndicates that a signifiaant

_;';;relatlonahlp Exxsts hatween LMK and jcb satlsfaction._mhe
] '

- reason behind this: significant relatlonahip/between leader-

fmambar axchange and an satigfaction may be due to. ‘the extent

of the aharing of resaurces betwaen managar and subordinate

f(nlenasvh & Lxden, 19863 xoslowsky_g Doherty,ulgagz Wilhelm et
' al.,71993).f3pcprding to Roslowsky and Dphexty (i989), the

gharing of resources leads to an increase in j&h saxiéfactibn,

while decreased sharing of resources will lead to lower job

satisfactions

The addition of locus of'cuntrn1 1nto the modal resuﬁted
in a significant main effect where subordinata 1ocus of
control éxplained an additxoﬁal increasa (14%) of variance in
the dependent varlable job satisfaction (F(1/143) . 46.863 p<

.01). This- findlng suggests that when a manager takes 1ntn
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'consideration A suhordinataa' ;nternal locus of cuﬁtrol '5  R

orlentation in the. dyadlc exchanga ralationshlp, tha ,_J

R

subordmnate will achieve a significantly greater amount of |
.satisfactipn from hlsfhar job.. T‘ .y flnding is consiatant with
'theory dnd reaearch around tha locua of contrnl—gob l '_"'“
 satisfaction relatxonship (Andrisanl & Nestei, 1976 Mitchall .
et al, 1975 Gemmlll & Heisler, 1972; Spector, 1982), namely,.
that internals are more satisfied at work. than externala._
Finally, cnupled with the finding that the quality of the

' 1eader4member exchange was s¢gni£1cant1y positively cox:ela*ed
wmth lnternal-loaus of aontrol-{g,- .45), the presant xesulta
suggest that the locus of control orientation of the
'subordxnata might moderate the effects of the quality of the¢ |
dyadic exchanga The ahove flﬂdlﬁg is supportlva of Dmenesch.
and Liden’s (1986) auggeat;on that individualadiffarance
'variables ahould be incorporated intu the leaderumember
 exchange model to\mnﬁrease the predlctive power of the model

in explaining_organisatxanal azioomes.

‘The inclusion of the var;able of structured management
"style into the model resulted in no main effect between

- structured management style and-job aatlafactlnn baing found
(211/14?)'# .28)3.Thi5 means that the variable of structure
alone explaihqd nb aigﬁificant additional ahount'pf'varianee
in job satisfaction. The reason for this finding may ba'ypat
the effect of structuring the subordinate’s job“ﬁay only be
beneficial for certair-perﬁonality typea G intaxnal lacus
~ of control) and not for otharsb This idea finds support in the
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11teratura whara Spector (1982} argu?s that a subordinata who e Qg”'

L

- has an lnternal 1ocus Qf control orientatxon w@uld typxcally
_prefer & more unstructuféd Bﬁpervisory style as internals ana

typically more self~motivated-and indapandent than themr

external counterparta. Externals, however, might’ prefar a more L

structured work role as they are more dependent on ‘their
environment for dlrectlon (Spector, 1982). Hence, :

: cunslderatlon of the variable of atructure alone may be

maanlngless wlthout spaclfylng mndlvidual differences in the _'

_ aample. N

The'third hypothesié also ﬁonaidered'whether

lncorporation of the varxablas of structured managament style

- and 100u%-of control into the model would explnln a
'~s;gnifiuantly -greater proportion of varianca in the other

_depenﬁent varxiable, namaly, work performanaa. Conaerning hoth

manager— and subordznata~rated parformanca, leadarwmemhar L

exchanga ymeldad aignlfmcant main effects explainxng 13% and
4% (raspectively) of varianca in wurk perfarmance (241/147)

10. 92; pe 013 and 211/159) 3.17; p< .05 rengctLvaly) Thi

result is supportlve of previous 1eaé§réhip.researﬁh which

found that a positive relationship exzsts batwaan leaderh

S

member exchanbe and work performance (Dlenesch & Lxden, 1935; o

Dockery & Stelner, 1990; Dunegan, Duchon, Uhl-Bien, 1992; - .

: Graen, Novak & Sommerkamp, 1982; Numne et ai., 19905, %,,

~ For both work performance mndels'(maﬁageré»and_“

subordinate-rated) the independent variables of structuré §nd

flsy,
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locus of control did not explain any addxtianal Elgnlficant :
1ncr¢%se of variance than the variable of 1aader-member |
_axchange alone Thls finding, Lnllke the job satxafactann -
-model, was contrary to expactations. A possible reasop for
this non-smgnxf;cant flndlng is that varzous dlfferences exist
~between the constructs of job satisfactlon and wcxk B
-performance (Petty, McGee & Cavender, 1984). For example, joh :
satlsfaction is not a Slmple canatruct Accarding to Warr, :
Cook and Wall (1979} job satisfaction is defined as’ the extent'_
to- which an ployee is. satisfied with the extr;nsic and
Lntr:nsic features of hislher job. ?urtharmore, aocke\(lsss) -
_ streSsas that the concept of satlafactlon incorporates a
global 1mpre&5103 which inccrporates buth pleseut and past
'51tuations However,_ he cpncept of wqu_parg9rmanca is
: narrower-as it is ganeraliy méésured?by takihg ah emp1uyeé’s
actual perfoxmance or work output (in the insurance 1ndustry
this is recordad as the numberﬂof sales) as a percentaga of °
projected target (Dick;nsun & O'Brlen, 1932) Hence, the two
independent variables (stxucture and locus of - cnntxol}, Wthhi
are coneerned.with_the manager—sghordxnata interaction,?may |
not have lent aﬁy assistance tb.the actual sales_of“ﬁroducta
‘which might be affactad-hy factors outside the cbntral ﬁf the
_amployee {e.q., the salas area and nature of cumpetit;on)
'_(Locke & Latham, 1984). Furthermore, a system or organisatinn
- exigts in dynam;c interaction with its environmeﬂt {Katz &
 Kahn, 19?8) Hence political and Bocio-economic factors |
operating in the wider environment may impact upan and

- influence the organisation. For.exagple,_insecurity and

.1? -
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ten51on surrounding the pro- and postndemooratio elootlon

periods in South Africa (Rpril, - 1994) manxiestad by violenoe f-

in the politlcaJ and industrmal environments, and offootlng a :
general mood of uncertainty about the future, may have |
undermined organisatlonal effectiveness, e Ty a deoroase in
sales performance. Thus, work performanoe, especi&lly in sales
industries, oan be.affocted by faotors outsxdo the dontiol of
- the employea, which may result in &n 1nacourate portrayal of '
an. 1ndiv1dﬁ?1*a true level of wﬁrk performance Howaver,

~ subjective measures of performanoa, such as the employeo

rating scale may take_advexae environmental - factora.;nto -

_adcouﬁtnm_o
Summary of Findings ~ e

The results of the presont stu&y revealed. that a-HigH _
Negotlatlng Latitude was indepondent of the 1oous of control b
orientation of subord;natea, watﬁ—regards to suhordlnates* job. "

{aatisfactlon and tﬁemr work perfoxmanoe This flnding

-ouggestad that thelloous_of oontrol or;entotlon of_the g ﬂf
R éuhordinatefdoaé not"m{4afaﬁoﬁthe'Qua11ty of the ménogez;
'suborﬂiﬁéteaoyadio_;élntionohip._Fufthormoréf_the'variahlo,of
_struotured managemoht'stylo'was-found,to be indepéndeht of the
guality of theé mangger-subordinate relationship, This £inding
soégéstad.that the concept of Negotiating Latitude does not
otake into acoount the'possibiiity that Subordinatea may need 2

3 varyxng degrees of structure in their job rolas. Finally, the

_orelatlonship betweon offaotive leadershlp and the vaxiahlea of

v

I
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job satmsfact;on and wnrk parformande reapectively,'?as_  
a;gnificant. When the variables of locus of control and
strquureﬁ managem&nt.styla were included iwto the 1ea¢er-_”'
- member exchange model locus 6£ contrnlgaxplainad an
additional 14% of uha variance in terms of the leadérship—'
satl 3fact1nn ralationshlp than the varlahle of Lm& albna, but
e aﬁditional-vaxiancg was explaxned_zn terms of thg '_.
leaderéhig-perfmrmance re;ationship by 1acus_p£-cﬁnﬁroi. The
variable nf:atxhcturmd management aﬁyle did not ek@iain'any.
additional viriance in terms of subordinate jnb sa“isfaction
and work performance than the variable of LMX almne. ' .
._Explaratcry resedrch on leadexship models, such.gg leadbe .
_-_ﬁember exchﬂn@e; is necessary in-qﬁder to bettarQéxpiain'
leaderahip outcomes muph as work performance and jéb |
' sat;sfactian, and to enhance the Jleadership modei by inaludlng

‘othex lndiVLdgal diffarence variablea.

. Limitations of the ‘gggg_gtuif

A number ef limltations of the prasant study ¢can be |
'identifled. For axampLe, the sample ugad in th¢ Prasent atudy
was predominantly Female, White and Afrikaans &peaking. The
greatey prapn*tlon of womer (le., 68%) in the Fample may limit
the genaralisah ity uf the findings to the m%le gendex N |
(Bluen, 1586). Evern thaugh the majority of suﬂjects were _

_ Afrikaans Bpeaking fie., 72%) the actual quas#innnamres were

: _admin;atered in Englxsh and not necessarily ;h the home '
96
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:languagé of-th§¥subja¢t;:Cd&séqﬁently, there ﬁa% a gréafeﬁ'?
chance of Subjacts mlsuaderatandxng the ltema, thus creatlng
poasible bias in the sampla However, subjects were prcficianf
~ in the Engllsn language as they wnrked in: English dnd the
. corporate environment is predomlnantly.Eng%ﬁﬁh-spaaking,
Furthermpré,'according tﬁ:Bluen (1986); ##analating the
- qaeshiopnairas.intn another la%guage-might'cause_vaxicus
problemé;'such'aa distorted meaning in translating ana"tha -
incorract underatanding of xdiomatmc phraaas Conaequentng
questiomaires were not translated and were used i the
original 1anguaue in which they had been constructed. |
-Nevertheless, various steps ware taken to a;d Afrikaans
'spaaklnq respondantssxn'campleting the questionnaires, such as
the ordar;ng of ﬁfrikaana cnvering letters befare English ones
 and admressing questionnalrea and envelupea in Afrikaana to
Afrikaans speaking zespandenta Furthermore, questionnaires

' were checked oh Lhair return for responsa bias or;abfia&ay
a:gns of the subjert misundexstand;ng the ;natruetiona ox .
AN

questipns in or&ax to. overcome theae potentlal confaunds o

relating to.langunge.

.Participation wag vélﬁntéry-even though volunteer camples -
may havé biased- the responsas obtained (Rnsnaw &fRaaantha1,
1976). However, reminder letters were sent out by the
 researcher after 2-3 weeks. According to Francel (1966}, the
use of reminder letters tends ta increase the response rate
. and reduce the bias encountered by volunteer aamples. In ozrder

'to ba ethical, only reminder letters ware sent out, as

g7



stronger rew;nder technlquaa hava been known. ta influence a

sample—negat;#ely (Rosnow E Rosenthal, 1976)

Lastiy, inuthe.pfesent réséarch'questionnai:eé ﬁare-
;_reiied upon ag a-meahs-éf data callectiﬁn. ﬁuturé feaaarch
doﬁld adbpt a multimethod approach'as a'beneficial HGans of
‘collecting data Where a variety of technigues are nsed, suﬁh ‘
as ihterviews and paturalistic abaerv&ticns_[hnaatasi, 1982)
However, much research has bean done by the usge of :
quest;onnairas a8 & means of data collectlon. ?urtharmnra,
 future research may beneflb from recezv;ng data from
- additional aources_othar*mhan the meediateﬁsuparvisofsUand-
their subord;nates,~@uch as peers who may act as 1ndependent
_observexs. - - . e S ﬁ?

P

 Theoretical Implications and Future Res

There are a number ¢f theoretical implications of the

present research, Sinbe-the prasant studyJwas-an investigation .

of a varmatlun of the 1aader-memher exuhanga model, reaults
suggest that the inclasion of work lacus of aontrol lnto the
'leadershlp model would assist in:the developmant of a
multivédriate approach-tq-leédership, Such ﬁn aﬁpxoach is
re@uired to understund 1éadership outcomeé as ménagers,
subordinates, peers, the organisatian anﬁ.tha éxtqrnal

environment all affect such outcomes (Dickinson & O'Brien, -

1198%). Moxe compgahenaive L¥X models mq§ involva consideration

. of various faCtors'(an., Paf&anality{forg&nisational pulicies

98
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and practlces) rg%ulring ﬁesearch to 1dentify them and
establish their infiuence on the quelity of the manager-

subordinate dyadic relationship:

Bven though work locug of control and supervisory
structurs impacted positively on subordinate job sétiafactiun,
- these two Variéﬁlas did not impact significantly on
‘subordinate work performance. Future research could examine
the diréction of the work locus of control-performance and
'supervisory étructure-pErformanca relationshi§~dver time uveing
a longitudinal design approach. Furthermore, even though in

the present study, both supexrvisor and subordinate measures of

performance were used, future research could assess more fully

the 1mgpct of work locus of cuntrol and supervisory structure
on performance by using additional measures, such as an

abjectiva-wbrk output measurh and behavioural meagures,

Resaarch has generalry ‘supported the efficacy of Graen s
Leader-Mamber Exchange modai in the North AEmerican and
Japanese organisational environments {Dienesch & Lmden, 1986,
Scandura, Graen & Novak, 1986). As evidenced by the positive
correlation hetween laade%—mambex exchnnge and'bothhinternal
locus of control and the;dapendent variables (job satisfaction
and perfotmmnce}, thé présent ragults support the ﬁtility.of
the leader-nember exchange approach in the South African
organiaatlmnal env1r¢nmant as well. Future research should

consider the concep@'oﬁ locus of control and supervisory

structure within the lpadership-satisfaction/performance ~ "

i

.!.'
P
g
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"ddmaln wi "3 other samples. The nature of South African

society, hﬁmaly, multlracial _pultilingual, and vastly '

dszering educaticnal levels miaht result in locus of contrbl '

and supervisory structure becamlng easential elements in the

leadership-satisfaction/perfoxmance damaln. Furthermore, it is

advisable to cpnduct research wuthlﬁhlndustrlas-hesi&es the_

insurance indusgtry.

Fanally, the present findings are supportive of Dieneach

'and Liden‘'s (1935) suggastion that indiv1dual differance -

variables ¢§n be inca:porated'lnto-the leader-member exchange

' model to increase the predictive power of the model in -

eiplaining organisatidﬁai'dutcdméé. The dévélopmenf of the
leaderumember exchange model can be furtherad by cont:nued
y of auspected antecedents of d;ffering Euparvisor—
subordinate relations and the effecta of these differences,  o
from hoth the manager’s and the suhoxdinate B perapectiva, onf
leadarship ovutoomas. For axample, in the preeant atudy four |

variables were used, namaly, work locus of contral,

superv1sory atructure, subordinate job satisfacticn and

' performance. In search of a multivarlate apprcach, future

research could examine additional variablns, including both

intrinsic (1e., Typenn persanality, organisational cammitment,

personality andﬁattitudns) as well as extrinsic factors (ie.,

incentive schemes, appropriate rewaxds, and organisational
procedures) The present study thus provides implications far

further model building.
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In a broad eenee, the maln pract;cal lmplzcatien of the

- present zeaearnh is the patential for enhancing the. quality et
“the manager—suberdxnate dyadic relationship. Increased qnality
of the dyadic exchange will have a s;gnlfmcant impact on the
performance and ]Ob aatlefaction levele of eubordinates. More-'
.specxfmcally, eupervieere can be taught to identify the locus
of control erientation of each. of theix eubordinates, and '
manege aceordingly. Given the flndlng of an inverse
corxelatlen hetween internal locus of contrnl and atructured
management style (= .22), the assessment of each
subordinates’ locus of ﬂentrel orientatien may allaw
'nsuperv;eors to ellecate ‘their time more effectlvely, by
.pfovining-greater-degxeen of Strnnture to the-wbik'%oles of
lndlvlduals with an external locus of control orientation than
to internally—orlentated_suhprdinates who typically require
more indepéndence on the job. Thue, SUpervisors could be
tralned to prV1de appreprlnte 5upervisory behavioux for
subordlnatee depending on the thent of their enbord;natea"
lequs of control orlentat;ona.

o Lastly, due uo the critical shortage of managerlal
personnel in the Sauth Afrxcen industrial environment
{Chalmers, 1986), thg v ir u strong practncal need for _
'purening new and impravea approaches towards organlsatzonal
leadership within South Africa. Furthermore, glven that the

number of organieatione implementing affarmnnive ‘action
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poliaies has risen by 25 parcent in the palt twn yeara =

'(Webste:, 1994), black racrultment and Qromotion is on the :

-.»,J
inareaae\én SQuth afrlcan nrganisatzons Furthermore, ﬂue to

factors snchpas a ;ﬂck of adequate education, there is a

possibil;ty that many black-ﬁouth Afﬂican workers may function

"

with an external locus of cuntrol orientation (Nunns & fj
Pentreath, 1992) Superv:sors naed to be—made aware of this | f
_phenamenon and adjust themr superviaory behavmour accoldingly.;-.
_Tha prasent flndlngs suggest that one smch way is to structurg
'the wnrk roles ot these emplayeea to a greater degree. __  ;=F
\'\l e:
i (j;‘
Y »
j
A :

: b o

. % . * = __'--""".-‘J. . .
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amemm_ INFORMATION

“Deax
Please provide the ft;i]_.lbwihg information about yourself:

Name of the Branch:’

_Gaﬁriérz_'Mag.s_.-/_lee_ _' ’fr o - a

 Home language: ._

Rducation {h'i'ghést iév.el- "p.'a'sfe'ad') :

Hoﬂe 1ong have you bean employed by your present company?-

I,

o Yea::s _ “Months '
How -lang haire you been working in yo}u pre_s?nt 'positiah?'

‘.’%

The following questions w;.lJ be asked concern:!.ng each of t.l;é-'-

sl a
P ‘l
i

follow:mg people whom you supervise:

0

| Pleaae complete each quest.mnnaire wi‘hh apecifa.c referanca e th«a |

one parsan whaae name appears on that questmnnaire;

122
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. BIOCRAPHICAL INPORMATION .

A=

P

Please pravide the followjng information about yourself:

b

Name of the Branch: _

| Age (in yaaxs):-' 
' _ g

Gender: Male / Female

Home languages

'_Educagion {Hi§he§t ievél'passed)gl'

How iqﬁg have you been employed byjypur:preééﬁt company?

e Years . _, Months

" How long have you been working in yout present position?

#

N
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Leader-Member Exchange Scale '(MerﬁbéfFo;'m'

~ APPENDIX B

e

 (Scandura & Gtaén, 1988) 7 o

o




RS

 conmpmma

. Here are some questions about your auparvisarimanager,

| apenly and honestly regarding this person. Indicate your
 answer by marking only one of the four possible re:pcnses to
each question with & cross (XJ. .

L]

3; - Do yuu uaually feel that ybu'kﬂDW‘ﬁhera you stand Y

. Ploasa answer the following guestions

‘do yon usually know huw satxsfied yuur supervisor 13 with

%hat you do?

iA.- alvays know where I stand
% - usually know where Iistand
C‘u aeldnm know'whara I stand -

| D - - never knnw whare I stand

2, How wali do you feel that ynur supervisor underatands
your problams and needsg?

- comgletal#
B - well anaugh
o C - some hut not annugh

D - not at=g11

%

o

(e _ - |
3. Huw well do ynu £eel that yuur supervisor xacngniuesJyoui
potential? ] _ I

B = fully

| Bf--as mach as the next person
- seme hut not. enaugh | |
D - not at all o I



4.

B « no chance

A - certa.inly would T

.

Regardless 0:6 hoy muc:h authority your auperviscr has built .
into his or her position, what are the chances that he or

'she would be peraonally inclined to use pr.ma:r: to help ytm

solve problems in your work?
A - certainly wnuld .

B -Dprobably would

C ~ might or migh't. not

D = ne chanca

'aga:i.n, regarﬂleas of the amount of format anthority your
supervisor has, to what extert can you count on hia or hexr

to help you out at his or her expense when you mlly need

it.?

L$]

B - probabl_y muld

Ehe)

C - might or .might rot’

1,
. 1

: 0
I have enough confidence in auparw:.ao:: that I wounld
defend or justify his or hex dacis:lo:hs if he or she were
nn‘l: present to do so? _ .

A ~ certainly would _
B -;'pﬁ:obably would o o _' - | R |
D - p::ob&bl_y not | ' T

:How would you charact;ar_iae yom: mrking mlationaha.p

 with your supervisor?

| A - extrema_ly effective

B - hettej: than é.ve'rage”

c - about average )

D - J.ess than average ' .
. I26
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- c@ﬂﬁnmma.

R _ _ _
The following it.ems deal with vag::.ous aspécts conuez:n.mg yoar
job. Please indicate the extent to which you agiee or disagree

with each of the fcllowing stat.emants by marking a gross gx) aver
- the relavant. hlock. : o

1. A job is what_jfdu' make of it.

2. On most :mhs, people can pretty much accamplish whatever
they set out to accomplish. _ _

1 2
DISAGREE . DISAGREE
~ VERY MUCK | MODERATELY

3. . If employees are unhappy with a dec:.saun mada hy their
‘boss, they should do aomath:u.ng a.baut :.t. '

3
LISAGREE
SLIGHTLY

1 -2
QISAGREE | DISARREE |
VERY MUCH | MODERATELY

RS



6.  Making money is primarily a matter of good fortune.

1 oz 3 © & .5 N T
DISAGREE | DISAGREE - FISAGREE Wi SURE AGREE . ABREE ABREE VERY
. VERY Bﬁiﬂ’l MQDERATEI.Y- SLIGHTLY . SLIGHTLY KODERATELY MICH

: '_7. . Most pec-ple are capable of doing theu: joba wall :.f t.hey Lt
- make the effort. _ _ “ . 3

' 1,"'2 ' a o 5 | § 7
I orsaemee | orsaier | orssesee HOT SURE AGREE AREE | AGREE PR
VERY MUCH | MODERATELY *| SLIGATLY SLIGHNILY | MODERATELY Wi

i

8. In prder to get a mal]y gaod joh you need to hava ”
family members or friends in high placea.

5' .

1 .
_DISAGREE
VERY HUCH

9. P;bmtiﬁns are usually a matter of g’omi fortune.

g 2 3
DISAGREE DISAGREE DISAGREE
VERY MUCH { MCDERATELY I SLIGHTEY

_ﬂ

10, Whan it, comes %o landing a real].y good joh, wha you know
is more import:ant than what you know. o

T 3 4 5 |
DISAGREE | DISAGHEE | DISAGREE HOT SURE MREE AGREE
VERY WUCH | MODERATELY | SLIGHTLY N CSLIGHTLY | WODERATELY

Ty NEN-ESREES, Tos i e SRR S DUV £

11. Promotions axe gim to employees who p..rfo::m wall on - -
. tlla jahn A B ‘.'. ot




12, - o make a lnt of money ynu have tq knaw the rlght  :[

peaple.

1 e
DISAGREE DISAGREE

VERY HOCH | WODERATELY - |. SLIGHTLY |

13, 1t takes a lot of luck to be an outstandmg emplayae on_".' .
WOST jaba. R _ s

4 5 B
NOT SWRG | AGREE. AGREE | AGREE YERY
o : uuaenmm T

| HODERATELY

K3

14. Peoplct?who perfam t:ha:l.r 3obs well generally get

e |
= j."=mm===a'. S e -;:“f"_'.a.'_g,:_;ﬂ ORI

" T 2 3 |
- pisacree | prsacnee | pisamee | -
, VERY MUCK | MODERATELY -{  SLIGHTLY .

15 . Most emplayees have more 1nf1uenca on thcair suparvisors o

thantheythinktheydo.

— e
DISAGREE | DISAGREE
VERY MUCH | MODERATELY

16. ‘The wain: difference between people who .make a lot of
money and people who mp*» a little money is luck. -

er | prsarer | | kmez
VERY MUCH | MODERATEL | | wooeRaTELY

o
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Goal Setting SUb»Sca!e ofthe Mlchlgan Organlsatianal o

L Assessment Questimmalre (Seashore et al., 1982)
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B  CONFIDENTIAL

~ whe(following items deal with the degree to which managers .

strocture their ‘subordinate’s job. Please indicate how true or’

X false the following statements are: :Eo:c you by marking a cmss {x) N
~over the re:l.avant block in reapect of i

1. I make sure that be/she bas clear goals to achieve.

3'. I make J.t claar to this auho:dimte how haishe shtmld do )

h.ﬂ!he:: job. _

132 .
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APPFNDHX E
Employee Flatlng Scaie (Graan et al 1972)

'(supemsor_- and S"b_m'dinat&s'aied measure_s) L
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'CONFIDENTIAL

'Plaééé circle the appropriate number that describas your

response for each of ﬁhe_follawing'quastione, in respect of

4.
5.

woilk: is done zight. =
Beﬁ%ax than 1 but not ﬁully 3.

waﬁ:chﬁd .

_Bette# than 3 but not fully 5.
_Alwaya tan be counted on not only to perform assigned
_johs wnthout being watched but also to perfazm, without

bei_i;told, cther jobs that should he done..n-

ﬁ "i -

which might affect hms/her work.

\I- S
{-.

__gggyggglg_gz This aubmrdinate maintaina high Btandarda
' of wrk and perfams all needed WDrk. :

' Always cuts corners; must be watched closely tc mﬁke sure

T

Can Jie counted on to perform asa;gned jobs wmthout bexng

f ggg : 'This suhoxdxnate sees actions and changes L

Always fails to see even the big changes in his/her wngk

surroundisigs until thcy are almost out of control.
Better than 1 but not fully 3.

~ Usually.sees only the big changes in his/her work and

jSurroundxngs _ _ e
‘Better than 3 but not fully 5. .o Bt
Always sees the Jittle as well as the blg changaa in .
his/har work and surroundings.

134



C.

.

2,
-3

'

5.

5.

SKILL IN DEALING WITH PEOPLE: This subordinate does and

saya the right things at the r;ght time.

'}fﬁ,

In *hot® situataoua with othar panple, this persnn always __' -

- does and says things, that make the problem worse.

Better than 1 but not fully 3,
In “hot“ situations with other people, this permon '
usually does and says things that do not make the problem

:-worse.-,:i“ :

Bettar than 3 but not fully 5. _ :
Bven 1n““hnt" sltuations with othér peaple, thia peraon

-'almays #aya tha r&ght thxngs to cool the people down, .

Jf, _ )

gt

1
i
i
’r

. PLHNHEN@: mhia ‘subordinate makes good tise of tim@.

aguiﬁment and peapie._.d

_E%qh on;ﬁaily-rbutine wofek, this person nafdly.ever_ﬁleké |
out. the moxe important job to do fivst, ard usually makes

posxr use of time, and people to get the jab done.
Better than 1 but not fully P '

‘Usually can pick out the most important jab to do fmrat

and usually makes gocd use of time, eguipment and paapla
to get the job done. . .
Bettexr than 3 but not fully 5.

‘Bven when overloaded with work, this person almost always
picks out the most important job to do first, and almost
-always makes the besk use of time, equigment and peaple

_ _to get the job done.

138
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4,

5.

e
- 2,

9y

2.
- 3.

A

KNOW-HOW AND JUDGEMENT: This auhordmnata has the knnwahow__

and judgsmant needed to do the right jub.
3% \ :

Ris/her work shows that s/he does not have enough know-

" how and judgement needed to dc the basic job.

Better than 1 but not fully 3.

. His/her work shows that s/he hag adeguate or average

know~how and judgement needed to do the basia job.
Better than 3 but not fully 5.

. ‘His/hexr work shows that s/he has outstanding know-how and

judgement needed not only to do the basic job, but to
foresee and handle unusuzl job problems as well,

kS

g: in meeting work

-

A

n
)

-This employae wmll ba a claarly unaatisfactory pexformer.

Better than 1 but not fully 3.
This employee will be a satmsfactory parformer.
Batter than 3 but not fully 5.

Phis employee‘w§ﬁl be a clearly outstanding parformer.

This amployhe is clearly an unaatiafactory perfoxmar..

. Better ghan 1 but not fully 3,
‘This employee is a satisfactory performar.

Better than 3 but not fully 5.

'Thms employee is claarly an outstanding perfarmer,

136
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' CONFIDENTIAL

- Please xate your own work performancs by 1ndzcat;ng the"

appropriate number for sach gquestion. Please indicata the rating

(1~5) that you feel genuxnﬂly reflects your own level of work .

‘parformance by plauing a cross (x) over .the apprnpriate numhsr.

A. DE gggggxnlmfz You maintain high atanﬂﬁrds of work and
R pexfoxm all neaded work. ' : ;-
. g
1. __Alwhys cut cornars, must be waxched closely to make sure
- woxk is done right. T : _ B
2.  Better than 1 but not fully 3, : . .
3, Can be coufited on to perform aasxgned ]Obs without being

- watched.
4. Better than 3 but not fully 5.. _
5. Always can be counted on not only to perform aas;gned

jobs without bbing watched but also to perform, without
bemng ‘told, othax juba that should be ‘done.

&
.1 )

' B. ALERTNESS: You see actiuna and changes which might affact
- your wnxk.- : :

1. Always fall to see even the big changes in ydur work
. surroundings until they ars almost out of .control.

2. Better than i but not fully 3.

3. Usually see only the big changes in your wﬁrk and 1\

o surroundings. _ : -

4. Better than 3 but not fully 5.

5. Always see the little as well a8 the big changes in yuux L

work and surroundings.

137.
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L.

5.

4,

"say the rxght things to cool th paople down
»

_IN DRALING WITH PROPLE: Yon ‘do and say the right
things at the x;ght tﬁma ' o

&

In “hct“'situations w:th bther pedple, you alwﬂya do and '

”aay thinga that make the problem wnrse.

Better than 1 but not fully 3.

}_In "hot" situations with other paople, you usually do and
. pay things that do not make ‘the proﬁ%em worss. '
- Better than 3 but not fully 5,

Eveh in *hot' situations with other paople, you always

Y

.\\ ) : o=

IS ' 1 : .

| m;__; “You nake good use uf time, aqu:.pment and v

people. _
. ]
°

Even on daily rautina work, you hardly ever pick out the o
‘more important job to do first, and usually make poor uaﬁ
of time, and people to get the jab\dana. I “j

Better than 1 but not fully 3. . - h
Uaually can pick out the most important job to do first ;

“and usually make good use of tim@, equigmant ‘and pegple =
" to get the job done, | ?

" petter than 3 but not fully 5. . :

" Even when overldaded with work, you almost always pmck o
out the most important job to do first, and almoat always
make. the best uaa of timﬂ, equipment and- paopla to get
‘the joh done. |
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-judgemanx naeded to dn the xight jab.;

‘You will be

PRESENT. LEVEL OF PES

[+]

U

Your work shows that yeu do not hava anough Xnow~how and

'-judgéhent needed to do the baaic Job.

Bettexr than 1 hut not fally 3.

Your work shows that you have adéquate or avarage knowm

. how and judgement needed to do tha basic jaba\\— e
. Better than 3 but not fully 5. - :

Your work shows that you have outstanding kndw-how aud
judgemant needed not onky to do the basic jaﬁ but to

\.  forasea ﬁnd handle unusual jub problems as well,

'i:g'Iﬁhﬁaétihg work

_Yon will be 1claarly unsatisfactary pexfarmer.f
' Better than 1 but not fully 3, :
: You will be satigfactory parformﬁr.

but not fully 5.
_clearly outstanding parfcrmar.-

Better than

@ ;a'm ya m

You are clearly an unsatisfactory performer.
Better than 1 but not fully 3.

* You are a’satisfactory performer.’ Ij'

Better than 2 but not fully 5. @
Yon are. clearly an outstanding performer.
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APPENDIX F

&lnp Satisfaction Sub-ScaIe of tha Work

an&’ Life Attitudes Survey (\Marr ot al., 1979)

t@
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The following items deal with various aspects of your job. Pleass
indicate how gatisfied or dissatisfied you aré, with respect o
each of the following aspects of your jgab by me.rking a cmas {\I
ovexr the relevant block. _

1.  The physical work conditipns.' . A

A 8

o 4 ¢ £ F B
*EXTREMELY | VERY "} MODERATELY nm suaz MODERATELY | . veRy | ExREmELY
DISSATISFIED | DISSATISFIED | DISSATISFIED SATISFIED SATISFIED | SATISFIED

" ; R

n . o : - T ;

| _EXTREMELY VERY HOT SURE
DISSATISFIED { DISSATISFIED :

MODERATELY
SATISFIED

3.  Your fellow w::rk_eftx.l- R L

- _m\:ﬂmﬂ

oa N . g T
EXTREMELY Lo vERY HﬂDEMTE . HU!JEMTELY VERY EXTREMELY

LS
DISSATISFIED : DISSATISFIED_ 1= _ SATISFIED - SATISFIED SATISFIED

A : ] E F.
I TREHELY VERY HODERATELY HOT SURE | MODERATELY | - VERY
DISSATISFIED OISSATISFIED [ DISSATISFIED SATISFIED - | SATISFIED

EXTREMELY
SATISFIED

141



5. Your immediate

A. X
EXTREMELY . | - wERY
DISSATISFIED | DISSATISFIED

poss.

E
MODERATELY -

HODERA :
DISSATISFIE!J SATISFI

6. The' amount of responsibility you are given,

A
EXTREMELY

VERY
DISSATISFIED | DISSATISFIED |

T I TR h—

b g
| MODERATELY .
| SATISFIED

F

6
VERY | EXTREMELY
SATISFIEG | - SATISFIED

ONERY
“SATISFIED

EXTREMELY
SATISFIED

. _EXTREHELY o
| DISSATISFIED

" | DISSATISFIED

_E. _
- | MODERATELY -
7. | SATISFIED,

VERY -
| SATJEFIED

EXTREMELY | -
SATISFIED

&

MUDEMTELY i

NOT SURE mnmrm
- ] SATISFIED

" SATISFIED

G .
EXTREMELY

9. Induatrial relations between management and worke::s in

your £irm.

A "a_

EXTREMELY - YERY '
DISSATISFIED | DISSATISFIED

g
EXTREMELY

 SATISFIED
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-__10'._ . Your chance of promotion.

C
HODERATELY
DISSATISFIED

ey :

"1 SATISFIE

11.  the way your':_fim is maﬁaged'."

St e

e =

EXTREMELY |  VERY
DISSATISEIED | BISSATISFIED

c .
MOOERATELY
DISSATISFIED |

E
Wot SI.IRE \ Mﬂﬂﬂl&?ﬂ.\'
SRTISFIEU

12, The att;entionf made to -suggestion_s you make., '_ .

MODERATELY

A B
EXTREMELY - VERY
PISSATISFIED | DISSATISFIED

1 BISSATISFIED

s
C
MODERATELY

13.  Your hours of work.

A
EXTREMELY

J DISSATISFTED

-| SATISFIED

£ . . F
HODERATELY . VERY

‘n

" EXTREMELY

SATISFIED

" .
HODERATELY

"SATISFIED

: o B "
"EXTREMELY

"SATISFIED | SATISFIED .

14. 'I‘he amoum: of variety in your job.

- EXTREMELY
DISSATISFIED

[
MODERATELY

DISSATISFIED |

. _E
HODERATELY

SATISFIED

E
MODERATELY |
SM’ISFIEB

=
VERY |
SATISF1ED

6.
L EXTAEMELY
SATISFIED

SATISFIED | .
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- UﬁWERSiTY C}F T!‘i@ W'i"l"’h"lfATli‘.R..""::Rﬁhl“l]20aﬁ JOﬁAHHESBURQ

PrivateBaga wmzoso South Aftica » Teiearams Uniwils Tejexa-z'nzss:\ Teiephonemll)?lﬁcnu:

A

. m;mmmmmmmdmmmmmummummmm My' N
'smmmnmmmapmmmﬁngmmmmmmmmmmmm '.
inslult beroepstevredenkied on werkvervigting. Ummhmsommdmmmymmmmmw'. |
om my naversing bier ult te vear, Ek vertrou dat die resultate van hierdie navorsing muttig yal wees n
mmmmpmmemmmmwmpmmm m&dehierdiamorslngte-

' I_vammakﬁhulekdﬁmrdwhdlmumwhnﬂd&ﬂﬂmwummﬁngumdmdie o
ingeslote vraclys te voltool ten opsigte van die werknemer/s onder u bestuuz, dit behoort nle meer ss 5 .

 mifnute per werknemer e heem nle (vrae sal betrekkiog he op 'n waksimum van vier werinemers), Let
.assebuetdaampdatd!emmmemvsaumrkmmnpa&evmmvmhm mnemlelrsmm'
ws&ltﬁw!mmmmd'mmmmm ’ :

'- L/ 1
(ﬁ.

| mememisommmmmawmmmwwmmmmmmumm, o
hetekbesluieom dltnhverderhwﬂulnie. Ekhmpﬂutdknniemyﬂefﬁlmmmaknie. '

“o

'A&oaﬁ&thﬁmmumﬂmhhnmmmmthﬂnpmmmmw -
Eemkaf,mdemmmekomaﬂehdiﬂduelemd}mwmﬁnﬁkmmm Dic ontwerp van die
vxaelysvalangmldatnmmurshnkmoﬂwud.ma&fﬂltaahﬁﬂwmmﬁkammomﬂtkmm

. indlvidueele resultate efinligﬁng in verband met enlge bestuurder te onderskel ni¢, Om u Mkmm
vesgemnmk,word'ngefmnkeerde koeveuhhrbymgwlult. Plaasasaehllerﬁlevo!midnma!ys

| kom'ertenstuurditnanmyterugbydleﬁnivmitelt. -

U sameverkiig ea bydras om bierdie navorsiog e vergemnakllk, word apreg waardeer.
, DieTme o .
| COLIN ABRAMS o o o 1es

!

R~

' ivetsity of 2 atersiand rejects rmelsm and raclal segregaton, 3t is commitied to non-discrminstion pariulaly ln the constiution
The Uni ty of sne Nln of ks nm‘l«!n Horh in the wum 'mrlﬂ:lmmmn of Its <taff and bn s nﬂminlumkm o
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| Iam pmsmdysmdgﬁmgrarmymamrs digree i ‘Industriat rsmaxmaamuwm afﬂm '
Witwatersrand. My avea of study focuses on the relationship between manaaemmt effectiveness aml work
attitudes tnciuding job satisfiction and job performance, Yous company has kindly granted me permission
to mnductmyremrchhm. Xt is hoped that the vesults ofthis:-esenrch womdbeofhmeﬂtm thew
in which penple are mmged in organlsaﬂuns such as youra. :

| Inordertofadlitau thls mmxw@wmﬂy@mmmmﬁmwmﬂmﬁemﬂed_ o

quesﬁmmmmngpmbmmepmonfs whom you snpewlse.',rhis shenld notl:aks lonwthanabont o

5 minuates per subordinats (questions will be concerned with 3 maximum of four snbordinates) Please
eomplete each qmtimalw wiﬂn ﬂpeclﬁc reterence to ﬂm i;grson wi:m mame appmrs o that
questionnm E '

&lthau@lhmagreedmprwﬁdeymorgnnlsaﬁmwnhammqofmmﬁndhgs all
indiﬁdnal mpmmmhmmdﬂ&&emmm Bemnsa of&ndes!gnufthemeamh,

) Ineed to knnwynurme, howem,ltwﬂllﬂtheposslhle !ormcompanytoidmﬂlynnyindividunl

'persons mponsasn- or inro.-mntinn pertninlng to nuy single manager To facilitate thig 1 have endosed B
_ selr-nddressed envelnpe. Please pat your comPleted quesﬁonnaim In the melope and retnrn i fo me at e
the Unmrszty - |

Thank you very tmuch for your assistanee in this reseurch.

‘Yours sincersly

COLIN ABRAMS . * o B

*  “The Universlty of the Witwatersmna rejms racism and sl s:gregatlan Itis cnm o uundlscﬂmhmﬂnu pamwaﬂy in the comtltutinn
he y &’ of its stindent body. in the sclection and promiotion of is SorfF, and In Rs adminkiration,
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Gengle ____
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Ek studeer- tans vir n Meestersmad in anvfsiellnmde aan dle. Unimsmjt vau die Wltsvalemmnd.. My

 studievedd is toegesplis op die verhouding tugsen Immum siioktivitelt en organissnmm mnlmte, vt Y
: mluiimpmme&euwmwng. [t} m«ganisiemso vﬁmd&ﬂkommytaemmmlng togee -

,__'_Fﬁiernitlevou-. Ekmmﬁatdhmhmmmemle mingnntﬁgmlmm
upslgte van ﬂﬁ:man!erwaropmma heshmrworﬂlnmaatskapm soos hierdle. Ten einde hlerdia

[y

mvarsingtewgemaklﬂs.mlekditmrdw}nmenu suvriendelikmlwm omusammkingtewﬂm |

dnnr die ingeslou waeb-s te vnlmoi, wai nia Bnnger as hougauns 20 mllmte sal dum' e

- Die venelys is ompmmxmnmmmmlmmategawmmmmmmmmmm, |

hetekbeslmtmﬁitnﬁemwvmﬂm. El:hwpdntd!tumonyﬁeraulmnmknie.

Alboewel ek ooreengskon - masﬁnmm:e'nmmmtngmdlﬁeﬂnd&ugemdmmmﬁg-
' mmmr,mmmmmwlewmmmmmmwmm Die ontwarp vom die
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