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ABSTRACT

The industrial supervisor is the classical example of the 'person in the middle' or
the 'marginat person’, Placed between manegement and the workforce,
supervisors encounter conflicting expectations and demands, For the black
supervisor in South African industry, these problems are exacerbated, typically
having been promoted from the ranks and operating at an essentially white
managemetit - black workforce interface. Previous resenvchers have discussed the
* dysfunctional consequences faced by these people and, further, have alluded to the
- possible relationship between this and supervisors' dual foyalties. This research
examines the marginality of black supervisors and how ihis relates to their possible
dual commitment, Towards this end, a psychometrically sound measure of
psychological marginality was constructed, following which an empirical
investigation was undertaken o investigate the relationship between black
supervisors' psychological marginality and their dual alleglances, Factor
snalytical techniques revealed that black supervisor's marginality comprises two
variables; namely, management marginality and worker marginality. The
relationships between both marginality variables and levels of organisational
commitment, union commitment and dual commitment were not significant. This -
suggests that the management and worker marginality experieaced among black
supervisors is not related to dual commitment, unilateral commitment and -
alienation, Implications of these findings for theory and practice are discussed and
directions for future research provided. The primary shortcoming of the study
was small sample sizes as a result of the sensitive nature of the subject. However,
this was mediated by the rigorous methodology adopted throughout,
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CHAPTER 1

THE SUPERVISORY ROLE

Souial, economic and political changes in South Africa have resulted in the
industrial supervisor's role becoming increasingly complex (Spence & Spence,
1986). While South African managers have shown heightened concern for sound
industrial relations in the post Wichahn decade, black workers have increasingly

~ demonstrated rwareness of their collective strength and their power to initidte
change (Bluen & Fullagar, 1986; Heffer, 1983), Consequently, occupants of
supervisory positions at the management-worker interface, have had to confront
additional challenges to those demanded by the roles they perform (Alfred, 1984;
Cunningham, 1981; Dlamini, 1985; Spence & Spence, 1986), Considering the
critical influence supervisors have on the functioning of organisations (Sasser &
Leonard, 1980; Piron, Human & Rayah, 1983), writers have placed an increased
emphasis on the functions of supervisors in South African organisations (Piron,
Human & Rajah, 1983). :

The Supervisor's Organisational Role

In the workplace, first-line supervisors are referred to by a number of functional
names {Child & Partridge, 1982) such as 'foreman' and ‘chargehand’. However,
for purposes of clarity in the present study the term 'supervisor' will be used to
deseribe any person performing the role of a first-line supervisor, Although the
term 'supesvisor’ alludes to any organisational member to whom other _
organisational members must regort, this term is usually used to refer to first-line
- management or that level of management at the bottorr of the managerial hierarchy
(Bittel & Ramsey, 1982; Kabat, 1783; Muczyk, Schwariz & Smith, 1984; Piron et
al., 1983; Warrick & Zawacki, 1984), : _

The work performed by supervisors differs from that of more senior ﬁlanagerﬁ )
(Bowen, 1977; Peters, 1976; Sartain & Baker, 1972). Supervisors are primarily



concerned with the transmission of orders to employees who are clearly not part of
management (Bowen, 1977), While other managers supervise indirectly through -
- subordinate managers, supemsors have first-hand contact with their subordinates
(Bittel & Ramsey, 1982; Sartain & Baker, 1972). Further unlike their superiors
who are able to delegate decision making, the supervisor's decisions have to be
imads personally. Finally, while higher managers plan their work objectives over
short and long-term time spans, supervisors plan work on a daily basis (Peters,
1976), Therefore, supervisors-constitute the link in the chain of organisational
command which joins management and the employees on the shopfloor. As such,
the supervisory position will involve directing the efforts of subordinates, with the
intention that subordinates effectively execute the plans and policies established by
senior management (Bowen, 1977). Hence, supsrvisors perform a task-directive
and a group maintenance role (Reitz, 1981).

Supervisors perform the dual responsibilities of leadership in that they are directly -
responsible for 'initiating structure' atid 'consideration’ amongst workers (Carvell,
1970), The initiation of structure describes the exercise of authority, maimalmng
discipline, defining performance standards and evaluating subordinates’
petformance. 'Consideration’ describes the inter-personal and social relationships
they have with their subordinates (Carvell, 1970). Stated differently, supervisors
perform in three organisational subsystems; namely, the technological or technical
subsystem, the human or interpersonal subsystem and the structural or
administrative subsystem (Dunn & Stephens, 1972; Goldstein & Sorcher, 1982;
Warrick & Zawacki, 1984). Consequently, Bowen (1977) writes that supervisory -
work demands technical skills required to accomplish tasks at hand, human skills
needed to work with and through peaple, and conceptual skills enablmg
supervisors to plan and organise work.

Operating a0 they do in numerous organisational subsystems, supervisors may
frequently encounter dilemmas, From the broadest perspective, supervisors may
be pressured from two directions while simultaneousty assuring that production
levels are maintained (Muczyk et al., 1984). As the person with dirvet authority
over emtplayees engaged in shopfloor or office operations, the supervisor's
position iy usually regarded as a managerial one. However, while supervisors are
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not operating employees, neither are they policy makers (Child & Partridge, 1982;
Dunn & Stephens, 1972; Strauss & Seyles, 1967), Supervisors are required to
implement policies and decisions which they have no say in formulating, Further,
while other members of management who may or may not be involved in
formulating policies, can divorce fenselves from shopfloor problems, supervisors
are often the target of the workforce's grievances. That is, because stpervisors
arc viewed as management, worker discontent over policy decisions is levelled
against them, yet they have had no part in formulating these policies, nor are they
in a position to change them, Further, researchers have questioned the validity of
including supervisors and more senior management in the same grouping,
Sarakinsky and Crankshaw (1986) suggest that supervisors may best be classified
along with the workers, Others (Child & Pariridge, 1982; Dunn & Stephens,
1972; Muczyk et al., 1984) view the supervisor as operating on the worker-
management interface, and submit that because they are faced with their own
peculiar pressures and demands, supervisors should be classed in & group of their
‘own, Whichever way.one chooses to view the supervisory position, there can be
no doubt that incumbents of supervisory positions ere placed between management
and the workforce, having responsibility to both. Consequently, supervisars have
come to be known as 'the maxginal people of industry' (Child & Partridge, 1982;
Fletcher, 1969; Human, 1984; Piron et al,, 1983, Wray, 1949), '

The Black Supervisor

The removal of statutory legislation limiting black advancement, and changes in
managerial policies within organisations, have resulted ia an increased tendency to -
promote black employees to supervisory positions in South African industry
(Human, 1984), However, according to Allen (1983}, all parties involved in the
process of black upward organisational movement have to a certain extent been
caught unprepared, Similacly, Beckett (1980) writes that as blacks ascend the
organisational hierarchy, assuming positions which traditionally have been
regarded as 'for whites only', both they and their subordinates are experiencing
unexpected difficulties. A number of factors can be submitted to explain this,
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These include the following:

) . Black supervisors are placed in task-directive roles with which they are not
familiar (Dlamini, 1985). Historically, South African blacks have been
under-represented in positions of suthority in an industrial system which is
primarily white conirclled (Allen, 1983). Significantly, it is in their
labour that black South Africans have made their major contribution to
industry (Yones, 1984). The black supervisor, therefore, has been required

_ to reverse roles from one who is supervised {0 one who supervises.

if) Black supervisors find themselves operating in a 'white world' in which
they are a minority, According to Beaty and Harari (1987), black
supervisors' closer proximity to white co-workers may cause emotional
problems of their own. Expectations of authority, responsibility, and
possibilities of promotion created by assuming their new role, may never

~ be realised, Resistance from their white peers, the incongruence of their
expectations, and the realitics of their situation, may only serve to heighten
their frustrations,

i) Black supervisors ofien are not entirely accepted by their white colleagues.
Research has shown (Hofmeyer, 1983; Human & Pringle, 1987) that
black supervisors perceive themselves as not being wanted in the "white
world'. Further, the introduction of black supervisors into a position

* which traditionally has been reserved for whites has effected a backlash

among certain white supervisors who feel thal their positions are being
threatened (Mackay, 1986). Consequently, the negative attitude of whites
at the lower management levels has been identified as a major problem
(Watts, 1986). |

iv)  Black incumbents of the supervisory role may be viewed as traitors by
other blacks who regard their supervisors' management affiliations as
evidence of their siding wilh the oppressor. Black South Africans tend to
view social, political and eccnomic grievances as inseparable (De Beer,
1983). No matter how limited the powers of black supervisors ace, in the
eyes of their subordinates they remain the representatives of an unjust -
white management,



v

vi)

Ncube (1986) writea that when a black person is promoted o u supervisory
position, he/she is promoted as an individual. However, Ncube (1986)
continues that black South Africans usually operate on a coliective basis,
and that as members of the black community, black supervisors are
expected to actively identify with social movements in the townships,
including stay-aways,” However, as members of management, black
supervisors would also be expected fp identify with managerial policy

 which may require them to defy these social movements. - Consequently,

black superv'isdrs may well experieace opposing loyal_ties_, oblig_ations, and
expectations from significant others, which in il likelihood, will conflict.

The problems facing black supervisors are exacerbated by their operating
as non-whites in a spaiety which encourages racial separation and

- segregation, As one consequence, black supervisors, who are afforded

*honorary white" status during work hours, are rejected by 'the vyhite
world' after hours and have to return, s'ong with their black subordinates,
to the townships where they share the inequalities of an inferior society
(Human, 1981; 1984; 1986; Piron et al., 1983). Further, it has been
shown that South African blacks view the workplacs as an extension of
apartheid socier. and that they find it impossible to separate happenings
inside the org...sation from the domination that they perceive on the
outside (Bealy & Harari, 1987), Consequently, black supervisors may
find it difficult fo reconcile their perceptions of white domination with
their work requirements, which require them to act on behalf of white
management.

Marginality and the Biack Supervisor

The 'marginality' concept has been used to explain the difficult position occupied
by 'higher status' black employees in South African industry (Black, 1983;
Human, 1981; 1984; 1986; Piron et al., 1983; Watts, 1985). According to
marginality theory, a marginii person is «ne who stands on the "borders or
marging of two cultural worids but is fully a member of neither” (Gordom, 1978, -
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p. 139). In industry, it is at the supervisory level that two different work
philosophies, namely those of management and of the workforce, come into
contact (Sartdin & Baker, 1972). In addition, in South African Indusiry iwo
cultural worlds come into contact at the supervisory level; namely those of &
predominantly white management and a traditionally black workfotce. Because of
theiy minotity status among management and their forced dissociation from the
workforce, 'highir status' black employees are made to stand on the border of

“each group, They are caught between black workers, their unions, and an
essentially whits management; all of whom have different, and often conflicting,
expectations of them (Human, 1981; 1984; 1986; Piron et al,, 1983). Hence,
black supervisors operating in South African organisations can be said to occupy a

dual-marginal role, First, as supervisors they operate on the worker-management
interface (Child & Partridge, 1982; Dunn & Stephens, 1972; Fletcher, 1969;
Muczyk et al., 1984). Second, they exist on the margin of two culfural or societal
groups (Hofmeyer, 1983), namely, an cssentially whits management and s
predominantly black workforce.

- The individual's psychological response to such a marginal situation is refetred to
as psychological marginality {Diclde-Clark, 1966), Writers (Human, 1981; 1984;
1986; Piron et al,, 1983) have speculated that *higher status' black employees will -
experience the dysfungtional psychological responses associated with oceupying & .
marginal position. Further, they have assumed that this marginality implies a
division of loyaities (Human, 8981; 1984; 1986; Piron ct al,, 1983}, suggesting .

that dual-commitment and marginafity are inherently related. However, such a
claim is not only bused on anecdotal avidencs, but also contradicts more recent
theories of marginality which suggest that people placed in margingl positions
remain neutral agents, chowing allegiance and feeling committed to neither party
(Lidell, 1973; Ziller, 1973; Ziller, Stark & Pruden, 1969). Considering the
conflicting roles performed by black supetvisors and the conflict they may
experience between their organisational and extra-organisational 1oles, their

" marginality and possible dual-commitiment may be related, Further, these may

reinforce one another, in that individuals experience marginality more intensely

because of feeling torn by their organigation and their union commitments, An
empirical investigation of the relationship between thess variables could assist
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researchers in appraising these conflicting theoretical claims, and would enable
‘human resource practitioners to better understand the problems inherent in the
black supervisor's organisational role, Therefore, before such claims can be
mads, this cationship will need to be explored. :
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CHAPTER 2

MARGINALITY

The term, "marginality”, has been operationalized in a variety of ways since its
conception. It has been utilised in different branches of the social sciences,
including Psychology, Sociology, and Criminology., Consequently, it is difficult
to define as » single concept. Therefore, an extensive literature review covering -
the different fields is required to arrive at « comprehensive definition of
marginality, : : '

Marginality, per se, has been vsed to describe both social situations and the
personality characterictics typically associated with the people placed in these
gituations. 'The term 'marginal person’ is used to poriray a person who is placed
in marginal situations, The marginal person is said to stand on the border or
margin of two 'worlds' in whick he/she participates, yet is fully a member of
neither (Buonno & Kamm, 1983; Gurdon, 1978), It is generally accepted that the
advetse consequences of occupying marginal positions precipitates dysfunstional
psychological consequences for the marginal person (Forisha & Goldman, 1981),
While the term was originally used to explain eithor the turmoil of the child of
parents of different ancestry, or the position of the immigrant in his/her adopted
country, today the term js utilised in a diverse rdnge of contexts; including, the
position of the socially deviant (Gordon, 1978), «he position of the female manager
(Buonno & Kamm, 1983), dnd the predicament of the adolescent (Newcomb,
‘Tugner & Converse, 1967). In addition, over the years writers have added new
terms to the marginality literature, such as marginal culture, margival role and
marginal personality. '

" The Marginality Concept

The original margi.n'ality concept wag conceived by Park (1928) and subsequently .
elaborated upon by Stonequist (1937), According to Park (1928) the marginal
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person is a _

“,..cultural hybrid, a man living and sharing
intimately in the cultural life and traditions
of two distinct peoples; never quite willing to
break, even if he were permitted to do so,
with his past and his traditions, and not quite
accepted, because of racial prejudice, in the
society in which he now sought to find a
place”, :

(p. 892)

Park (1928) continued that the marginal person occupies a position on the margin
of two cultures and societies which never interpenetrate and merge, Writing of the
tormoil of the Jewish immigrant to the United States, Park (1928) viewed the
marginal pérson as 4 product of human migration and cultural conflict.
Cansequently, such an individual would experience a conflict of the divided self;
that is, between his/her 'old self' and *new self’, In Park's (1928) opinion, people
‘experiencing marginality demonstrate personalities characterised by
disillusionment, inner turmoil, self-consciousness, restlessness and a sense of a
moral dichotomy and conflict, Park (1928) contended that the marginal
individual's period of crisis is not transitory, and that in more "sensitive minds" its
effects are profound and disturbing,

Similarly, Stonequist (1937) located the crigin of marginality in cultural conflicts
and adopted the view of the marginal person as divided or poised in psychological
uncertainty. He too believed that the marginal person demonstrates a unique
pergonality type. Stonequist (1937) believed that the marginal personality type is 2
product of the movement and migration of groups which causes an amalgamation
of peoples and a fusion of cultures, Stonequist (1927) wrote of the marginal
porson's fate as one condemned to live in two societies, and in two different and

- antugonistic cultures, While Stonequist (1937) recognised that a certain degree of
malacjustment is inkerent in marginal situations, he recognised that this is
moderated by situations and/or other individual personality characteristivs,
Accordingly, these may be responsible for varying extremes of response ranging



from general feelings of malaise, scparation and isolation, to a breakdown in one's
identity, However, Stonequist (1937) contended that the ' marginal person' theory
is concerned sore with a social process than with a personality type, Both Park
{1928) and Stonequist (1937) submitted that the marginal person's mind represents
~ a mirror of changes in, and fuslons of, cultures. As such, the marginal person's

mind provides & msans for studying the processes of civiliration and progress
(Purk, 1928}, :

Since Park (1928} and Stoneqmst (1937), there have been numerous criticisms and
reformulations of marginality theory, However, in the opinion of Dickis-Clark
(1966), it Is unlikely that aniother similarly comprehensive treatment of the subject
will be attempted. Notwithstanding this, it was their approach, combining both the
petsonality traits and the social sivation components of marginality under the
single banner of 'the marginal person', that lead to much confusion among
subsequent researchers ag to whether being a marginal person described being
placed in & marginal position, or having ntarginal personality traits, o both.

Goldberg (1941) was among the first writers to level criticism against Pack (1928)
and Stonequist (1937). Go'dberg (1941} felt that they had overestimated the
universality of the negative psycholosical impact of marginal sitvations on
personality, He believed that not al. :ndividuals who were subject to marginal
situations would manifest the detrimental psychological symptoms, ranging from
malaise to more severs psychopathologies, described by Pack and Stonequist.
Goldberg (1941) used the concept '‘marginal culture' to explain how some
individuals are insulated from the effects of occupying macginal positions. He
described marginal cultures as subcultures which provide meaning, continuity and
rormative order to the lives of individuals who do not fit into the dominant
culture, the subordinate culturs of one of their ancestors, or other minority
cultures in the society, For Goldberg (1941) the marginal person is typified by
immigrants who are t:0 old to develop and internalise new definitions of their
socinl situation, Thus, Goldberg (1941} recognised firstly, that people in marginal
situations do not necessarily. experience any of the dysfunctional consequences _
ugually associated with marginality, and secondly, that these people may unite with
other marginal people and form their own groups for self-protection and mutual
support, :
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Developing the marginality concept further, Green (1947) specified & pumber of
requisite conditions for the emergence. of the psychological condition of
mergiuality, Summarised by Dickie-Clark (1966) these include:

i) Major cuitural and racial differences between the populations involved;

if) Attempts by the person in the marginal situation to identify w;th both
his/her own group and the dominant group;

ilfy  Efforts by the individual to move from the margmal group to the donnnant
population; and

iv) The process of moving is blocked by any number of social barriers,

“ Antonovsky (1956) included Greens' (1947) preconditions of marginality into his
own definition. He describes marginality in terms of soclal situations
characterised by two cultures/sub-cultures which are in lasting contact, One of
these culitures is dominant in terms of power and reward potential; namely, the
non-marginal culture. The members of this culture are in no way influenced by or
attrasted to the sécond, marginal culture, Antonovsky (1956) describes a barrier
existing between these groups, Such a barrier should be sufficiently permenble for
individualy to internalise the patterns of the dominant culfure as well as their own.
However, Antonovsky (1956) continues that these patterns are not easily
harmonised in their entirety and that they tend to become hardened by
discrimination from the one side, and by pressures of betrayal from the other. Yet
members of the marginal culture, having acquired the goals of the non-marginal

- culture, are attracted to them by the promise of greater rewards,

Kerkhoff and McCormick (1955), Antonovsky (1956) and Mann's (1958) research
were the first in a number of empirical studies following the conceptual
formulations described previously. All thres explain the relationship between a
marginal situation and the development of marginal personality traits, They all
emphasized the necessity to divide the 'marginal personality' construct into its
sociological and psychological components; where sociclogical marginality
describes the situation where people find themselves torn between two groups, and
where psychological marginality describes the individual's mental response to
being placed in such a position, In uddition, they recognised that for the individual
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in a marginal situation to suffer negative psychological consequences, hefshe
should perceive it as marginal, Kerkhoff and McCormick (1955) emphasized the
psychological aspects of marginality, They isolated and identified four main
elements in the study of marginality, namely, marginal status; the individval's
attitudes towards his/her own group and towards the non-marginal group; the more
or lesa permeable barrier between the groups; and marginal personality traits
which muy be the outcome of the interplay of the first three elements (Dickie-
Clark, 1966). Kerkhoff and MeCormick (1955) viewed the marginal person as
"one who uses a rion-membership group as a reference group", and consequently
"ihe term 'marginal position' (should be) used to refer to any position in the social
structure in which the reference group and membership group and the
accompanying psychological phenomena.., are likely to occur” {p. 50).

Mana (1938) examined Kerkhoff and MeCormick's (1955) four factors of _
marginality among samples of coloured and white school children it South Africa,
Mann (k958) set out to determine whether the attitudes of the coloureds (the
marginal group) toward the whités (the non-marginal group), would have any
effect on these two group's association, Mann (1958) found that the coloured.
group were in a marginal situation, because they desired the advantages of
membership in the white group yet were denied enteance thereto (Dickie-Clark,
1966). Dickle-Clark (1966) believes that this approach broke from traditional

- bounds which have restricted marginality to cultural conflicts as it "carriss the
concept beyond the confines of social inferaction® (p. 366), |

Recent Maxginality Research

In recent literature the marginality concept has come to be used in a far broader
range of circumstances than ever before. However, Yogev and Jamshy (1983)
challenged the earliest conceptunlisations of marginality (Pack, 1928; Stonequist,
- 1937) concerning the dilemma faced by children of parents of different descent.
They examined social marginality among three groups of scholars in Israeli
~ schools: first, children of Ashkenazi parentage (the primary population group in
Tsrael, who are of Buropean descent); second, children of oriertal oxiging and
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third, chiidren with one Ashkenazi parent and one oriental parent. The children's
perceptions, attitudes and behaviours were examined in terms of their relationship
with three dimensions of social marginality identified by Yogev and Yamshy
(1983). Contrary to the expectation that the children of mixed origia would suffer
most, children of oriental origin were found to be 'most marginal'. This suggests
that the children of mixed orlgins' preater exposure to contemporary society.
through one of their parents, minimised their marginal experience. Children of
two oriental parents experienced greater marginality because their primary and
secondary socialisation differed so greatly. However, the methodology adopted by
‘Yogev and Jamshy (1983) is not entirely clear, They failed to specify how they -
came to identify the dimensions of social margmalxty and how these were
meastred, _ -

Park (1928) and Stonequist's (1937) contention that marginal people have wider
interests and experlences, more acute intelligencs and hold more detached and
rational points of view has been questioned in the literature. For example, Gieryn
and Hirsch (1983) inquired whether marginality can explain inriovative behaviour
in science. Thay found no evidence to support the hypothesis that marginal
scientists' contsibutions have been exceptional, Hdawever, their work has been
- eriticised theoretically and methodologically, Handberg (1984) questioned the
validity of the criteria adopted by Gieryn and Hirsch (1983) to identify marginal
scientists namely, whether a scientist received funding for his/her research,
According to Handberg (1984) funding alone does not explain the ability to be
innovative by either 'marginals' or ‘centrals', Rather, he believes that marginal
scientists conduct research which is incongruent with that of other scientists and
that this disjuncture iy responsible for their innovation, Similarly, Simonton
{1984) criticised Gieryn and Hirsch (1983) for being far too quick to reject their
hypothesis. He believed that they had adopted a less than precise
operationalisation of marginality, Thus, Handberg (1984) and Simonton (1984)
highlighted the danger of failing to empincally define marginality before trymg to
measure it,

“The contributory function of marginal people was recognised by Weiman (1982)
and Collins (1986), Weiman (1982) examined the 'bridging function' assumed by
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-marginals in the flow of information between groups, He found that while
'centrals" are both active and efficient in disseminating information within
groups, ‘marginals’ are active in doing so bet., “en groups. Peopie holding
part-membership in more than one group arc able to disseminate information
among the groups that they belong to. Focusing on an altogether different aren,
Collins (1986) proposed that marginal people have enhanced abilities to
contribute innovative work., Focusing on the contributions of blsck feminist
scholars to the study of sociology, she suggested that having to assimilate
perspectives guite different to their own initiates a "creative tension" within
female sociologists which provides them with enriched points of view. '
However, Collins (1986) did not.provide empirical evidence to support this,

Lindquisi and Hirabayashi (1979) demonstrated how the attitudes and

. perceptions of individuals play & crucial part in their experience of marginslity.

In their éxamination of psychological marginality among a sample of
homosexual males, they reported that signs of paychological distress observed
among their sample were similar o those found among other minorities,
Further, they found that the degree to which this distress is experienced is
directly related to the gay male's loyalty to conventional society, and his
anticipation and experience of batriers to social acceptarce and participation in
conventional society, Lindquist and Hirabayashi (1979} corroborated the
significance of the marginal person's perception of his/her marginal situation,

Haber (1982) adopted a different perspective for studylag marginality. She
examined the seating patterns of university students to determine whether
marginal people are found in the spalial peripheries of groups. She found that
‘dominants', the term she used to describe the status of individuals
representative of those in power, seated themselves in ihe spatial centre of a
group while 'marginals' seated themselves more often on the spatial
peripheries. Further, third generation marginals were more centrally seated
than were first or second generation marginals. This suggests first, that
marginal people are personally responsible for resolving their marginality, and
second, that this may be a lengthy process.

In Latin America a sociologicaily founded research theme developed around the
marginality concept, Used quite differently here from olher operationalisations of
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marginality, the term has been used to describe the poor and those living on the
fringes of society (Lomnitz, 1977). Stated differently, in Latin American reseatch
(Germani, 1980; Lomnitz, 1977; Peattie & Aldrete- Haas, 1981) marginality has
been used to describe the position of people who have been pushed to the edge of
the economic, social and political order. Marginal people in Latin America are
members of those sovial groups or strata which have the following characteristics:
low inzome levels and no job security; migration, typically from rural to urban
aress; employment in unskilled or semi-skilled work; occupations bearing no
direct relevance to industrial production; and dependence on social resources, such
as kinship and neighbourly relations, for their livelihoud (Lomnitz, 1977).
Lomnitz (1977) writes that marginalisation may be seen as the result of the

concentration of wealth, industrial organisation, and political power within a
society. He continues that in capitalistic societies, marginalisation is largely dealt
with through welfare, while in socialistic societies it is counteracted by full-
employment palicies. However, in third world countries national strategies to
conttol marginality are yet to emerge (Lomnitz, 1977).

The Latin American approach advances a broad definition of marginality.
Germani {1980) describes marginality ag the "lack of participation of individuals
and groups in those spheres in which... they might be expected to participate” (p.
49). Such a definition may be used to describe the exclusion of large portions of
the population from the political and social machinery. Lomnitz (1977) provides a
second broad definition of roarginality, Drawing from the work of Adams (1974),
Lomnitz (1977) describes marginalisation as a form of social entropy. That is, the
organisation of society into increasingly complex social structures is achieved at
the cost of marginalising certain sectors or structures of society (Lomnitz, 1977).
Lomnitz (1977) views this as the process by which people, in their attempt to
control their environment, paradoxically place increasingly greater sectors and
elements of society outside their Junsdlcuon

Thus, the marginality concept prowdes social scientists with a useful tool of
analysis, able to explain a broad range of both macro and micro situations, and
applicable across a broad range of contexts, A number of implications for all
future studies of marginality should not go unnoticed. First, there is 2 definite
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 danger in choosing an imprecise definition of marginality when attempting to
measure it. Second, the individual's attitudes and perceptions about his/her -
marginal situation will have an impact on his/her experience of it. Third,
merginality may have more than one source in a society such as South Africa
where concerted efforts have teen made to manipulate and direct social
movements, and where historically the majority of the people have been denied
access to political and social machinery.

Appmﬁches to the Study of Marginﬁlity

Having reviewed much of the litevatare, Cotton (1¥77) identified three trends or
approaches to the study of marginality; namely, The Classical Approach, The
Transitional Approach and the approach viewing marginality as a personality
construct, The Classical Approach {Gardner & White, 1945; Roethlisberger,
1945; Wray, 1949) comprises a normative approach, which focuses on the
dysfunctional consequences of being placed in marginal positions/roles (Cotton,
'1977). Thess include stress, conflict and anxiety, ‘Much of the work discussed

thus far falls into this category. In discussing the latter two approaches Cotton
(1977) focuses on their applicability in organisations and work settings.

Cotton (1977) describes the Transitional Approach in terms of organisational goal
attainment, He writes that "as scholars began to examing the nature and
importance of the marginal role in organisations, a greater appreciation of its
importance in organisational goal attainment emerged” (p. 134), In formulating
this category of organi:ational marginality, Cotton (1977) identifics a commonality
in a long line of research which suggests that certain professions and jobs, such as
forertien, organisation development consultants and fabour selations officers, are
marginal because of the nature of the work they are required to perform (Caplow,
1964; Ditz, 1964; Dubin, 1968; Fillmore, 1974; Gardner & Whyte, 1945;
Lawrence & Lorsch, 1967). Each of these roles is essential for organisational goal
attainment, yet they are objectively marginal, Proponents of this view recognise
that the traditionally cited drawbacks of marginality, including strass and anxiety,
apply equally here (Cotton, 1977).



- The third approach, founded in the work of Ziller and his colleagues (Ziller, 1973,
- Ziller et al., 1969), views marginality a3 a personality construct. They suggest
that marginality will have positive consequences for individuals and negative or
positive consequences for organisations, Breaking from the traditional approaches -

 of marginality, Ziller and his colleagues (Ziller, 1973; Ziller et at., 1969) view

matginality as a personality construct which, in a sense, protects incumbents of
marginal positions/roles. They believed that open-mindedness, fexibility and low
dogmatism are personality traits associated with a marginal person. Accordingly,
a person demonstrating marginal personality traits will be more effective in
fulfilling a marginal role, than a person who does not have these traits (Liddell,
1973; Ziller, 1973; Ziller, 1969). However, Ziller's (1973) contention that
marginality may suggest non-commitment and/or disinterest, is incongruent with
those of other writers, While Ziller (1973) contends that the marginal personality
 type may be best equipped to deal with the effects of marginal roles, he also
suggests that these peopls may naot be committed to organisationa® goals and may -
even be disinterasted, This implies that proponents of this approach vxew margmal
people as not committed to organisational goai attainment,

Common to the three approaches outlined by Cotton (1977) is the acknowledgment
~ that marginal situations only assume significanca wh-  they are perceived ag
marginal. That is, since marginal situations are only recognisable when
individuals suffer as a consequence of them, it is suggested that the fusion of these
theories is essential for furthering the theoretical implications of the term
(Yohnston, 1976). Consequently, recent writers (Buonno & XKamm, 1983; Human,
1981; 1984; 1986; Johnston, 1976 Piron et al,, 1983) recognive that psycholpgical
marginality has its roots in sociologically marginal situstions, and that socially
marginal situations on'y assume significance when people suffer psyrhologicaily as
a direct result of being placed in them. This is particularly true of marginality
research conducted in organisational settings.

Marginality and Industrial Psychology

The 'marginality’ concept provides industrial p#ychology with a valaable tool of
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analysis (Buonno & Kamm, 1988) which encompasses not only the focal person,
but also his/her peers and reference groups as upits of analysis (Buonno & Kamm,
1983), That is, it provides academics and practitioners alike, with the opportunity
to utilise a balanced stratsgy in confronting complex situations of the kind found in
modern organisations, However, in recént years psychological marginality hng
received litlo attention among researchers in industrial/organisational psychology.
Researcliers have chosen rather to examine the role strossor outcomes associated
w:th occupying marginal positions.

Ag can been seen in the work of Bernath (1978), the marginality concepi is ;:losely
‘related to the concepis of role conflict and role ambiguity, an understanding of
which is useful in our undersianding of the types of situations to which marginal
peopls are exposed (Human, 1981), Their link with marginality is founded in two
suggéstions. First, marginal people are subject to hirth levels of rols confliet and
tole wmbiguity (Human, 1981; Wella, 1983), Second, the psychological condition
associated with role stressors is very similar to the psychological state of
margiaality; both situations exhibiting strong relationships with dissatisfaction,
tension, anxiety and stress, among other personal and organisational consequences
(Human, 1981; Piron et al,, 1983), Therefore, role theory research provldes an
insight into the types of sxluauons confronting marginals.

Role Conflict

According fo role theoty, "when the behaviours expected of an individual are
inconsistent he wie vxperience siress . becomie dissatisfied, and perform less
effectively than if the expectations imposed on him did not conflict” (Rizzo, House
& Lirtzma », 1970, p. 151). Role conflict exists when individuals performing '
work roles are torn by conflicting demands or by doing things against their wishes
or which they do nof regard as part of their work specifications (Cooper &
Marshall, 1976). The most frequent manifestation of this is when a person is |
caught between two groups of peopls who demand different kinds of behaviour or
who have different expectations of what the job should entail. Role conflict has
been defined as “the dimensions of congruency-incongruency or compatibility-
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incompatibility in the requirements of the role, where congtuency or compatibility

is judged relative 0 a set of standards or conditions which impinge upon role

performance” (Rizzo et al., 1970, p. 155), In an alternative approach, Kahn,

Wolfe, Quing, Spoek and Rosenthal (1964) utilised the concepts of person-tole

_conflict, inter-role conflict, intersender conflict and intrasender conflict, to explain
the role conflict phenomenon, _

Research findings to date have shown that the experience of role confiict has

negative consequences for organisational performance and that this relationship is
mitigated by pessonality factors, Kahn et al, (1964) found that people suffering

from role conflict experienced lower job satisfaction and higher job-related

~ tension. Their findings also suggested that the greater the power or authority of
the rule-senders who convey the conflicting role messages, the greater the job
dissatisfaction resulting from the role conflict. French and Caplan (1970}
illustrated that role conflict wag aiso related to physiologica! strain, This
reiationship was supported by the findings of Shirom et al, (1973) who found that
this was particularly significant amarg white-collar as opposed to blue-collar
workers, French and Caplan (1973) identified functional dependence as an
important factor in the role conflict experience; that is, when a focal person
experiences role conflict, the fact that he/she has other people who are dependent
on him/her makes it more difficult for him/her to resolve the role conffict.
Further, they found that role conflict praduced greater job-related tension among
introverts than among extroverts, and that flexible people showed greater joi-

refated tension than do rigid individuals,

19



Role Ambiguity

The term 'role ambiguity' refers to the state in which a person has inadequate
information to perform his/her role (French & Caplan, 1973; Frost, 1983; Kahn et
al,, 19564), Cooper and Marshall (1976) view a lack of clarity about work
objectives associated with one's role, colleagues' expectations of one's work role
and about the scope and responsibilities of one's job, as the root of role ambiguity.
~ The result of this is that people are unable to make their best contribution to an
organisatlon, partly because the channels for uhllsatlon are unclear and ambiguous
~ (French & Caplan, 1973}, :

The research findings ave similar to those of role conflict whereby role ambiguity
“has 4 negative relationship with the work performance of the individual and that -
this is influenced by personality variables, Kahn et al, {1964) found that people
who teported role ambiguity experienced lower job satisfaction, high job-related -
tension, greater futifity, and lower se!confidence. Similarly, French and Caplan
~ (1973) found that role ambiguity was related significantly to low job satisfaction
and to feelings of job-related threats to one's mental and physical well-being.
Purther, Margolis et al, (1974) identified a number of significant relationships
between symptoms or indicators of physical and mental ill-health and role
~ambiguity, Stress indicators related to role ambiguity included a depressed mood,
lowered self esteem, life disgatisfaction, low motivation to work, and the intention
to leave the job, Schuler (1975) identified employes ability as a variable affecting
role ambiguity; {.e, the Kigher the individual's ability, the less likely that the
. person will experience role ambiguity, Finally, Beehr's (1976) findings suggest
that role ambiguity will be less severaly felt or experienced under certain
conditions. Beehr (1976) identified autonomy in the work situation as the most
consistent moderator of the relationship between role ambiguity and role strain,
Further, he recognised that when superiors are supportive, role strains are lesy
severe, and that peers, especially those in similar roles, may be the most beneficial
source of psychological support (Bechr, 1976).

1t is clear that rols ambiguity and, more particularly, role conflict are conceptuaily'
similar to the marginality concepl. However while role theorists adhere to & broad
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definition, marginality theorists offer a more precise focus with definite _

- connotations., Marginality defines the specific situation in which an individual who
has membershlp in more than one group, the norms of which are fundamentally
opposed to each other, finds it difficult to be regarded, or to regard him/herself, as
a fully-fledged member of sither group (Newcomb, Turner & Converse, 1967), In
role theory the source of conflict usuaily lies in perceptions of the inconsistent
expectations of others (Rizzo et 4l., 1970), while in marginality the individual
 percelves being totn between two groups in which he/she has membership
(Neweomb et al,, 1967). The person is unable to relinquish membership of either

- group, either because he/she does not wish to, or because circumstances maks it

~ iw s0ssible for hha/her to do so (Newcomb et al., 1967). Consequently,
significant others may project conflicting expectations onto the marginal person

v dolt e o “usimilar fom &t se referred to in role theory. A further

cha - 4 - vegiuality 1s tha "one of the groups is higher than the other in
e . he. o vof privilege, power, and prestige, (and) the marginal person
fso - oughtof uy one group as disloysl becuuse he is trying to escupe, and by
tie -::mer a3 trying to intrude where ba does not belong” (Newcombe of al., 1967,
p. 405}, Finally, whae the marginal person may be a participant in diverse social

- worlus, he/she does not necessarily fully identify with either (Forsyth, Bankston &
~ loiss, 1984), ' _

Occupational Marginality

- In work-related literature, marginality bas traditionally been used to discuss
problems experienced by people whose occupations are considered marginal,
Occupations which have been gaid to be marginal include sales personnel (Ditz,
1964), purchasing agents (Dubin, 1968), labour-relations officers (Goldre 3, 1969),
. organisational development consultants (Fillmore, 1974), management integrators
(Lawrence & Lorsch, 1967), soclal workers (Enoch, 1989), merchant seamen
(Forsyth et al,, 1984), chiropractors (Wardwell, 1952; 1955; 1978, 1980), and
foremen or supervisors (Chuld & Partridge, 1982; Fletcher, 1969). The common
factor in each of these studivs is that their writers consider the incumbents of these
jobs to'be marginal by virtus of their occupancy of jobs which are regarded as
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marginal, Professions such as chiropractors and social workers are viewed as
semi-professions (Bizioni, 1969) because of the uncertain professional status
associated with them (Enoch, 1989). Others, such as that of the merchant seaman
(Forsyth et al., 1984), are considered marginal because the nature of the
occupation preventd incumbents from ongoing participation in society, while not
being able to build lasting relationships at work.

A further occupational margivality research theme focuses on the marginality of
women in full-time employment, Githens and Prestage (1977; 1978) and Buonno
Kamm (1983) recognised (he potential for woinen in full-time employment to be
matginal, while Scolt (1986) addressed the thesis that women have been
progressively marginalised from production in the capitalist industrialisation -

* proceds, Githens and Prestage (1977; 1978) examined the marginality faced by
female state legislators in the United States, They felt that when a woman entexs
electoral politics she becomes marginal by virtue of her membership of two

-~ distinet groups, namely, politicians and women. They feel that both categories
represent different ways of life, with each providing an identity and strong social
ties, They coutinued that when 4 woman runs for office she yefects some of the
values and norms held by other women. Further, the political group with whom
she wishes to affiliate is often reluctant to accept her, Consequently, she becories
isofated from both groups (Githens & Prestage, 1978), Githens and Prestage
(1978) set out to measure the extent to which ‘women state legislators were, in
reafity, marginal, They found women state legislators 1o be objectively or
sociologically marginal, that is, they are placed on the fringes of two worlds.
Further, they found that high levels of self motivation, family attitudes regarding
their involyement in palitics, and their experienee of conliicting demands,
impacted on their psychological marginality, Furthermore, Buonno and Kamm
(1983) used marginality theory to explain why women have difficulty in gaining. -
~ access to executive posilions in organisations, Relating the position of the female
manager to the traditional marginality scenario of enlering a new culture, they
write that women expetience sirain when they encounter uncertain acceptance by
- men in business, In addition, they write of the pressures facing 'carcer mothers'
and wives and emphasize the arduous position facing a person who has to divide
his/her loyalties and aspirations. However, this thesis was not tes'*d empirically,



Miles (1980) examined a different but related concept, namely that of
organisational boundary roles. According to Miles (1980), orgamisational boundary
roles are roles occupied by people whose organisational positions link two or more
organisational systems, the goals and expectations of which usually are, at least in
part, conflicting, According to Miles (1980), evidence would suggest that the
"boundary relevance” of an organisational role is positively related to the
magnitude of rale conflict experienced by its incumbents, While Miles (1980)
. chocses to classify this discussion under the role theory banner, similarities with

* occupational marginality should not go unnoticed,

Finally, 8¢ was previously described, the marginality inherent in the supervisory -
role has received particular attention in organisational research. The marginality
expenenced by black supervnsors in South African orgamsauons will now be
discussed, : .

Margiuni'ity and the Black Supervisor

The position oceupied by black supervisors operating in South African
organisations has been described as the epitome of marginal positions and/or roles
(Human, 1984; Piron et al., 1983) because black supervisors in South African
Industry occupy a dual-marginal position, Because of the historical transformation
of the supervisory role, the industrial supervisor has had his/er managerial
powers usurped, resulting in controversy surrounding the status of this
organisationat role. In addition, the dichotomous nature of South African society,
founded in divisions along racial lines, serves to exacerbate the marginatity cf
black supervisors, operating as they do at an essentially white management - black
worker interface. These two marginality sources are discussed separately. .
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The Historical Transformation of the Snpervisqry'Role

This first argument is based on the thesis that increased psychological
marginality experienced by modern supervisors, is & consequence of the
historical transformation of the supervisory role (Child & Partridge,
1982), The role performed by modern supervisors is seen as very
different from the role enjoyed by their equivalents a century ago (Bowey,
1973, Child & Partridge, 1982; Steinmetz & Todd, 1975). Child and
Pariridge (1982) write that in 19th Century Britain the supervisor was
vegurded as 'the person in charge', Hisfher powers included hiring and
firing, docking of pay, and even the use of physical force, Workshop
management considered it appropriate for the supervisor to have complete
authority in the workplace, without undue employer influence, During the
Iate 19th Century, new industries and new production methods resulted in
significant changes to the supervisory role. The growth in scale and
complexity of major British firms encouraged employers to establish
functional departments to support the greater burden of administration that
resulted, Educated technical and administrative specialists were recruited,
and much of thc work activity nreviously regarded as a supervisory

- function was reallocated to the pecialists, Chis niarked the beginning of

the decline in supervisory authority and related managerial functions,

By the '1940'5, near full employment in both Britain and the TTnited States
enhanced the collective power of the workforce, Workers no longer
depended upon the supervisor for retaining their employment, nor did they

“attach their loyalty primarily lo him/her. The supervisor's abilily to

snforce authority became uncextain, and his/her position of leadership over
his/her subordinates was being challenged by his/her subordinates' own
chosen and union accredited representatives. By the late 1940's it was
recognised that changes in the supervisory position had created a _
'supervisory problem’ (Child & Pariridge, 1982), Having conducted two
cage studies examining the position of factory foremen, Wray (1949)
recognised that the supervisor's position was undergoing change and that
this highlighted his/her marginality, Fe wrote that with the growth of



managerial specialisation and the increasing pressures of trade unions,
supervisors were subject o two sets of demands - while having to satisfy
both management and the workforce they were undoubtedly the marginal
people of industry.

As a result of such changes, the role of the supervisor had become
increasingly stressful and yef the supervisors capacity to achieve what

- management expected of him/her had diminished (Wray, 1949), The
continued centralisation of organisational functions and the practice of
shop stewards by-passing supervisors meant that supervisors no longer

- oceupied positions of special importanice in the managerial system,
Supervisors had become mere transmittecs of orders based on managerial
decisions, rather than active participants in the decision making process.
However, they were siill held accountable as managers. |

‘Child and Partridge (1982) continue that a second historical development,
that i3, technological development, has resulted in furthar changes to the -
supervisory role, serving to increase the marginality faced by incumbents
of this position. 'Old style' supervisors embodied an intimate
understanding of production and its technological requirements. 15th
Century workplace technology was relatively rudimentary, and one needed
skill plus experience to operate, Because of their having risen from the
ranks usually afier a number of years operating on the shopfloor,
supervisors were completely knowledgeable of the operational processes.
However, 20th Century supervisors who often are not involved actively on
the shopfloor, or who prior to becoming supervisors performed specialised

asks on the shopfloor, may fall behind the rapidly changing technology,
Steinmetz and Todd (1975} write that in todays world, rapidly changing
values, increasing demands and the complexity of work has led to
supervisors requiring greater knowledge and mors skills than ever before
in history.

While supervisors have had their powers and responsibilities shifted to
experls, management ofien do not recognise that supervisors still have lo



(i)

deal with the application of specialist activities on the shopfloor, Faulkner
(1976) writes that the supervisor's role is often ill-defined and vague with
respect to authority and responsibility. However, supervisors may have
the task of having to rectify deficiencies in management's formal |
organisation, for example, poar co-ardination botween those performing
specialists functions. Therefore, there is a danger of incongruence
between the limited formal recognition afforded to supervisors and the
stressful informal requirements of performing the supervisory role (Child

& Partridge, 1982). In reality, supervisors may have to compensate for

shortcomings in formal procedures and systems, co-ordinating different
specialist interventions and services at the point of operationsl application,
and dealing with contingencies, 50 as to keep crises away from
management {Child & Partndge, 1982},

The marginal pomhon of the modern supervisor was most aptiy degoribed
by Fletcher (1969) who wrots that the strains experienced by supetvisors
are exacerbated by the continued reduction of their power and status, The

- industrial supervisor has been "robbed” of the capacity to withstand the

strain of the position (Fletcher, 1969). While the person of mixed racial
lieritage has been the prime candidate to test the hypothesis regarding
marginality (Gist & Dworkin 1972), in organisational settings the
supervisor provides researchers with an equally prime opportunity, The
industrial supervisor faces organisational life from an interface, part -
member in twa groups, yet a fully Bedged member of neither. In essence,
it is at the supervisory level where two different work philosophies,
namely those of management and of the workforce, come into contact
(Sartain & Baker, 1972).

The Extra-organisational Marginality of Black Supervisors
Amidst recent political changes in South Africa, black supervisors
continue to perform within a society marred by the legacies of Apartheid.

Consequently; the inequalities they have always confronted continue
(Human, 1981; 1984; 1986; Piron et al., 1983). Human (1981)
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demonstrated the validity of describing higher status black employees as
marginal, She aimed to establish whether the pre-conditions of
psychological marginality as described by Johnston (1976) were functional
in the positions of higher status black employees. According to Jobnston
(1976) psychological marginality is a phenomenon typical of some

members of ethnic groups that is generated by the following scenario;

1) © % in a bi-cultural milieu arranged ina
two-tier ftierarchy, in which the ethnic culture is
evaluated as inferior; where |
2) the ethnic group members have achieved a
certain level of assimilation; where
3) the assimilated individuals are rejected by the
members of the host group; and where
4) there is uncertainty amongst the ethnic group
members as to the choice between the ethnic and
the dominant colture, even if membership of
groups in both cultures is open,”

' (Johnston, 1976, p. 146)

"Life in a bi-cultural milieu,.,."

" South Africa is a dichotomous society. Racial segregation permeates all

facets of society, including organisational life, Political, social, cultural
and economic distinctions between the lives of black South Africans and
those of whité South Africans are easily made. In spite of the fact that,
numerically, black South Africans constitute the majority population
group, in essence they are a minority group in South African society
(Hadebe, 1986; 1987; Human, 1981), Human (1981) writes that blacks in
South Africa truly are the minority group because of the existence of a
corresponding {white) group, with higher status and greater privileges, and
because minority status enunciates exclusion from full participation in the
life of the dominant society. Similarly, Hadebe (1986; 1587) writes of
"majority status’ defined in terms of an affiliation to the group that holds

-»27-



2

political power within a community; while 'ntinority status’ describes the

wish to hold membership in the dominant group (Moritsuguy & Sue, 1983;

_in Hadebe, 1987). Hadebe (1986; 1987) adds that minority group

members tend to be the target of hostility (Kitano, 1980; King, 1981;
Schilter, 1982); prejudice (Dion, Earn & Yee, 1978; Harrell, 1979;
Pettigrew, 1971); and racial discrimination (Aoki, 1981; Chansew, 1980;

~ Collier, 1977; Raymond, Rlioads & Raymond 1980; Sue, Mickinney,
Allen & Hall, 1974), -

In South African organisations, black supervisors operate between a 'two-
tier’ hierarchy, founded in divisions on the basis of colour/race.
Historically, a black workfarce is managed by 2 white management, In
this situation, black stupervisors have minority status in that they are
among a few select higher-status black employees. In applying
marginality theory to South Aftican society, Watts (1985) writes that it s
evident that the white group is ranked above the non-whites in the societal
hierarchy of privilege, power and status. Although blacks in South Africa
are numerically in the majority, they nevertheless hold minority social and
polltxcal status. '

“The memhers of the ethnijg g‘rﬁup have achieved a certain dégree of
assimilation”

In fracing historical changes in South African labour and other legislation,
Human (1981) claims that even though black South Africans still remain
excluded from participating in many white spheres of life, economically
they have achieved & level of assimilation more advanced than at any other
point in their history, Whethexr out of economic necessity, or for social
reasons uch as affirmative action, blacks in South Africa have
undoubtedly begun to ascend the organisational hierarchy, Consequently,
their close proximity to their white colleagues has facilitated a greater
opportunity for their interac un and possibly a degree of assimilation.



)

4)

*The agsimilated individuals are rejected by members of the host group"

While significant changes have been made recently in South African

society, the legacy of Apartheid remains in the social, political and
“educational spheres. While higher-status black employees may interact on

an equal basis with their white colleagues at work, outside of work there is
no parity between them (Human, .981). Many white _
supervigors/managets feel threatened by black advancement.  Further,
prejudices and stereotyping of black people by white South Africans

- permeates the workplace. Consequently, research has indicated that black

supervisors perceive not being wanted in 'the white world' (Hofmeyer,

- 1982; Human & Pringle, 1987).

- "There js uacertainty amongst the ethnic group members..."

Humaa (1981.) proposes that higher-status black employees in South Africa

‘may be uacertain as to their choice between their own culture and the

white culture. She wrote that even if complete membership was open to
them, most would not reject their own identity and become like white
South Africans. However, for blacks to ascend the organisational

 hierarchy, it is assumed that they should identify with "white work

practio=s', that is with a western’ management system which may conflict
w'th community practices.

It can . rther be said that, in addition to occupying & marginal role at work, black
supervigors are culturally, socially and politically marginal, Cultural marginafity
exists when people interacting with the dominant group of  society do not share
the *complex whole", which includes knowledge, beliefs, morals, customs, etc;
and any other capabilities and habits acquired of the domtinant society (Gist &
Dworkin, 1972), This is distinguishable from 'marginal cultures', discussed
previously, which describe the insulating effects of marginal people banding
together to form their own groups. As stated previously, the black employee may
be enjoying his/her preatest organisational advances to date, liowever, his/her
proximity to white colleagues has only served to increase his/her psychologicat



- distress (Beaty & Harari, 1987). Further, the 'privileged' status that they receive
within their employing organisations does not extend beyond organisational
boundaries. :

Sousial marginatity describes the discriminatory treatment of a group of people by
members of a dominant group (Gist & Dworkiti, 1972). This applies solely to
inter-personal relations, involving rejection from occupational, friendship and
macital groups. Enforcement of this is usually supported by informal rather than
formal sanctions against violators. Social marginality is characterised by displays
of prejudice, discrimination, hostility, avoidance and/or indifference (Gist &
Drworkin, 1972). Political marginality is the formalisation of social marginality by
way of legislation (Gist & Dworkin, 1972). This may involve restrictions of
suffrage, the right to hold public office, and the right to equal representation and
Jjudgement under law (Giist & Dworkin, 1972), In South Africa the black
population is subject to both formal and informal sanctions and prejudices. While
a number of discrimingtory laws have recently been repealed, many that have been
remaved (e.g. The M.ixed Marriages Act) continue to be enforced by social
sanctions, ' ' _

Considering that many biacks view social, political and economic gricvances ag
ins¢parable (DeBeer, 1983) and that many find it impossible to separate their lives
on the inside of the organisation from those on the outside (Beaty & Harari, 19%7),
it can be suggested that black employees’ marginality outside of the organisation
may be carried with them when they go to work. Thus, the marginality
‘experienced by black employees operating in supervisory roles is exacerbated by
extra-organisational marginality impinging on thewr worklife,

The marginality of black employess in higher status organisational positions is

- agcurately summarised by Watts (1985) who writes that in her research, which -
examined black managers and their work colleagues, "black managers were
'cultural hybrids' living in a no-man's land tstween the white controlled middle
class managerinl world and the black worlring class in their company and in the -

- black townships" {p,435), Both served as reference groups for them, however

they experienced difficulty relating consistently to either group, and were not fully
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trusted by either group. The severity of their situation was compounded by
frustrations generated by u status inconsistency with their racial/ethnic xanks being
lower than their occupational ranks. She concluded that *In essence the black
manager's marginal situation at the biack - white interfuce highlighted a
fundamental race-cum-class conflict between whites and blacks in South Africa"
(Watts, 1985, p.436). - '

Marginality and Dual-Commitment

Black South Africans in a white/westernised society may well be considered
marginal, For black supervisors the marginality inherent in the supervisory
position, will be compoundsd by the broader marginality that they experience,
Resultant outcomes of occupancy of this position will most certainly include
-psychological distress (Piron et al., 1983), Membership of two groups may also
have the effect of creating a dual-commitinent situstion for black supervisors
whereby their organisational aspirations, in terms of promotion, may be in direct
contradiction with their broader societal goals, As so-called members of
management they are required to be committed to the goals established by higher
-management. However, while they are not necegsarily union members, they still
‘may be committed to extra-organisational goals of trade unions. This has greater
significance when considering that trade uniong have traditionally revresented their
soclal and political aspirations (Biesheuvel, 1987).

Pressures and ambiguities of this kind may be exacerbated when supervisors ate
required to reverse roles from being one of the supervised workers to that of the
supervisor, The supervisor's whole work perspective must change to
. accommodate the new position he/she occupies, Operating in what is traditionally
regarded as a managerial role, supervisors are required to ally themselves with
managerial policies and goals, However, considering their ‘roots’, it is possible
-that they may remain committed to the goals of their former colleagues and the
unions that represent them. 'That is, supervisors may experience ‘held over'
commitment, attitudinally allying themselves with the workforce. These may be in
direct contradiction with the policies that he/she is expected to represent. Second,
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the supervisor's former colleagues often view his/her promotiont as a move from
‘one of us' 10 ‘one of them’ (Ncube, 1986). Having previously shared work -
grievances with his/her fellow workers, the supervisor is now the larget at which
his/her subordinates direct their grievances.

Thus, it can be said that black supervisors are marginal and that they may hold

dual allegiances. Before this relationship can be explored the dual-commitment
pheriomenon needs to be mvest:gated
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CHAFPIER 3

DUAL-COMMITMENT

In organisational psychology, the concept of 'dual-coimmitment' refers to an
individual worker's positive attachment to both his/her smploying organisation
and the trade union of which he/she iy a member (Magenau, Martin & Peterson,
1988). In contrast, unilateral commitinent describes a positive attachment to one
- of the aforementioned organisations but not both, Dual-commitment researchers
primarily address the question of whether unionised employees can develop
simultaneous commitments to the trede unions to which they belong and to their
employing organisations, or whether such dual-membership predicaments can
affect an inherent conflict of allegiance (Argle & Perry, 1984),

During the 1950's and 1960's, the concern that the accelerated growth of the
American trade ynion movement might compete with employees' commitment to
their employing organisations, stimulated much research on dual-
aflegiance/commitment (Gallagher, 1984), Writers were divided at the time as to
whether having dual aliegiance way possible. Dean (1954) and Purcell (1960),
who edch measured dual-commitment by separately measuring workers'
contmitment to their trade unions and thelr employing organisations and then
combined these to show dual-commitment, found that workers wete ablo to show
allegiance to both hodies, However, other researchers (Borkin, 1950; England,
1960; Kornhauser, Sheppard & Mayer, 1956) nrgued agmnst workers ability to
display simultaneous loyalties to both parties,

Post 1960, the issue of dual-allegiance remained unresolved, and it was only
approximately two decades later that this concept was rejuvenated (Angle &
Perry, 1986). During the intervening period, research developed around the
- concept of organisational commitment, a concept Inherent to dual-commitmers,
and one which i central to any discussion on dual-commitment,
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Orgauisational Commitmient

In recent years researchers have paid considerable attention to the concept of -
organisational commitment, in particuiar to the antecedents, consequences and
correlates of workers' commitment to their employing organisations (Allen &
Meyer, 1984; Mowday, Porter & Steers, 1982), Interest in organisational
commitment has been demonstrated in numerous attempts to define and
-operationalise the concept (Alvtto, Hrebiniak & Alongo, 1973; Becker, 1960;
Kanter, 1968; Morrow, 1983; Porter, Stesrs, Mowday & Boulian, 1974), and in
empirical efforts to determine the primary antecedents and outcomes of
organisational commitment (Bateman & Strasser, 1984; Bruning & Snyder, 1983;
Buchanan, 1974; DeCottis & Summers, 1987; Hrebiniak & Alutto, 1974;
Luthany, Baack & Taylor; 1987; Mowday, Porter & Dubin, 1974; Porter st al.,
1974; Steers, 1977; Williams & Hazer, 1986). -

Mowday et al (1982) outlined three possible explanations as to why organisational

- commitment has reeeived so much attention among managers and behavioural
scientists alike, First, the theory underlying commitment indicates that worker
commitment to their employing organisations should be a fairly reliable predictor
of certain behaviours, especially turnover, That is, committed employees are
mote likely to remain with the organisation and to work toward organisational
goal attainment, Second, the concept of 'organisational commitment' appeals
intuitively to both managers and behavioural scientisis. Consequently, from the
carliest studies interest was focused on enthancing employes commitment because
it was viewed as a desirable attitude that teanslates into positive employee
behaviour, Third, Mowday et al, (1982) suggest that enharicing our
understanding of commitment may assist psychologists in understanding the nature
of more general psychological processes by which individuals choose to identify
with cbjects in their environment. "1t helps us to some degree to explain how
people find purpose in life" (Mowday et al., 1982, p.19). Bateman and Strasser
(1984) add that interest in studying organisational commitment is motivated by the
fact that it has been shown to relate to a broad range of varinbles v encrited Inter),

- which in turn have been related to organisational goal atrinment,
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Notwithstanding the desirable effects of organisational commitment, Litle
consensus has besn reached among organisational/industrial researchers as to what
commitment actually means, In the literature writers have employed & wide range
of commitment definitions. Commitment has been described in terms of an
attachment to and identification with an organisation (Buchanan, 1974; Ferris &
Aranya, 1983); the willingness of social actors to give their energy and loyalty to
a social system (Kanter, 1968); and as the binding of an individual to behavioural
~ aots (Salancik, 1977); among numerous other definitions, However, after having

"examined ten distinct definitions of organisational commitment, Steers and Porter:
(1983) concluded that two main categories of commitment definitions can be -
identified; namely, attitudinal and behavioural definitions. -

* Researchers Favouring behavioitral commitment definitions (Allutto et al,, 1973;
Becker, 1960; Salancik, 1977; Staw, 1977) view commitment a3 a category of
behaviour, According to these definitions, an individual is said to be committed
when he/she is bound by past activities or 'sunken costs' in his/her employing
organisation which are diffioult, if net impossible, to retrieve, That s,
compitment is viewed ay an attachment, borne out of an individual's actions and
corresponding beliefs, that sustains organisational activities and his/her own
organisational involvement {DeCoilis & Summers, 1987). As such, commitment
is viewed as the outcome of various behavioural investiments made by

' organisaﬁonal members which bind them to their employing organisation
(Fullagar, 1986a). The behavioural paradigm distinguishes committed behaviour
from other behaviour because of it's extraordinary level, which is beyond normal
organisational expectations (DeCoitis & Summers, 1987). Becker's (1960) 'side-
bet' theory best illustcates the behavioural approach. According to Becker (1960)
people invest or place 'side-bets' in their employing organisations, Investments
are the result of passing through organisational structures, The mote 'side-bets'
invested, the greater the commitment the lndividual will feel towards the
organigation, Becker's (1960) rationale was that as a person's investments or
'side-bats' increase over time, the relative attractiveness of other organisations
tends to decline. Fullagar (1986a) writes that the behavioural approach views
organigational commitment "in terms of the perceived utility of participation, so
that sttong commitment is reflected in an unwillingness to change organisations
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for moderate personal advantage” (p. 29). Becker's (1960) work led Alluito et al
(1973) to write that individual-organisational trangactions and the accrbal of 'side-
bets' are crucial to the understanding of commitment, Thus, according to
proponents of bebavioural definitions of commitment, committed behaviours
determine subsequent attitudes, a proposal not shared by their athtudmally—based
counterparts.

In contrast to the behavioural approach, a major body of current organisational
commitment research (Angle & Perry, 1981; Bateman & Strasser, 1984; Mowday
et al,, 1979) views commitment as a multidimensional concept involving an
employee's loyalty to an vrganisation, the degree of goal and valence congruency
shared with the organisation, and a desire to maintain membersiip in the
 organisation (Mowday et al., 1982; Porter, Crampton & Smith, 1976; Porter ot
" al., 1974; Steers & Porter, 1983). Proponents of this view define commitment as .
an attitude, Commitment is viewed as an attachment to one's employing _
organisation, borne out of the individual's identification with the organisation and
its goals, and histher wish to remain in the organisation in order to achieve these
goals (Mowday et al., 1979), This approach constitutes more than a passive
loyalty to an organisation (Stesrs & Porter, 1983), Rather, an active relationship
~ with the organisation is implied, such that individual's are willing to give of
themsetves in order to contribute to the organisation's well-being, That is,
behaviours demonstrating commitment are the outcome of attitudes,

In a similar categorisation of commitment definitions Allen and Mever (1584)
write that three primary definitions of commitment are identifiable; namely,
affective commitment, continuance commitment and normative commitment,
Affective commitment refexs to the individual's emotional attachment to,
involvement and identification with the organisation. ‘This definition is
conceptually similar to the definition adopted by Porter and his colleagues
(Mowday et al., 1974; 1982; Porter et al., 1974; Porter et al., 1976; Steers &
Porter, 1983). According to this definitxan, people remain vnth the organisation
because they want to, Continuance commitment arises from employees'
perceptions that they have made considerable investments in an orgonisation and
that few alternatives ars available to them. This approach is similar in concept to
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the behavioural definitions of commitment (e.g, Becker, 1960; Hrebiniak &
Allutto, 1972). Employees with a sirong continuance commitment remain in
organisations because they feel that they have to, Finally, normative commitment
refers to feelings of obligation and interest in 'doing the right thing'.

- Actordingly, employees remain in organisations because they feel that they ought
to do so, Allen and Meyer (1984) suggest that, when viewed together, the afore-
outtined commitment definitions déscribe an employee's "commitment profile”.

Therefore, commitment has been taken to mean both a behavioural and an
attitudinal construct, Proponents of behavioural definitions view committed
 behaviours as determinants of subsequent attitudes, whil proponents of attitudiral
- definitions believe the opposite relationship i true, However, mosc recent
researchers have adopted the behavioural definition (Fullagar & Barling, 1987).
Purther, a growing body of researct stggests that organisational commitment has
utility as a predictor of important behavioural outcomes such as performance,
absenteeism and turnover (DeCotis & Summers, 1987; Morris & Sherman, 1981).

Organisational commitment has consistently been shown to be related to a broad
range of variables (Bateman & Strasser, 1984). These include:

i) Employee behaviours such as turnover, abgenteeism, job search activities
and, to a lesser extent, performance effectiveness (Angle & Perry, 1981;
Morris & Sherman, 1981; Porter et al., 1974; Steers, 1977); '

i) Altitudinal sonstructs (affective and cognitive) such as job satisfaction, job
~ involvement and jub tension (Bateman & Strasser, 1984; Hall & -'
~ Schneider, 1972; Hrebiniak & Allutte, 1972; Porter et al., 1974);
? ' -
iii)  Characteristics of the employee's job and role, including autonomy (K~ch
& Steers, 1978), job variety and task identity (Steers, 1977), and role
~conflict and role ambiguity (Morris & Sherman, 1981); and

iv) Personal characteristics of emplayees, including age, sex, need for
‘achievement and job tenure (Angle & Perry, 1986; Hall & Schneider,
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1972; Hrebiniak & Allutto, 1972; Steers, 1977).

Thus, commitment is a central component of organisational Jife (DeCotis &
Summiers, 1987). Organisational theorists agree that organisational effectiveness
is & multidimensional concept and that determinants of organisational effeativeness
- vary (Angle & Perry, 1981; Steers, 1977), While theorists hold that structural

- factors of an organisation should fit environmentat and technological demands,

organisational design alone will not ensure organisational effectiveness. That is,
even when all ottier organisational requirements have been satisfied, it is essential
that organigational members behave in a manner supportive of organisational goals
" {Angle & Perty, 1981), where behaviour describes a person's intention not only to
remain in the organisation, but also to be motivated toward dependable an
spontaneous behaviour (Katz & Katin, 1978).

Union Commitment

While literature on organisational commitment dbounds, research investigating

‘trade union commitment is far less developed (Fukami & Larson, 1984),

- Industrial researchers have only recently begun to explore the nature of organised
labour (Bluen & Fullagar, 1986; Bluen & Barling, 1987). Fullagar and Batling
(1987) outline the premise for studying union commitment, They write that
democracy, defined in terms of rank and file participation, is a primary unior
objective, Trade unions must not only maintain a structure that is accessible to

~ control by all members, but in addition must maintain a level of commitment that

facilitates participuﬁun (Fullagar & Barling, 1987), They conclude that

commitment is a crucial facst of organised labour because it may be mstmmental
in the effectiveness and success of union action.

The concept of union commitment has as much relevance to the study of dual-
commitment as does the concept of organisational commitment, Thus far in the
present research, it has besn assumed that organisational commitment refers to the
individual worker's attachment to his’her employing organisation, Yet, by its
very nature, a union is as much an organisation as any commercial organisation/
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company. According to Schein (1980) an orgamisation is '...the planned
coordination of the activities of a number of people for the achievement of sonie
- common, explicit purpose or goal, througl division of labour and function, and
- through a hierarchy of autkority and responsibility” (p. 15). By definition, each -
of the aforementioned organisational constructs will be applicable to both
cominercially-based and labour organisations, Similarly, Fullagar (1986a) writes
that the similarity between commercial and labour organisations may imply that
the organisational commitment concept is generalisable across organisational
types. This suggests that when examining union commitment one might expect to
find many similarities to organisationsl commitment, However, Fullagar and
Barling (1987) contend that although trade unions have much in common with -
commercial organisations, they retain unique properties, and consequently the .
extent to which their goals differ from those of their commercial counterparts wr.ﬂ
“most likely affect the nature of membershxp commltment. _

Gordon, Philpot, Burt, Thomson and aplllar {1 980) were respounsible for initiaiing

union commitment research in the 1980's, Gordon et al.'s (1980) attempt fo

construct & meastre of trade union commitment constituted the first systematic

aitempt to analyse uriion commitment (Fullagar & Barling, 1987). Drawing on

~ more general research on organisational comitment, Gordon et al. (1980)
adopted a measure of union commitment which reflects many of the components
identificd in organisational commitment definitions, Gordon &t ol.'s (1980)
research was followed by three separately conducted studies which attempted to
establish the concurrent and construct validity of their ynion commitment measure

“(Fullagar, 1986; Gordon, Beduvais & Ladd, 1982; Ladd, Gordon, Beauvais &
Morgan, 1982). The results generated by these studies suggest that union
commitment is the compound of four major constructs. These aret

1)  anattitude of loyalty to the union;

2) a feeling of respousibility to the union;

3 a willingness to exert strong effort on behalf of lhe union; and
4)  abelief in the goals of unionism. :

In Gordon et al.'s (1980) ressarch, the trade linicn‘s ability to provide benefits for
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its membezs emerged as th single most important basis for commitment,

Further, they found that union commitment is a pervasive attitude, widely

distributed throughout the rank and file, regardless of job grade, tenure, race,

 marital status and number of children, Finally, the four union commitment
constructs have been shown to be generalisable across a range of samples of
workers (Fullagar & Barling, 1987), Ladd et al, (1932) and Gordon et al, (1984)
demonstrated the stability and generalisability of the constructs among samples of

“engineers, technicians and non-professional workers holding membership in white
collar unions, In addition, Fullagar (1986) demonstrated the stability and
generaligability of the constructs in research conducted among a sample of biue-
collax workers of differing occupational status in South Africa.

Thus, trade union commitment is as important a concept as organisational
commitment, That js, for an organisation to be effective, whether it is -
commercial or labour based, it is essential that its members feel committed to it.
Howevey, whether an individual is able to maintain high levels of commitment to
both groupings ns a member of both poses an ertirely different and s1gmﬁcant
research proposal, :

Dual-Commitment Research

In recent years there has been a marked resurgence of ressarch on union
commitment , and its relationship with commitment to employing organisations
(Angle & Perry, 1984; 1986; Fukami & Larson, 1982; 1984; Magenau, Martin &
Peterson, 1988). Most of these studies support the thesis that union members
generally tend to be loyal to their unions, and have challenged the accuracy of the .
thesis that unionised employees hold dual-loyalties, Magenau et al, (1988) write
 that three primary explanations have been submitted to explain the conditions
- under which, and reasons why, workers experience dual- versus unilateral-
commitment, :

1)  According to Stagner (1956) and Stagner and Rosen (1965) unilateral
commitment occurs when people are more deeply involved with one
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)

parncular side than the otiter, Howeer, they add that dual-commitient
is possible und~ favourable circumstances, such as positive union-
management relations and high job satisfaction, espemally if these
conditions are attributable to both parttes.

- Angle and Petry (1986) suggest that it is difficult to feel simultaneous

commitment to two organisations when they are in conflict with ons
another. Consequently, they suggest that dual-commitment is possible
when relations between management and trade unions are posive, bui
intense conflict has the effect of forcmg members to choosc one party
over the other.

Magena et al. (1988) offer a third interpretation. They base thefr -

- interpretation on Mowday et al.'s (1982) explanation of commitment

aecording to exchange theory, The rationale for this approach is that if an
organisation provides & vehicle for an individual to satisfy his/her needs

- and to utilise his/her abilities, the person will 'oeate his/her commitment

with thut orgenisation, Where organisations fail to facilitate these,
commitment will be low. Therefore, dual-commitment will be related to a
combination of variables that reflect a perception of satisfying exchangs
relationships with both unions and employing organisations. Unilateral
commitment ocours where either the union or the employing organisation
accommodates a perception of a satisfying exchange relationship.

Alienation

_ Psychology's interest in alienation is relatively recant .(Fullagar, 1986), However,
‘the concept of alienation should form part of any discussion on commitment, The

two concspts are undoubtedly finked and the consequences of work alienation are
similur to those of low organisation commitment (Blauner, 1964). Seaman (1959;
1971) and Blauner (1964) outlined five states of alienation with reference to
working environments, namely powerlessness, meaning'essness, normlessness, -
isolation, and self-estrangement,
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1)  Powetlessness describes a perceived lack of control over work systems,
~ A person is powerless when he/she is controlled and manipulated by other
- paople or an impersonal work system, and when he/she is unable to assert.
him/herself to alter this domination (Blauner, 1964). Seaman (1959;
'1971) uses the effects of mechanisation to demonstrate powerlessness.

2) Mesaninglessness deseribes the situation where, because of increasing
division of labour and spezialisation of work, an 1nd1v1dua1 is unable to
predict the product of hig/her ibou.

.3) Normlestriess describes the situation where traditional soclally approvad -
norms of behaviour are no longer aporoprinte for the achievement of
goals, .

4) . Igolation and estrangement occurs as a result of normlessness,

) Self-estrangement describes the situation where a worker is not provided
with the opportunity to express his/her abilities or skiils, and where jobs
purely satisfy needs such 53 money and security, -

Kanungo (1979) beliaves that alienation emanates from the inability of the
organisation to fulfil the needs of an individual, Similarly, Seaman (1959)
suggested that an organisation's inability to satisfy the needs of the individual and
inaglequacies in organisation structure are the major determinants of alienation,
Consequently, supervisors who are estranged from beir employing organisations
and trade unions may become allenated from elther or both, This may be the
result of their unilateral commitment to one group and rejection by the other,or
their rejection by both,

Recent Trends in Dual-Conimitment Research

Au examination of recent research into the dual-commitment phenomenon reveals
two primacy regearch themes, First, researshers have examined dual-commitment



in refation to the union-management negotiations climate, Second, they have
examined attitudes toward and involvement in unions ns moderators of dual-
conimitment,

In his research into public sector eaionism in the United States, Martin (1981)
concluded that protective unionism is likely to foster dval-commitment among
unions membars, bet it will cause disallegiance among non-union members.
Howaver, he added that aggressive unlonism is likely to foster unilateral
allegiance among both union and nun-union members, but in opposite. directions.
That is, aggressive unionism will have the effect that union members will only be
commitied to their unin.s, whils non-union members will be solely committed to
their employmg organisations,

Pestonjes, Singh and Singh (1581) found that pro-union workers have lower job
involvement and morale, while workers with less favourable attitudes towards
unions have higher morale and job involvement. In addition, they found that high

- morale is not accompanied by a positive attitude towards unions, and workers
with lower morale tended t¢ have a positive attitude towards unions.

Angle and Perry (1986) confirmed previous findings that the extent of dual-
commitment expressed by unionised workers is related to the ambient relationship
between labour and management within the organisation, The possibility of
simultaneous commitment to two interacting systems such ns a union and an

emy loying organisation tends o grow where the relationship between the systems
is cooperative, This supported their hypothesis that simultaneous conumitment to
two socidl ¢ stems is problematic to the extent that those systeins are not
cooperative and may force members to make 'eithsr-or' decisions,

An experiment conducted by Conlon and Gallagher (1987) demonstrated that
unton membership affects union commitment, independent of union
represeritation, In thelr research, Conlon and Gallagher (1987) examined the
organisation commitment - union commitment relationship among three groups,
namely, union members, non-union members and non-members who had
previously been member-  They expected to find that union members had the



highest union cormmitment, while because former membery had explicitly chosen
to leave their unions, they expected them to have higher levels of organisation
commitiment, In their research, the first of these hypothesis was found to bs true.
However, their second hypothesis was not shown to be true ug those people who
had left their unions were shown to have lower levels of organisational
commitment than members of bath the olher groups. This would suggest that
withdtawal from union membership does ot necessarily mean increased
commitment to an employing orgamsatxon

In recent dual-commitment research, Magenau et al, (1088) investigated
commitment patterns amongst union stewards and rank-snd-file union
membership, Stewards exhiblted higher frequencies of both dual and unilateral
union commitment. They found that positive union-management relations, high
Job satisfaction and effective union decision making practices were consistently

- related to high dual-commitment, Higl union involvement, positive perceptions
of unlon decision making prectices and low job satlsfaction were constantly
related to unilateral union gommitment. Magenau et al.'s (1988) research findings
partiaily supported Stagner and Rosens (1965) contention that individuals who axe
niore deeply involved in a union arg more unilaterally committed to it,

The dual commitment phenomenon was examined in the South African context by
Chrlstie (1988), He set out to explore the generality of the dual cortmitment
phenomenon. Christie's (1988) research tested whether unton type moderated the
relationship between union commitment and organisation commitment. Towirds
this end, he examined the relationship between these two commitmenis amangst a
sample from an 'aggressive' union and a sample from a 'protective’ union, He
found n significant positive union commitment-organisation relationship among the
protective union sample, but falled to find any sighificant relationship among lhe
aggressive union sample, Christie (1988) concluded that union typs is a

signifiz -1t moderator which should be congidered when examining the union
“commitment - organisation commitment relationship.
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Dual-Commitment, Marginality and the Supervisor

Marginality research examines the problems experienced by people who hold
_ membership in two or more fundamentally opposed groups (Newcomb et al.,
. 1967, Sxmllarly, dual-commitment research discusses workers' attachment to
~ both their employing organisations and their trade unions (Magenau et al,, 1988).
What differentiates these two concepts is that while marginality Implies an
objective membership of two groups, dual-commitment irrplies an identification
with two groups, Whether the person who belongs to two groups will identify
- with and be committed to the goals of both groups may not be solely dependent on
* their membership of these groups, u possibility not discussed by margmality
researchexs.

Supervisors in South Afcica exist on the interface bitween two fundamentally
opposing groups, namely, management and the workforce, However, 4 number
of reasons can be submitted to explain why their commitment to one or both of
these groups cannot be cansidered a foregone conclusion, First, dual-commitment
researchers {Angle & Perry 1986; Magenau et al., 1988; Stagner, 1956; Stagner
& Rosen, 1965) are unanimous .3 their view that the dual versus unilateral
commitment in organisations is mediated by the nature of the relationship between
union and management, Dual-commitment is possible only when an ambient
relationship exists between the parties. In South Africa, the recent rise in militant
trade union activity (Bluen & Fullagar, 1986) suggests that a less than ambient
relationghip exisis between management and the workforce. Consequently, one
may expect black supervisors to ally themselves attitudinally with either grouping,
neither of the groups, or hoth. Howsver, in each instance, they may remain
marginal to one or both of the groupy, Second, black supervisors' situations often
are complicated b, their rejection both by the workforee because of their
managerial status, and by management who do not readily accept black
supervisors as one of thelr own, Rejected by their former peers or by the unions
per sa, supervisors may resent the unions and worker aspirations, Similarly,
unfevourable mandgement behaviour may have a similar effeet on their
organisation commitment, Third, while acting on behulf of management, their
alliances may rest solely with the union movement which has traditionally
represented their bronder soclo-political goals,
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The marginal black supervisor can therefore perceive his/her situation as being
marginal while not necessarily holding dual-allegiances. Membership of one
group, while being commitied to the other, may hold unique problems for the
supetvisor. The cheratcteristics of the apartheid society in which viganisations
operate complicates the jssue, adding to the marginality of the black supervisor
on the one hand and possibly influencing their commitment to bolh parties on
ihie other. However, researchers have failed to Jook beyond the dual
commitment scenario. It hias been assumed that dual membership implies dual
allegiance and matginality. However, this relationship has not been adequately
tested in the literature for such a statement to be considered true, as such
relationships lave not been empirically investigated.

Research Kationale

- A relationship between marginality and dual commitment is implied in much of
the literature, although this has not been empirically tested, The position
occupied by black supervisors in South African organisations presents a unique
opportunity for examining such a relationship, Objectively marginal, black
supervisors' may indicate an atlachment to either their employing
orpanisations, to the trade union movement, to boll or to neither, The pregent
research investigates wheth-r Ylack supervisors' perceptions of marginalily are
related to their possible dual commitment. In so doing, the research adds to

- the existing body of lileraiure ona st ~t which has tended to ba reported
ancedotally and without empirical supp. ... Further, the research highlights the
practical difficulties associated wilh the occupancy of the supervisory role by

South African blacks, By gaining a clearer understanding of these difficulties, =

techniques to mediate and overcome such problems can be developcd.
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CHAPTER 4

DEVELOPMENT OF A SCALE OF PSYCHOLGGICAL MARGINALITY

In Chapter 2 black incumbents of supervisory positions in South African

~ organisations were shown to be objectively marginal, That is, they were shown {o
be placed in positions which suggest their organisational and extra-organisational
marginality, However, while one may submit that black supervisors are
objectively marginal, this does not necessarily imply that they experience
marginality, Further, a3 the literature about biack supervisors has primarily been
anecdotal, thefr experiential marginality might differ from that suggested by the
literature, Since no suitable psychometrically valid scale, designed to measure the
psychological marginality of black supervisors, exists, the developtment of such a . -
scale has been esgential for conducting Uie present research. In this chapter the

- methodology involved In the developmant of a scale of psychological marginality,
and the rationale for the type of scale operationalised, is presented, -

Theoretical and Methodological Considerations in the Development of o
Scale of Psychological Mm_‘giuality

Psychological theory requires that ail measuring instrumenis embrace two essential
characteristics, namely reliability- and validity (Anastasi, 1982; Kerlinger, 1986).
That s, for significant explanations about the nature of empirical data to be
derived, the measuring instruments used must be reliable and valid (Anastasi,
1981).

Reliability can be defined in terms of the accuracy, stability, precision,
dependabilily and consistency of a mensure (Ferlinger, 1986; Nunns & Kruger,
1986; Suen & Ary, 1989). Statistically, reliability describes the measure of true
variance to total variance gained for a psychological measuring tool (Kerlinger,
1986; Suen & Ary, 1989), Whereas reliability is concerned with the intringic
psychometric qualities of a measuring instrument, valldity refers to the extent to
which a measuring instrumont mensures what it was designed to measure
(Anastasi, 1982; Kerlinger, 1986; Suen & Ary, 1989), Validity is concerned with
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~whether r scale is able to elicit the intended information (Berdie & Anderson,
1974;. That is, its ability to reflect the underlying attribuw: of interest (Suen &
Ary, 1989), Therefore, while reliability is a precondition for good data quality
(Suen & Ary, 1989), validity establishes what can be understood from test scores
(Anastasi; 1982),

T_hus, for a scale of psychological marginality to be considered psychometrically
acceptable, it ought to be shown o be reliable and it should be subjected to a
rigoutous validation process (Nunng & Kruger, 1986). In ihe following two sub~
sections thess two concepts are elaborated upon separately.

Relinbility

Relis’sility can be assessed for daty obtained within a particular observation gession
(intrnsession reliability) or across a number of observation sessions (intersession
reliability) (Suen & Ary, 1989). Five primary methods for nssessing the reliabilivy
of a measuring instrument are identifiable (Anastasi, 1981; Nunns & Kruger,
11986). These are, inter-item consistency, test-retest reliability, alternate-form
reliability, split-half reliability and infer-rater or inter-scorer reliabitity. The
methods employed in scale development are determined by the nature of the scale
(Suen & Ary, 1989). _

Inter-ltem consistency or interral consistency measures the extent to which items
it u acale are intercorrelatedd o d therefore measure the same trait (Ghiselli,
Camphell & Zedeck, 1981). That is, It ascertuing the degree of homogensity of
test items. A measure of Inter-item consistency is determined by examining the
consistency of the responses to all test items, and involves a single administration
of the scale (Odesnik, 1988; Thorndike, 1982), Internal reliability can be
calculated by either the Kuder-Richardson 20 formula or by a derivative of ¢, .8
formula, Cronbach's Alpha, depending on the format of the answers .
operationallsed (Anastasi, 1982), For dicholomous scales the Kuder-Richardsor
formula 20 is appropriste, while for multi~scored items Cronbach's Alpha should
be utilised (Anastasi, 1982), Anastasi (1982) lists factors such ag test iength,
similarity of itents, individual and group differences of the sample and the nature
of the research as determinants of a cut-off level for reliability, Mekennell (1970)
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suggested that an alpha greater than .60 is accepaaliia for the social sciences.
Notwithstanding this, Nunns and Kruger (1986) refer to reliability coef‘ﬁcmnts
~ which are less than .80 as unsatlsfactory

Temporal reliability, otherwise referred to us test-retest reliability, deseribes the
application of the same ingtrument to the same people on two discrete occasions
{(Nunns & Kruger, 1986}. Teniporal reliability demonstrates the degree to which
fest scores can be generalised over separste occasions, provndmg a criterion of
stability over time (Anastasi, 1982). This method of assessing reliability s the
most simple and most straightforward (Anastasi 1982); the temporal reliability
coefficient being equal to the intercorrelation of the scores caleuiated for both
administrations, When adopting this approach, one is effectively maintaining the
sample of items constant (Ghiselli et al,, 1981), Consequently, the opportunity for
the measurement of constructs other than those designed to be mensured by thy
geale are minimized (Ghiselli et ab., 1981), Ghiselli (1981) views this method as
sssential when there are no comparable measures againgt which an instrument can
be validated, '

Anastasi (1982) states that it is necesgary to specify the time interval between the
two administrations of the instrument, However, no prescribed time interval for
retesting exists (Odesnik, 1988). While maximizing the interval between
administrations diminishes memory effects, the more prolonged the time interval,
the greater the chiance that scores will be affacted by intervening variables (Ghiselli

~gtal,, 1981). Anastasi (1982) writes that while the length cf time between these
two administrations should not be Immedtate, it should also not exceed six months.
Previously, developers of scales have settled on a six to seven week time period -
between administrations (Bluen & Barling, 1987; Odesnik, 1988),

Alternate-form reliability is comparable to test-retest reliability, except that two
parallel instruments, rather ".in the same instrument, are employed (Nunns &
Kruger, 1986), ‘This approach avelds difficulties associated with test-retest
reliability (Anastast, 1982) a3 recall from previous answers is preciuded (Nuans &
Kruger, 1986), However, care must be taken to ensure that the two forms are
 truly uniform (Anastosi, 1982),
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Only one administration of the scale is required for split-half reliability (Anastasi,
1982; Nunns & Kruger, 1986). Here, a single tcst ig split into two halves which
are (reated a3 equivalent forms, thus avoiding the construction of two forms of the
test (Suen & Ary, 1989), The corrélation between the two halves is its split-half
reliability. However, this approach only provides a reliability assesyment for half
of the enlistment (Nunns & Kruger, 1986),

Inter-rater reliability mfers to the correlation of scores obtained by .in'dependent
scorers or raters (Anastasi, 1982; Nunns & Kruger, 1986). This type of reliability
is commonly used where subjectively scored instruments are utilised (Annstasi,
1982), _

Validity

The procsss for demonstrating the validity of an instrument can involve assessing
it in terms of its content validity, critcrion-related walidity, and construct validity
(Nunns & Kruger, 1986; Suen & Ary, 1989). In addition, face validity should be
established to ensure the cooperation of participants in a study (Anastasi, 1982).

The methodical analysis of the scale content, to establish whether the items are a
prototypal sample of the population of elements to be measured, is referred to as
Content Validation (Anastasi, 1982; Kerlinger, 1986; Thorndike, 1982). Content
validity can be built into a scale (Anastasi, 1982) by including scale items which
are consistent with the appropriate theoretical constructs being investigated (Nunns
& Kruger, 1986), Thiat is, itsms are chosen and Included on the basis that they are
typical of an identifiable domain (Ketlinger, 1986). This is achieved through the
choice of appropriate items (Anastasi, 1982), by using subjective judgement -
(Ghiselli et al,, 1981; Rerlinger, 1986}, and by having knowledgeable judges
inspect the content of the items (Rerlinger, 1986,

Criterion-related validity describes how well a set of scores obtained from a
particular megsuring instrument relates to a chosen criterion or alternative means
for measuring the variable (Suen & Ary, 1989), This form of validity recordy the
ability of a test to predict an individual's behaviour in stipulated gettings (Anastasi,
1982).
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Construct validity describes the degree to which the scale measures a theoretical
construct or trait (Anastasi, 1982), Guion (1976) defines constructs as "categories
that are deliberate creations chosen to organise experience into general law-like
statements” (p. 788). A number of techniques, including establishing convergent
- and/or discriminant validity and the use of factor analytic tschniques, can be

~ applied to demonslrale construct vilidity.

. The convergent and discriminant 'validity ofa measuring_instrumerit wre easily
eatablished (Nunns & Kruger, 1986). Convergent validity is achieved by
demonstrating that the scale being validated is positively related with conceptually
related variables (Anastasi, 1982). ‘Discriminant validity is achieved by
demonstrating that the scale is not related to variables I’rom which one would

' expect it to differ (Anastasi, 1982) -

Factor analys;s is & suitable statistical technique for establishing construct validity
(Nunns & Kruger, 1986). 1t is a statistical technique utilised for the identification
of psychological traits. Factor analysis aids in distinguishing the underlying
properties or constructs of a scale (Kerlinger, 1981) and assists in identifying the
measurement charvacteristics of the scale (Pullagar, 1986). Factor analysis is used-
either in an exploratory capacity to determine the minimum number of hypothetical
factors that can account for observed covariation, or in a confirmatory capacity to
confirm the nature of the strueture which is hypothesmed in advance (Kim &
Mueller, 1978; Suen & Ary, 1989),

Past Approaches to the Measurement of Marginality

In the past, researchers (g2, Dickie-Clark, 1966; Biamons & Sobal, 1981; Gist &
Dworkin, 1972) have adopted objective approaches to the study of marginality,
This involved researchers identifying a person or a group of people as marginal on
- the basis of some objective or identifiable criterion, Examples of this abound in
the liternture. Endeavouring to establish the marginality of coloured people in
Durban, Dickie-Clark (1966) proposed that these people were marginal becaus .
they sulfered an inconsistency between their cultural equalily and their social
inequality with whites. Emmons and Sobal (1981) tested the thesis that soctal
marginality is a predictor of belief in paranormal phenumena by examining this
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belief in terms of what they considered to be indicators of marginality, namely

~ certain age categories, being black, being female, and being unemployed.
Similarly, writers on the marginality of women professionals (Buenno & XKamm,
1983; Githens & Prestage, 1978) state that because women with families have to’
divide their home and career aspirations, they become marginal. That is, by virtue
of belonging to certain groups writers have assumed that menibers of these groups
ate marginal, While one can not doubt the legitimacy of these and other similar
arguments, by adopting this approach writers fail to rccogmse the experiertial
marginality of these people. o

_ Qualitative techniques have previously been employed in studies of marginality.
Musgrove (1977) conducted detailed semi-structured interviews with seven groups
of people he believed to be marginal, He addressed a series of upen-ended
questions to participants which focused on their experience of marginality and its
outcomes. The questions covered how their marginal situation had affected them,
in what way their lives had changed since becoming marginal, what they had lost
and gained, and what problems they had experienced as a result of their

- marginality. Other examples of qualitative marginality research include Kelly's
(1986) amalysis of school texts in which he examined how schools in French West
- Africa prepared students for a society in which they could never take part and
Haber's (1982) examination of the seating patterns of marginal and non-marginal
university students i Jectures. While the aforementioned studies vary
considerably in subject and approach, each successfully added to the exlstmg body
of marginality research, :

Quantitative studies of marginality have been of two kinds, First, scales and
questicnnaires have been developed for administration among people in specific
marginal situations, Mann (1958) developed a 14 item scale of marginality to
measure the marginality experienced by coloureds in Natal, Similarly, wien
investigating the marginality of social workers, Enoch (1989) utilized a
questionnaire directly related to the marginality of tiie social work profession, and
Githens and Prestage (1978) made use of a 122 item questionnaire directly related
to the type of problems experienced by female state legisiators, In a second
approach, researchers have attempted to measture marginality through the use of
scales believed to measure related varinbles, Forsyth, Bankston and Jones's
(1984) utilised Streuning and Richardson's (1965) scale of alienation to measure
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the social marginality of merchant seamen, They conceplualised social marginality
as a form of alienation. Similarly, Lindquist and Hirabayashi (1979) used
measures of alienat>on, psychological distress, self-gstecmn and self stability to
assesy the marginality es perienced by gay males. Studies of this nature assess
marginality in termis of its outcomes rather than focusing «*~ctly on the experience
itself, Yn contrast, scales developed for particular marginal situations acknowledge
the unique axperiences of indivi 'uals in specific marginal situations. No such
scale could be found to measurs the unique experiences of black supervisors in
South African organisations. Consequently, & suitable seale had to he developed.

The Development of  Scale of Psychological Marginality .

In the present study, a scale of psycho'.~gical marginality was designed to measure
the perceived marginality of black sepervisors in South African organisations,
Towards this end, a rigourous methodology uiilising both qualitative cnd
quantitative research techniques was adopted, The scale was develaped over five
distinct phases, namely 4 literature survey, in-depth *1terviews, pilot test one, pilot
test two and statistical validation testing. '

PHASE 1 - Literature Search.

At the outset, an extensive literature search was undertaken, In an effurt to
identify the construcis of marginality all available marginality literature (discussed
_ ini Chapter 2) was examined, In addition, all known questionnaires and scales of
marginality as well as related variables were serutinized, =

On the basis of information gathered during this initial stage, an interview

_schedule was developed for use in the next stage, namely the semi-structured
interviews.
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PHASE 2 - Seni-Structured Interviews

During this phase, semi-structured interviews were conducted with a sample of 20
black supervisors, The aim of these interviews was to determine how the
objective/situational matginality of black supervisors is expetlenced by these
individuals, The rationale for this was that a more accurale understanding of black
‘supegvisors' marginality can only be achieved through gaining a better
understanding of the experiential marginality of black supervisors in South African
industty, The interviews were therefore used io identify events which typified
 black supervisors' marginality and which could be used as items in a scale of
marginality.

Sample

20 Black supervisors were interviewed, All inlerviews were conducted at a
‘Witwatersrand factory specialising in the production of electronic parts, The ages
of participants rasged from 26 to 53 (Mean = 38,3). All participants commuted
to work from the greater Witwatersrand-Pretoria area. Of the 20, the home
language of seven participants (35%) was Zulu, four varticipants (20%) spoke
Northiern Sotho, three participants (15%) spoke Tswana, lwo participants (10%)
spoke Xhoss, two participanis (10%) spoke Shangaan, and Southern Sotho (5%)
and Swazi (5%) were the home languages of the rematning two participants.
Participants had been employed by the firm for between (hreo and 30 years

- (Mean=14,2 years), and iiad occupied their superv;sory position for between one
and 14 years (Mean = 6,7 years), '

Measuring Instruments

On the basis of the literature search, an interview schedule was developed o
determine whather black supervisors percelved their organisational positions as
marginal, &nd if 8o, how this manifested for them. A copy of this interview
schedule can be found in Appendix 1, A seclion was included lo obtain the
biographical information of the participants. A preamble to the interview schedule
explained the purpose of the interview 1o participants, and assured them of
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complete confidentiality. On the basis of the literature search, the interview
schedule was divided into sections each relating to different aspects of marginality.
First, general questions were asked which aimed at establishing how participants
perceived their situations, These were followed by questions relating to the
following: their work relationships with their white superiors, their work
relationships with tlieir black subordinates, how extra-organisational factors
impinged on their jobs, how they described their organisational role, and what
post-promotion probiems they had experienced since becoming a supervisor, A
final question asked participants to relate ary similar experiences that they might
have heard their colleagues talking about. '

' The intexview schedule comprised three fypes of questions, Yes-ne type questions
wers.used ag opening questions and to quantify the extent to which marginal
situntions applied to participants, Open-ended questions were included to eficit
non-guided responses from participants, Follow-on questions were vsed to get
participants to elaborate on the implications of the various situations in whiclt they
found themselves, when these were most likely to happen, the frequency of
occursence of these events, and what they believed wers the ressons for this
happening. This combination of questions was included so as to keep the
interviews focused yet allow interviewees to describe their own first-hand
experiences. A number of the questions utilised were similar to those adopted by
Musgrove (1977) when he interviewed groups of marginals' about their
experiences,

Procedure

Semi-structured interviews were conducted, The author conducted ten of these in
person, and the balance were conducted by a black post-giaduate Industrial
Pgychology student. Prior to the interviews, the second interviewsr was briefed as
to the purpose of the interviews and the approach he should adopt when conducting
each interview, It was decided to include a black interviewer as a number of the
issues were sensitive and it was possible that interviewees would fail to
commumicate openly and honestly with a white interviewer, Befors the
commencement of Interviews, the preamble to the questionnaire was read to
participants explaining the purpose of the interviews aad assuring them complete
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confidentiality, All interviews were conducted in English. Each interview lasted
between 45 minutes and an hour, This ailowed sufficient time for a good rapport
. to be established be’tween intervieWer and interviewee.

All rasponses by participants to open—ended and the yes-no type quesbons wers
recorded, '

~ Results

On the basis of the qualitative analysis of responses to the open-ended questions
and the frequency of responses to the yes-no questions, 97 objective statsments of
marginal experiences were identified. Many of these were similar in meaning and
in gach case the better statement was retained. Those items that remained were
included in the questionnaire utilised during the scale refinement stage. The
 rgsponses to the yes-no type questiony are presented in TABLE 1,

PHASE 3 - Pilot Test One

Duting this phase a draft scale was gdministered to the same sample who were
uged in Phase 2 of the study, The aim of this phase was to refinie the scale into n
workable measure, All the items identified from the analysis of the interview datq
were included in the scale, The rationale for using the same sample was to
determine which itsms were an gceurate reflection of marginal experiences and
which were arbitrary iesponses made by respondents during the interviews.

Sample

‘The identical sample employed during the interviewing phase was tested,
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Measuring Instrument

The scale was presented as 4 questionnaire, It was entitled “Work Role
Questionnaire”, Respondents were required to record their biographical
information. A preamble titled 'Confidential' explained what was required of
participants and guaranteed the confidentiality of their responses. The scale
comprised 73 questions each relating to their role as supervisors and their
relationship with both management and the workers, A four-point response format
-was utilised and participants were required to indicate fo what exten: they believed
each statement applied to them, The responSe categories ranged from to a great
extent' to ‘not at all’.

TABLE 1 - Aﬁirm_ative Responses To Yes-No Questions, bf Tnterviewes

Questnon '. A 1 B | ¢

1. Would you say supsrvisors are placed in the | 100% 100% | 100%
middle of management and the workforce?

2. Do you feel 'tom' between your superior's | 100% | 70% | 85%
demands and your subordinate's demands?

3, Do you feel conflict between your role asa | 80% | 40% | 60%
supervisor perfortaing in a white world and _
your role as & black in South Afrlca?

4. Do you worry about being accepted by | 40% | 10% %%

_ whites at work? _
15, Do you ever feel diserimination from your 0% | 40% 5%
white superiors? - "

6. Do you ever find it dilficult to represent | 50% | 60% 55%
management's goals or policies to your :
gubordinales?

7. Do you feel that there is a bad 1ame 80% | 90% | 8%
attached to being a supervisor? '

I8 Has It over been suggested to you fhat you | 50% | 100% | 75%
__are a 'seltout’ or 'hmpimpi'? -

9. Do you worry about being accepted by 0% | 40% | 35%
__black people at home/outside work hours? |- -

Where A = Affirmative resporises recorded by black intemewer -
B = Affirmative responses recorded by the wiiier
C = Combined affirmative responses
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TARBLE 1 « Contiived

Question | | A B _| ¢

10. Have you ever experienced problems 10% 20% 15%
' outside of the work situation asaresultof | '
being a supervisor?

11. Do you feet that your Job aﬂ"ects your 50% 50% 50%
" community life i in any way? — _
12. Do you believe that factors ouiside the 80% .| 80% | 80%

‘workplace influence your job?

13, In performing your job do you ever have to

g0 against: -

%) commonity practices/actions? 20% | 80% | s50%

“b) black cultural beliefs? 20% 0% | 10%

c) your own values and beliefs? ~ 0% 60% 43%

14. Do you ever feel alone at work? 1 20% | 50% ] 35%
15, Are you a true/full member of: '

8) the workers who you supervise? 10% 10% 10%

'b) tie white supervisory teamn? 0% 20% 10%

¢) both a) and b)? 80% 50% 65 %

__d) neither a) norb)? 1 lo% | 20% | 15%

|16, Since becoming a supervisor: ' . '

a) do you feel more isolated? _ 30% 60% A5%

b) do you feel more discriminated against? | 50% 0% 65%

c) have you lost a sense of belonging? 30% 60% 45%

17, Did you experieﬁoe any probiems with close | 30% 80% 55%
' work-friends, after you werg promoted?

Where A = Affirmative responses recorded by black interviewer
B = Affirmative resuonses recorded by the writer
C = Combined affirmative responses

Proce_d'ur'e

Supervisors completed the questionnaires in a tiaining room on the the factory
premises in groups of five. The supervisors were told to read the instructions
carefully and to take as much time as they needed to complete the questionoaire.
The confidentiality of their responses and the fact that it was not a test was




emphasized. When the respondents had completed the questionnaire each one was
taken aside separately and a number of questions relating to the scale were
addressed (o them. They were asked whether they felt the scale was too long or
too shoit, whether they had found any of the items particularly sensitive, whether
they believed that any item should not be included, whether they had difSiculty

" understanding any of the items, and whether they felt any items were missing,
~ The responses to these questxons were recorded and were later analysed together
with the scale responses.

| Results

Ttems from the initial scale were removed on the basis of a number of criterda,
namely, they did not discriminate adequately, they were similar in meaning,
participants had found them difficult to understand, and on the recommendations
of a group of experts who were shown the scale, This group of experts included
four University lecturers in Inclustrial Psychology and two Industrial Psychologists
in private practice who are registered with the South African Medical And Deatal
Council. No items were removed because respondents had found them sensitive.
Negatively worded items were changed to read positively a¢ a number of
supervisors had difficulty understanding them. On the advice of the experts
_consulted, the response format was changed to a three point scale where
respondents indicated whether each statement did or did wot apply to them or if
they did not know,

PHASE 4 - Pilot Test Two

A second pilot run was conducted to establish the generalisability of the scale
aoross organisations and to determine whether any revisions were needed before
the main implementation. Attention was given to participant's ability to
understand the instructions and individual items, and the ease of completion of the
scale, : :
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Sanip!e

The questionnaire was administered o a group of 15 black supervisors at a
furniture manufacturing factory in the Northern Transvaal. The ages of

' participants ranged from 28 to 46 (Mean = 34,9). The home language spoken by
seven participants (46,67%) was Tswana, three participaats (20%) spoke
Shangann, three participants (20%) spoke Ndebele, one participant (6,67 %) gpoke
Northern Sotho, and one participant did not specify his home language,
Participants had been employed by the firm for between four and 21 years (Mean.
= 10 years), and they had occupied lheir superwsory pos:tlon for between orie and
14 years {Mean = 4, 87 years), S

Measuring Instrument

The 51 item scale, refined during the first pilot run, was administered to the
sample. This second draft scale was accompanied by a letter of introduction on a
University letterhead. The letter explained the purpose of the study, assured
participeais complete confidentislity and thanked them for their involvement.
Respondents were required to complete a biographical blank specifying their age, -
home language, experierice with the company, experience in the supervisory
position, and whether they belonged to a trade union or not, Instructions were

- provided for how the respondents should complcte the scale. A three point
response format was utilised on which respondents indicated whether eack .
statement did or did not apply to them or if they did not know,

Procedure

Groups of five supervisors completed the questionnaires in an office on the
factory's premises, The supervisors were told to read the instructions carefully
and to take as much time as they needed to complete the questionnaire, The
confidentiality of their responses and the fact that it was not a fest was emphasized.
While compleling the scale respondents were carefully observed to determine
whether they found any items particularly difficult. In addition, a thorough
qualitative analysis was conducted of the completed questionnaires. Two items
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were discarded because it wag felt that they were not being fully understood. -
- Thus, ¢ 49 item scale was arrived at for statistical Vahdatxon

PHASE 5 - Statistical Validatioi
_Sa‘mple

The sample included 139 black first-line supervisors, First-line supervisors were
defined as that level of management at the bottom of the managerial hierarchy,
Participants needed to be able to read and write English. The sample was obtained
from six different organisations. In all, eight factory locations were utilised. A
breakdown of the biographical details of each factory sub-sample and their
composite is presented in TABLE 2.

| Procedure

The questionnaire comprising both the marginality and role conflict scales was
distributed to menagement representatives of the six organisations from which the
sample was obtained. They were requested to distribute the questionnaires to
black supervisors on the shopfloor, While a preferred approach would have been
to follow the group testing procedure used in the previons phases, organisations
participating were not prepared to allow large groups to be tested in this way, The
questionnaires were distributed along with envelopes in which participants could
place their completed questionnaires. Participants were asked to complete the -
guestionnaire in their own time. In addition, they were told that once this was
finished they were to place the questionnairs into the unmarked envelopes, tv seal
them and then to return them to the designated nevson. Respondents wers given
up to four weeks to return the questionnaires at which poiat they were collected
from the respective organisations for analysis, Of the 220 questionnairss
distributed 139 were returnew, .omprising a 63% response rate. To test for

temporal teliability the procedure was repeated on 2 sub-sample of 13 supervmors
~ following a six week time interval.
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Measuring Instruments

An introductory letter explained the purpose of the study to participants and
assured them of the anonymity and confidentiality of their responses, 4
biographical blank was included to elicit information pertaining to participants'
age, sex, Jevel of education, home language, experience at their employing
compuny, experience in the supervisory position, and whether or not they
belonged to a union. Two scales wer¢ included in the questionnaire. First, the
scale of marginality undergoing statistical validation. Second, Rizzo, House and
Lirtzman's (1970) role conflict scale was included as a validation criterion to test
~ for convergent validity, :

The scale of psychological marginality was preceded by a brief preamble _
explaining how the scale should be completed, The scale consisted of 49 items. A
three point response format was used. Respondents were required to indicate
'Yes', 'No' or 'Don't Know' to each statement. Example responses were
provided for respondetits to enswe that they were completing the scale correctly,.
The scale was not translated into any of the black languages as participants in the
-pilot studies had no difficulty in completing it. Further, the sample included
people from 11 different first language groups making translation a difficult if not
impossible task. '
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TABLE 2 - Summary of the demographic characteristics of tho sample

. Variable _ | Number | Percentage |
Factory Location: One - 6 4
: ' . Two 18 12
Three 22 16
Four 9 7
Five 33 24
Six .16 12
Seven - 11 8
. Eight - 25 18
' Home Language North Sotho 27 20
Ndebele 7 3
‘South Sotho 13 9
Zulu 18 13
English 2 1
‘Tswana 50 - 36
- Xhosa 4 3
Setswana 6 4
Shangaan 4 3
 Pedi 2 i
Swazi 3 2
. Tsonga - 2 1
| Education: - 1 -5 years 4 3
- 6-9 years 23 17
10 - i1 years 66 46
' . 12 years + - - 45 M
| Length of service: 1 -5 year 22 16
: 6~ 10 years 49 36
11 - 15 year 39 28
16 - 20 years 18 13
21 years + 9 7
Supervisory experience: | - 3 years 64 47
: "~ 4.Gyears 36 27
7 - 9 years 19 14
10 - 15 years 14 10
16 years <+ 2. 1
{jnion statuat Hold membership 64 46
Not members 74 54
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~ TABLE 2 - Sumniary of the demographic charactetistics of the sample

Variable

- Number | Percentage |
 Factory Location: ©  One 6 4
' Two 16 12
Three 22 16
" Four 9 7
Five 33 24
Six 16 12
~ Seven 11 8
. Eight 25 18
Home Language - North Sotho 27 20
' Ndebele 7 5
South Sotho 13 9
Zulu 18 13
English 2 1
-+ Tswana 50 36
- Xhosa 4 3
Setawana 6 4
Shangaan 4 3
Pedi 2 1
Swazi 3 2
— Tsonga 2 1
Education: - 1 -5 years 4 3
' 6 - 9 years 23 17
10 - 11 years 66 46
. - 12 years + 45 34
Length of service: 1«5 year 22 16
' _ 6 - 10 years 49 36
i1~ 15 year 39 28
16 - 20 years 18 13
21 years + 9 7
Supervisory experience: 1 - 3 years 64 47
4 - 6 years 36 27
7 -9 years 19 14
10 - 15 years 14 10
. 16 years + 2 1
Union status: Hold membership 64 46
Not members . 74 54
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Role conflict was measured using an eight item Role conflict scale (Rizzo et al.,
1970) which has been widely used in research studies (Cook et al., 1981), It has
been subjected to cxtensive validation (Schuler, Aldag and Brief, 1977) and has on
numerous orcasions been implemenied because of its psychometric qualities
{House, Schuler & Levanoni, 1983), The internal refiability of the scale has been
shown to be acceptable {Cook et al., 1981). Szilagyi, Sims and Keller (1976)
report internal reliability cosfficients of 0,90 and 0.94 among samples of hospital
employees and manufacturing managers respectively. Aldag and Brief (1977)
reported alpha coefficients of between 0.56 and 0.82 among six different
samples, Generally, alpha coefficients have been in excess of 0.75 (Abdel-Halim,
1981; Kemery, Massholder & Bedeian, 1987; Leigh, Lucas & Woodman, 1988;
and Schuler, 1977), Similarly, temporal reliabilities of the scale have been more
than adequate (Cook et al., 1981), Further, the scale has previously been used in
South Africa (Bernath, 1976, Bluen & Barling, 1987),

A copy of the questlonnmre including beth measuring jnstruments utlllsed can be
found in Appendix 2, ' :

Statistiml Analysis

The statistical analysis of the scale of psychological marginality initially involved
conducting an iteri analysis to ass < the appropriateness of items for inclusion in
the scale. Following this, factor analytic technlques were utilised to distinguish the
scale's underlying properties or conslructs and the scale was tested for reliability
and validity, =

Itemns were excluded from the scale op the basis of four criteria. First, item
response frequencies were scrutinized, Items were excluded when less than 25%
or more than 75% of the sample indicated that an item applied to them (Bluen &
Barling, 1987). Where less than 25% of the sample endorsed an item, (he item
was deemed to be adding very Iittle to the variance of the scale, and when more
than 75% of the sample endorsed an item, this suggested that the item was not
discriminating adequately (Bluen & Barling, 1987). Second, items were excluded
when conceptually similar items produced a shared variance greater than 30%
(Bluen & QOdesnik, 1988). To avoid item redundancy only the item judged most
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appropriate was retained (Bluen & Odssnik, 1988), Third, items which recorded

" meagsures of sampling adequacy less than 0.5 during the factor analysis were
‘excluded (Fullagar, 1986a), Fourth, items which did not correlate significantly

~ with the measure of role conflict were excludes,

The interncl consmtency of the scale was evaluated by means of Cronbach's alpha
technique, Since the format of responses in the present research allowed for tires
possible responses this technique was deemed most suitable. This technique is a
derivative of the Kuder-Richardson formula 20 which represents the mean of all
split-half coefficients resulting from different splittings of the test (Anastasi, 1982).
Cronbach's alpha is appropriate for single administrations of a test and where test
- itzma are not dichotomously measured, A cut off level of .80 was considered an
acceptable level of reliability (Nunns & Kruger, 1986).

Temporal consistency was assessed by way of the Pearson Product Moment
Coefficient. This involved correlating the scores obtained during the initial testing
with scores obtained during the post test administered to a sub-sample (Anastasi,
1982), Ghiselli, Campbell and Zedeck (1981) view this method as essential when
there are rio comparable measures against which an instrument can be validated.
Temporal reliability was demonstrated to assist in establishing the generalisability
of the scale over time.

Following an extensive literature search and consultation with expetts in the ares
cantent validity was built into the scale by including scale items which are
congistent with the appropriate theoretical constructs being investigated {Anastasi,
1982; Nunns & Kruger, 1986). '

In the present study construct validity was tested by correlating the scale under
development with a scale designed to meagure role conflict (Rizzo et al., 1970).
The concepts of psychological marginality and role conflict were shown previously

 to be conceptually reiated. Construct validity was also established through the use
of Factor analytic techniques. According io Nunnaly (1978) factor analysis canbe
used to predict all thres validities, however it is must effective when predicting
construct validity as internal and external structures or relationships can be
examined (Suen & Ary, 1989),
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Factor analysis is a collection of procedures which examines the patterns of
correlation between a lacg number of variables, and then extracts the main
underlying dimensions or factors (Cuzeton & D'Agosting, 1983). It is based on
the assumption that some underlying factors, which are ymaller in number than the
number of observed variables, are responsible for the covariation among observed
vaciables, where a factor is taken to be a corcept with two or more underlying
variables (Kim & Mueller, 1978). A factor represents an area of generalisation
which is quatitatively different fromn that represented by other factors (Gorsuch,
* 1974) and which has & low correlation with or is uncorrelated with all other
variables in the test beattery (Cureton & D' Agostino, 1983),

"The purpose of factor analysis is primarily exploratory or confirmatory (Kim &
Mueller, 1978; Suen'& Ary, 1989). Exploratory factor analysis attempts to reduce
“a set of variables into two or three underling factors (Kim & Mueller, (978; Suen
- & Ary, 1989), Confirmatory factor analysis is used to determine whethier
postulated underlying characteristics are actually true (Kim & Mueller, 1978;
- 1981; Suen & Ary, 1989), In the present study, factor analytic techniques were
used ih an exploratory capacity as this was the first attempt at identifying the
underlying scale factors, £sychologists use factor analysis to determine how
people perceive different stimuli and to categorise them into different response sets
(Kim & Mueller, 1978). Factor analysis is capable of reducing large numbers of
lar ely uncorrelated characteristics into character traity or other psychological
concepts (Stopher & Meyburg, 1979),

* Factor analysis may be calculated by means of numerous. lechniques. However, a
series of steps are common to all of these techniques. These include selecting the
variables, computing the matrix of correlation among the variables, extracting the
unrotated factors, rotating the factors, and interpreting the rotated factor watrix
{Comrey, 1973; Kim & Mueller, 1978; Suen & Ary, 1989), Intercorrelations are -
conducted among all items. An initial factor is extracted a¢ it accounts for the

most variance in the measure (Suen & Ary, 1989). Thereafter a second factor is
created to account for most of the remaining variance, This process is continued
until afl variances are accounted for (Suen & Ary, 1989). In the present

reagearch, Kaiser's (1970) Measure of Sampling Adequacy (MSA) was used to -
datermine whether the common factor model was appropriate (Fullagar, 1986},

The factors were then rotated (Comrey, 1973; Kim & Mueller, 1978; Suen & Ary, ,
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1989), Since the first factor accounts for the most variance, rendering the othr
factors nonsensical, the factors are rotated to disiribute the variance more evenly
among the second and subsequent factors (Suen & Ary, 1989). Varimax rotation,
which is an orthogonal rotation technique, was used as the subconstructs were

©© theoretically independent of each other (Suen & Ary, 1989). After rotation & final -

set of factors was extracted. Only those factors with eigenvalues of greater than
one and which had recorded communalities of greater than .20 were included
(Fuilagar, 1986w),

" Results

Item Aaalysis

On the basis of the item analysis, 28 items were eliminated, First, six items were
eliminated because they wers experienced by more than 75% of the sample and
were therefore deemed not to be discriminating adequately. Second, one item was
eliminated bruause it was experienced by more than 75% of the sample and
becauge it's measure of sampling adequacy was less than 0.5, An additional three
items were eliminated because their respective measures of sampling adequacy
were less than 0.5, 15 items were eliminated because they did not correlate
- significanily with role conflict, while another item was exrtuded because it
correlated negatively with role conflict, Finally, two items were eliminated
because they did not correlate with the two factors identified, Therefore, 28 items
were eliminated and 21 items were retained.

Factor Analysis

The data from marginal'ty scale was assessed using Kuiser’s (1970) Measure of
Sampling Adequacy (MSA) to determine whether the common factor model was
appropriate (Fullagar, 1986n). According to Fullagar (1986), MSA values of 0.8
or 0.9 are regarded to be good, while MSA's bilow 0.5 are not acceptable,
Among the 21 items which remained, the MSA's of only three itetas fall below
0.8, the lowest value being 0,74 (TABLE 3), An overall MSA of 0,84 was
recorded, Therefore, the dats satisfied the requirements for factor analysis.



TABLE 3 - Kaiser's Measure of Sampling Adequacy

ITEM | MSA | ITEM MSA ITEM MBA
B 08 | 8 | 0m 15 _0.88
2 084 1 = 9 0.75 16 | 08
_3_ 0.88 10 0.90 17 | 083
4 | 033 1 0.74 18 _ 0.87
5 | o8 | 12 | o8 | 19 | 08
6_ 0.82 13 0.84 | 20 081
7 08t | 14 | 08 21 0.82

The inimum eigenvalue and Scree tests were used to extract the factors

~ (Fullagar, 1986a). Only factors extracted with eigenvalues nf greater than one
_were retained. Close examination of the Scree plot of eigenvalues (Fi_gure n
displays that the characteristic roats begin to level off shaping a straight hotizontal
line after two factors (Cattell, 1965; Fullagar, 1986a),
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Varimax rotation revealed two factors (TABLE 4). Only those factors with
eigenvalues greater than one were included, Factor orie cotnprises 11 items, each
of which pertain to supervisors' relationship with their subordinates, - Factor two
compriges ten items each of which relate to supervisors refationship with
management, Fini! communality estimates among all 21 items, were greater than
0.20 and were therefore acceptzble (TASLE 4) (Fullagar, 1986a). A Pearson

- Product Moment Correlation Coefficient calculated between the two factors was
 not significant (r = 0.16,p < 0.07), thereby demonstratmg the mutual exclusivity
. of the factors.

Reliability

Internal and temporal reliability were caloulated for the scale of marginality. A
Cronbach Cosificient Alpha score of 0,86 was calculated for factor 1, namely
worker marginality. Similarly, a Cronbach Coefficient Alpha score of 0.86 was -
calculated for factor 2, namely management marginality. Therefore, both scales
satisfy internal reliability requirements. :

Temporal reliability was calculated over a stx week interval. Satisfactory Pearson

Correlation Coefficients were calculated for both management marginality

(r=065p< 005 n = 11} and union marginality (r = 0. 75,p <00l n==
1),

L

Valldity

To determine the scale of pyychological marginality's construct validity, scores
obtained on this test were correlated with those obtained on Rizzo, House and
Lirtzman's (1970) scale measuring rele conflict. Significant correlations were
caleulated belween role conflict and management marginality and worker
marginality, A Pearson Correlation Coefficient of 0.53 (p < 0,0001) was
computed for management marginality, and a cocfficient of 9.40 (p < 0.0001)
wasg computed for worker marginality. 'Known group dif! ferences were not lested
~ for as e sample did not allow for this,



'TABLE 4 - Factor Structure of Supervisor Marginality Scale

MARGINALITY ITEMS FACTOR
: : LOADINGS
_ - _ - F1 ¥2
40) Since becoming a supervisor, I feel that the workers discriminate _
_ against me. a1 =06
31)  Since becoming a supemsor, I feel that T've lost the support o :
of my former co-workers, - 75 00
{36) Many workers are jeatous of me, because I'm a supervisor. 73 414
46) Most of the workers reject me, : RN - % .08
48) Since becoming a superviser, my only trie fnends dt work
_ can be other black supervisors. 63 A7
30) 'The workers accuse me of telling their secrets to management, 98 Q1
4) Since becoming a supervisor, some of my former friends
have had trouble dccepting me. ' 57 .03

47) - The unions won't listen to supervisors as we are seen as 'fmplmpl’. .54 Q08
23) I'm seen as working with the white establishment

againat the workers. S3 .10
143) The workers will accept an instruction from & White supervisor _
more easily than from me. A3 A2
19) RBven if it creates problems/difficulties for me 4t work, -
I'm afraid of reprisals from the
black community if I don't go along with them during slnkes :
and stayaways, 4216
12) White mansgers ignote me, ' 05 79
22) Higher management do not listen to black supervisors, =03 .13
14) My superiors only accept me when they need me ' :
to carry out work for them, 15 70
8) White management overlook my on-the-job work expenence _
and ignore my suggestions. D60
2) Management provides me with enough backing/help,* -.08 .60
10) Ican never be a fully accepted member of management _
because they are white and I am black. ' J4 .61
41) Higher management allow me to use my diseretion/choice,* A2 58
1) Management give me enough authority to
discipline my workers, * . 06 52
11) White manggers often treat mie in the same way as they treat _
other blacks on the shopfloor, 01 .50
26) My superiors can overtide/contradict instructlnns
1 give to my workers. JO 49

* Items were reverse scored
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Discussion

The present study investigated the dimensionality of psychological marginality -
experienced by a sample of black supervisors. Two mutually exclusive constructs
were identified, The first relates directly to the relationship between sup :rvisors
and their subordinates. The second relates directly to the relationship of black
supervisors and their while superiors, and includes ifems which suggest both racial
and positional difficulties, Tte two were shown to be mutually exclusive and
unrelated. In literature discussing the position occupied by supervisors (Child &
Partridge, 1982; Fletcher, 1969; Human, 1983), the difficulties supervisors
pxperience when dealing with both management and worker groups, are
recognised. It is not coincidentul that in the present study the two factors -
identified relate to supervisors' relationships with each of these two groups and
serves to confirm thase assumptions. ' '

The results obtained in the present study indicate that the Prychological
Marginality scale and each of its mutually exclusive constructs are
psychometrically sound, demonstrating acceptable levels of both reliability and
validity, Internal and test-retest refiability were satisfactory. The scale and eack
of its constructs were also shown to possess adequale construct validity, Further,

~ lhey correlated significantly, and in the predicted direction wilh the conceptually
related measure of role conflict. Therefore, the scales measuring both
management marginality and worker marginality render useful and
psychometrically sound measuring instruments for use among black supervisors in
South Africa, ' '

A correlation of 0.53 (p< 0.05) was computed between management marginality
and the role conflict scale and a 0.40 (p < 0,05) correlation was computed between
‘worker marginality and role conflict. While this does not confirm that these are
different constructs, this ratified their inherent conceptual similaritles, In nddition,
these relationships verified that respondents understood the scale and negated the
possibility that responses were random,

Although both scales of psychold_gical marginality were shown lo be

psychometrically adequate, ceriain factors may Limit these qualities. First, several
of ihe items are sensitive in nature. A number of the quesiions dealt with issues
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which participants may have found difficult to answer objectively. For example,
statements relating to race and loyalty may have been difficult to respond te.
While confidentiality of responses was assured, respondent. may have had
reservations about this and rather than placing their careers at risk they may have
- provided responses which they believed management would have wanted them to
make. However, throughout all the stages of scale development paxticipation was -
- voluntary and responses were entirely confidential, This ensured that the -
supervisors gave accurate responses as they felt confident that they would not be
prejudiced as & consequence of their honest responses, Further, the primary
 strength of the present study Hes in the rigorous methodology adopted. The five
phases of the scale development ensurs that items were representative of how
black supervisors perceived their positions and that it was sufficiently
understandable for uss among this group, '

A second and important Hmitation was that the sizes of the samples were not
always adequate and control over distribution was minimal, Exploratory Factor
Analysis requires that for every quastion in the scale an additional ten subjects be
included, Therefore in the present study a sample in excsds of 400 would have
been suitable. Further, the size of the retest sample was also smaller than would
have been desirable. However, securing access into organisations proved
extremely difficult and most of those approached were reluctant to participate in.
the study, A number of company representatives suggested that they were
refuctant to conduct what they considered was g particularly sensitive study, in
their companies, Further, in a number of organisations where access was gained
not all the questionnaires were returned suggesting that some supervisors were not
willing to participate. Control over the response rate could not be monitored as

- company representatives were responsible for distribution and collection,
Distribution was conducted in this manner because company officials feared that
the testing process would disrupt operations and consequently supervisors were
asked to complete the questionnaires in their own time,

A third limitation was that the samples were not randomly selected, The research
was conducted in companies which were willing to participate and responses were
obtained from supervisors who volunteered their participation, These could have
implications for the reliability of the scale (Anastasi, 1982) as voluntgers may well
be more positive in their outlook and thus may be more agreeable about their
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participation, Although this situation was not ideal, field research of such a
sensitive nature rarely uses a random sample, Also, no attempt was made to

systematically bias the sample in any way. An additional factor to consider here is . -
 that completing the questionnaire requirey & certain level of literacy which suggests
that the sample may only be representative of literate supervisors, '

The process of in-depth interviewing (qualitative epproach) was crucial in -
achieving the objective of a representative set of items. From this initial phase the
marginality of the supervisors became evident. Carefu’ scrutiny of responses

“showed definite discrepancies in the responses obtained by the author and those '
obtained by the black interviewer, For instance, when interviewed by the black

_ interviewer respondents tended to identify management-related problems.
However, when interviewed by the author union-related and subordinate related
problems were highlighted by interviewees, This may be the result of one of two
phenoitiens or both. First, when addressing a white interviewer the supervisors
roay have felf the need to discredit their subordinates and the unions, while
cengoring their answers relating to management., When faced with a black

- interviewer, respondents may have felt the converse need of downplaying

~ subordinate and union-related problctns, while highlighting those problems relating

to white management. Second, the possibility exists that interviewer bias came

into play, whers interviewers were leading the responses of partlclpants

The problem inherent in identifying the truly representative items was overcome
through the inclusion of all the statements made to both interviewers in the initial
questionnaire. By allowing the identical sample to complete this questionnaire

~ ananymously, participants were given the opportunity to answer autonomously and
interviewer bias was negated. Through this approach members of the sample were
able to confidentially identify those items which represent their personal
experience. Further, any items which were not characteristic of the supervisors'
.experiential marginality were detectable as those expenenced by less than 23% of
the sample were excluded.

As the sample was selected from the workforce of six organisations, the iucation_s '

of which are spread all over the Transvaal, the results obtained in the study could
be generalised to the experience of first line supervisors in South African
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organisations. The results are in no way indicative of any one organisation's
culture, Rather they reflect the experiénces of black supervisors in the Transvaal.

The present research yields both theoretical and practical implications. From a .
theoretical perspective, marginality, as it occurs among black first line supervisors
in South African organisations, was shown to comprise two dimensions, Past
assamptions about the difficulties experienced by supervisors when dealing with:

“both management and workers were shown to be empirically accurate, Further, -
role conflict and psychological marginality were shown to be different but related
variables, From a practical perspective, psychological marginality was shown to
be a measurable construct, Further, the marginality experienced by the -
supervigors was shown to be directly related to the unique situation of black first

- line supervisors operating in South African organisations, Therefore, if an attempt
is made to accurately measu.e a marginal pecsons expériential marginality, the
measuring instrument utilised should be designed for the particular marginal
circumstance that the person is confronted mth
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CHAPTER 5

MARGINALITY AND DUAL-C OMMITMENT AMONG BLACK
SUPERVISORS

__Aj'm

The present research aims to add to the existing research on the psycholugical
correlates of marginality, Towards this end, the dual marginal predicament facing
black supervisors in South African industry is explored. The research aims to
‘examins the previously untested relationship between the psychological experience
of margma.hty and the cunceptually related concept of dual commitment.
Consequently, black supervisors' management and worker marginalities are
examined in relation to one of the following: their commitment to their emp* ;ying
organisations, to the trade union movement, to both and to neither,

Rationale

Black supervisors in South Africa occupy unique positions. Placed on the fringes
of two ideologically apposing groups, they are the vital link between those who
manage and those who are managed, Role conflict and role overload are '

_characteristic of their jobs (Muczyk et al. 1984), Cousequently, Piron et al,
(1983) describe black supervisors in South African industry as prople "torn apart
by opposing forces" (p. 11). '

Piron et al. (1983} identify a number of opposing forces which are brought to bear
on black supervisors, They portray black supervisors as being torn between black
workers and white colleagues, the work-place environment and their social and
political environment, more senjor management and shop stewards and/or

- committee people, and production tasks and productivity and good industrigl
relations (Piron et al., 1983). In essence, they are identifying three key difficulties
associated with black supervisors' organisational positions, First, the supervisory
role is inherently marginal (Child & Partridge, 1982: Dunn & Stephens, 1972;
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Fletcher, 1969; Muczyk et al., 1984). Second, higher status black employees
function In a society in which both the industral and political machinery are white
controlled. The numerous consequences of this result in 2 second, socio-
psychiological level of marginality (Allen, 1983; Beaty & Harari, 1987; Dlamini,
1985; Hofmeyer, 1982; Human, 1981, 1984; Human & Pringle, 1987; Mackay,
1986; Ncube, 1986; Watts, 1986), Third, it is assumed that black supervisors’
loyalties are divided by virtus of their commitmant to conflicting organisational
and extra-organisational goals (Piron et al., 1983), Whereas researchers have
written extensively about the former two difficulties, the third merely has been
~ alluded to in the literature and has lacked empiricel backing, A further contention
surrounding black supervisors' positions is that their psychological marginality and
dual commitment are inherently related, with the source of both being their
arduous organisational posxtions Jliio\a.n‘:v'erl this argument also lacks empirical
support. '

The relationship betwesn marginality and dual allegiance has been blurred in the
literature, For the most purt, researchers have assumed a positive relationship
batween the subjective experience of marginality. and dual commitment (Piron et
al., 1983), This suggests that individuals who hold dual allegiances suffer the
effects of marginality, However, a second school of thought (Ziller, 1973)
sugzests that marginal individuals are not committed to the groups to which they
belong and that marginalit; .:ay imply alienation and even disinterest, The
sources of these two arguments are contradictory, The former submitting that
marginality is positively related to dual allegmnces and the latter that allegiance
and marginality are negatively related,

The views reflected by these two schools of thought can be related to the position
of the black supervisor, Proponents of the first view (Piron et al., 1983) would
suggest that black supervisors are marginal by virtue of their dual-commitment,
first, to their employing organisations and thelr superiors, and second, to their
subordinates and the aspirations of the black community, Consequently, they
suffer the ill effects of marginality. Proponents of the second (Ziller, 1973) view
would suggest that marginalised black supervisors hold allegiances to neither
group, They would argue that black supervisors' marginality has the effect of
alienating them, However, empirical support for both schools of thought is
lacking,
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Thus writers would suggest marginality is related to supervisors' dual commitment
or their alienation. However, this fails to recognise that supervisors may be
unilaterally committed to either their employing organisations or the company
union, It is possible that black supervisors will be committed to one or the other,
Where black supervisors have been promoted from the rank and file and have not
- truly been accepted by white colleagues, black supervisors may retain thelr union
commitment and not be committed to organisational goals. However, by virtue of
 the positions they occupy, they are required to act on behalf of management and
~consequently they may suffer the ill-effects of marginality, Alternatively, black
supervisors may be committed to their employing organisations and not to the
union movement, but be marginalised where they are not accepted by their white
‘colleagues and/or where thelr organisational loyalties conflict with their extra.
organisational aspirations.

Consequently, four union commitment-organisation commitment combinations or
levels of dual commitment are identifiable. First, they may be alienated from both
the trade union and their employing organisations. Second, they may be
unilaterally committed to the trade union movement. Third, they may be
unilaterally committed to their employing organisation, Fourth, black supervisors
may hold dual allegiances. Each of these altérnatives may be related to varying
degrees of marginality experienced by black supervisors,

In the previous chapter, black supervisors' marginality was shown to comprise two
separate variables; namely, management marginality and worker marginality,
Consequently, a supervisor may experience one form of marginality and not the
other which in turn may be related to the nature of their dual commitment. In this
chapter, the relationships between the two marginality variables and the diffarent
levels of dual commitment are empirically testad, The theoretical rationale for -
conducting this research way to determine the exact nature of this relationship and
to dispel any incorrect assumptions. Practically, having a greater understanding of
the pressures facing black supervisers in South African industry would assist in
developing intervention strategies to overcome these.
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Method
Sample

The sample included the 139 black supervisors from the greater Pretoria-
Witwatetsrand-Vereeniging area who were uged in the deveIOpment of the scale.
Six companies participated in the study and eight factory sites were used,
Biographical details of the sample may be found in TABLE 2 in the previous
chapter in the subsechou titled 'statistical validation', :

- Resenrch Design

The present research applied a cross-sectional ficld design (Kerlinger, 1981)., The
research was not aimed at determining causality, and therefore a longitudinal study
was not necessary. Four varying degrees of dual commitment were the
independent varinbles in the study. These included low organisational _
commitment-low uniot commitment, low organisational cotmitment-high union
commitment, high organisational commitment-low union commitment and high
organigational commitment-high union commitment, The two black supervisor
marginality variables, namely, management margumllty and worker margmahty,
~were the dependent variables,

Procedure

The questionnaire comprising the marginality and union and organisation

~ commitment scales was distributed (o management representatives of the six
organisstions from which the sample was obtained. They were requested to
di=tribute the questionnaires to black sunervisors available on the shopfloor, The
questionnaires were distributed along with envelopes In which participants could
seal their compleied questionnaires, Pacticipants were asked to complete the
questionnaire 1 their own time and to place completed questionnaires into

- unmarked envelopes, to seal these and then to retirn them to the degignated
person, Rospondents were given up to four weeks to return the questionnaires at
which point they were collecled from the respective organisations for annlysis.
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Measuring Instraments

Assessinent was executed by means of a questionnaire, The questionnaire

included an introductory letter which explained the purpose of the study to

paciicipants and assvred them of the anonymity and confidentiality of their

~ responses. A biographical blank was included to elicit information pertaining to
-~ participant's age, sex, level of education, home language, years of experience at
their employing compauies, years of experierce in the supervisory position, and

~ union membership statee, Thres scales were included in the questionnaire. First, -
the scale of marginality described in the previous chapter. As no suitable measure
of dual- ommiiment aopld be found, . varate scales of management commitment
aad upton & e - ars inelded, Jhis facititated the mesurement of |
unilateral -+ 3 - 7 dunl commitment when the *ndividual scotes on the
scales wer -~ oined, ~ 0py of the questionnaire is presenied in Appendix 1. Tt
way nof deei..ad necessary to translute the quertionnaire into one or mare of the
black janguages. During It development of the scales of marginality the samples
of superises did not show difficulty in completing the English scales, Further,
translating the questionnaire lato the first tanguage of all the supervisors in the
sample would have proved difficult as fen language groups were represented in the
sample. A similar ipproach was adopted provigusiy by Bluen and Barling (1987).
In developing the Industrial Relations Events Scale they distributed questionnaires
to shop stewards and rank-and -file members of unions who were proficient in
reading and writing English (Bluen & Barling, 1987),

The scale of psychological marginality was preceded by a brief preamble
explaining how the scale should be completed, The scale consisted of 21 items, A
three point response format was used. Respondenis were required to indinate
whether each iler applied to them or not, or whether they did not know, Example
- responses were provided for respondents to be sure that they were completing the

- scale correctly, The scale and its two factors were shown In the previous chapler
to be both religble and valid, A Cronbach Coefficiont Alpha of 0.86 was obtained
for both management marginality and wotker marginality. Temporal reliability,
calculated over a six week period, was satisfactory for both manngement
marginaiity (r=: 0.65; p < 0,05) and worker marginality (r = 0.75; p < 0.01),
Convergent validity was demonstrated by significant correlations of 0.53 and 0,40
between the conceptually-related variable of role conflict and the managnsent and
worker macginalily variables respectively,
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Porter and Smith's (1970) Organisational Commitment Questionnaire was used to
measure supervisors' commitment to their employing organisations, While Porter
and Smith (1970) view organisation commitment as an attitude they feel that this
implies more than a passive loyalty to the organisation, ‘The Organisation
Commitment Questionnsire consists of 15 items, of which uix are negatively
phirased. In the present research all negatively worded itrins were changed
semantically to read positively, The reason for this was that earlier studies which
were condycted in order to develop the scale of psychological marginality
indicated that the subjects experienced difficulty in understanding the negatively
worded items. Originally a seven polnt response format was utilised, However,
in the present study a thres point response format was utilised as supervisors
expetienced difficulty when completing scales with more varied response formats
during the scale development stages, A three point response format for the
Organigational Conimitment Questionnaire has previously been utilised and found
to be adequate among a sample of black, non-managerial staff in South Africa
(Bluen & van Zwany, 1983), -

The Organisational Commitment Questionnaire has previously demonstrated
psychometric qualities of reliability and validity (Cook et al,, 1981) as reported in
numerous studies (Conlon & Gallagher, 1987; Dubin, Champoux & Porter, 1975;
Mowday, Porter & Dubin, 1974; Mowday, Steers and Porter, 1979; Porter,
Crampon & Smith, 1976; Porter, Steers, Mowday & Boulian, 1974; Steers, 1977,
Steers & Spencer, 1977), Mowday et al, (1979) reviewed a number of studies
ulilising this scale, They found that alpha coefficients, demonstrating internal
reliability, have generally been high, ranging from 0,82 to 0,93, with a median of
0.90 (Mowday et al,, 1979), Temporal reliability cocfficients of 0.72 have been
demonstrated over a two month time span, while a 0.62 coefficient has been
recorded over a thres month period (Mowday et al., 1979). In addition, Mowday
et 1L, (1979) found convergent and discriminant validity of the Organisation
Commitment scale to be satisfactory, Further, Bluen & van Zwam (1983)
successfully utilised this scale among unionised and non-unionised South At‘ncan
samples from all racial groups.

“To measure w-ion commitment the Yourth factor of Gordon et al, (1980) Union
Commitment Scalg, which assesses respondents’ belief it unionism, was utilised.
This factor-describes members' attachment to their unions because of their belief



in organised labour (Gordon et al., 1984). That is, it describes members'
 aitachment to unions founded upon ideology (Gordon et al., 1984). This scale has
been shown to be psychometrically sound in both white collar (Gordon et al.,
1980; 1984; Ladd et al., 1982) and blue collar environments (Fullagar 1986a; _
1986b; Thacker, Ficlds & Tetrick, 1989), Most recenily it has also been validated
in Canada and the United States (Thacker, Tetrick, Fields & Rempel, 1991). The
number of response alternatives in the original scale (Gordon et al, 1980) was
reduced from five to three (Fullagar, 1986a; 1986). It was decided to use this
particular construct and not the entire scale as not all the supervisors were unjon -
members and as such only their atfitudes towards unions were measurable, This
factor includes five questions out of Gordon et al.'s (1980) original scale, It was -
felt that non-union members should not be excluded from the sample as an
ideological alignment with unions is not necessarily releted to membership or non-
membership, The other factors in the scale measure union loyalty, responsibility
fo the union, organisation/work loyalty and union instrumentality, Each of these,
by definition, assuties union membership, The belief in unionism factor, utilised
in the present study, describes a mental alliance with union objectives, which doesg
not require ution membership,

Fullagar (1986a; 1936b) conductéd a factor analytic siudy of Gordon et al.'s

-(1980) scale in South Africa, This process revealed the same five factors, the
~ fourth factor of which Fullagar (1986a; 1986b) described as & belief in the worth
of the union. On &l five factors inlernal reliability was satisfactory, with alpha
scores ranging from 0.70 io 0,86 (Pullagar, 1986b). Test-retest reliability for the
five factors ranged from 0,63 to 0,88 over a six week period (Fullagar, 1986b),
'The validity of the Union Commitment seale was dentonstrated by correlating the
factor and overall commitment scores with informal and formal meastres of -
behavioural involvement in union activities and with Iength of union membesship,

Each of the measuring instruments was tested for internal reliability in the present
study, A Cronbach Coefficient Alpha of 0.82 was recorded for the organisation

- gommitment scale demonstrating intérnal reliability of the scale, Similarly,a
Cronbach Coefficient Alpha of 0.77 was recorded for the union commitment scale,
For the scale of psychological marginality Cronbach Coefficient Alphas of 0.86
wete calculated for each of the factors,
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Statistical Analysis

The aim of the present study was to empirically examine the relationships betweea
black supervisors' management and worker marginalities and their dual
commitment to thelr employing organisations and the trade union movement.

~ Since no single measurs of dual commitment could be found, supervisors' scores
on the union commitment and managsment commitment scales were divided by
medlan splits, Consequently, four categories of dual commitment were derived,
These included groups exhibiting: '

1)  low organisation commitment and low union commitment.
'2)  low organisation commitment and high union commitment,

3)  high organisation commitment and low union commitment,

4)  high organisation commitment and high unfon commitment,

This uppronch was previously utilised by Christie [988) and Barling and Fullagar
(1991), Christle (1988) wrote that subjects shoul. be classed .uto four groups as
the investigation of different patterns of commitment hag greater conceptual value
than approaches which study only dual commitment, This approach allows one to
* examine different permutations of commitment, Barling and Fullsgar (1991) w e
that previous research on dual commitment has ignored the full range of different
patterns of loyalty, They state that dividing the measures into four patterns of
loyalty provides a more comprehensive assessment of simultaneous commitment to
both organisations, Consequently, in the present research management and worker
marginality could be exmined in terms of their relationship with patterns of dual
commitment, unilateral commitment to either party and lack of commitment.

The research design utilised in the study necessitated tasting the relationghip
among six variables, Consequently, Analysis of Variance (ANOVA) was deemed
a suitabile technique for testing the relationship between the two niarginality
variables and the four levels of dual commitment, ANOVA is a statistical
technique which facilitates assessing significant differences among three or more
means (Runyon & Haber, 1984; Welkowitz, Bwen & Cohen, 1976). That is,
ANCOVA is ublo to determine the probability that the means of moré than two
groups of scores digress from one another because of sampling error (MeCall,
1970). Simply, ANOVA is calculated statistically by dividing between group



variance, which reflects the magnitude of the difference among group means, by
within-group variance, which reflects the dispersion of scores within the vartous
treatment groups (Iversen & Norpoth, 1976; McCall, 1970 ; Runyon & Haber,
1984; Welkowiiz et al,, 1976), The larger the between-group variance is in
comparison to the within-group variance, the greater the probability that the
samples do not come from populations with equal means (Welkowitz et al., 1976).

Prior to using ANOVA, the retationship between the independent vadables and
extraneous variables needs to be assessed, Where extraneous or concomitant
‘variables affect the relationship under scrutiny, Analysis of Covariance
(ANCOVA), a detivative of ANOVA is utilised (Stoodley, Lewis & Statnton,
1986), ANCOVA facilitates the adjustment of treatment means so that
comparisons among dependent variables relate to covariates or adjusted values
{Conton & Gallagher, 1987; Lee, 1975), ANCOVA can be seen 48 a combination
of or an extension of regression analysis aud ANOVA (Wildt & Alitola, 1978)
The four principle uses of ANCOVA's are;

1) - toheighten accuracy in randomised experiments;

2) - toeliminate bias which may occur when test units cannot be ageribed
randomly to experimental conditions;

3}  toeliminate the consequences of dtarupung variables in vbservational
studies; and '

- 4)  to accommodate regressions in the context of multlple regressmns

(Wildt & Ahtola, 1978),

ANOVA/ANCOVA are founded on three assumptions:

1)  Homogeneity of variance assumes that groups drawn from the population -
are equal in variance (McCall, 1970). This ansures that the final
differences in group scores are due to experimental conditions and not due
to differences existing befors the application of the treatment, This is

~achieved through a process of random sampling.

2)  Orthogonality of factors describes the situation where factors involved in a
study are independent of one another (MeCall, 1970). This is a basic

assumption of experimentation since without it the effects of the independent
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variable on the dependent variable would be confounded, In psychology,
human factors are not always discernible. Consequently, the interaction
effzcts between factors cunnot always bo known, let alone controlled for,

3)  Normality of distribution assures that varisbles in a population from which
: a sample is drawn can be represented graphically by a normal curve,

ANOVA is only used when a fourth assumption s tested for, It is necessary to
deternine whether the relationship between the variables under examination are
confounded. That is, whether extraneous variables are affecting the variance,
Where this is found to be true;, ANCOVA is nsed. In the present study, it was
therefore necessary to determine whether the management/worker marginality -
dual commitment relationships were in any way confounded by extraneous
variables, Three investigations were conducted. First, to detérmine whether
union membership status was an extraneous variable T-tests were conducted
among the management marginality, worker marginality, union commitment and
organisation commitment variables. Union membership status is a categorical
‘variable with two levels, and T-tests are therefore appropriate, Second, Analysis
of Variance (ANOVA) was used to detarmine whether company was an extraneous
varjiable, ANOVA's were calculated for the management marginality, worker
marginality, union commitment and organisation commitment variables, Company
is a categorical variable with eight levels, therefore ANOVA was the suitable
technique to use, Third, Peargon Correlation Coefficients were calculated between
biographical details of the sample, including age, education, years of service,
years as a supervisor and their management and worker marginality scores and
union and organisation commitment scores,
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Results
ANOVA/ANCOVA Assumptions

Homogenelty of variance is achieved through a process of random sampling.
- While the methods adopted in gathering data were not entirsly random, every
effort vras made to ensute . indomisation,

‘The results of the three investigations into whether the psychological marginality -
dual commitment relationship was confounded by extraneous variables revealed
several confounding variables. Union membership status (TABLE 3) and the
' factory location used in the sample (TABLE 6) were shown to be confounding
- variables, as were age, length of service and years of education (TABLE 7).
Consequently Analysis of Covariance (ANCOVA) was deemed a suitable
technique for analysing the psychological marginality - dusl commitment
relationship, . - e

TABLE 5 - T-Tests for unton membership

N | M | sp [ T

Organisational Commitment
Member 71 37,93 | 517
'Non-Member 52 | 36.60 | 4.87 1.44
Union Commitment _
Member 7 10,22 2.93 _
Non-Member | 53 8.47 3.65 3.24%
Management Marginality _
Member ' n 18.06 | 5.91
Non-Member 59 21,22 | 594 | -3.03* |
Union Marginality
Member 73 21.52 6.81 |
_ Non-Member 64 22,70 1 557 | -l o
*p < 0,05
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. TABLE 6 - ANOVAS for factory location by dependent varialles

Organisational Commitment 3.33% 71129
Union Commitmtent - 124 . TN29
.anagement Marginality - 185 SN2
Union Margmahty ' 5.50% - 7124
% <001

TABLE 7 - Pearson correlation coeffi c:ents for hiographical independent and -
dependent variables

M | 8D | 1 2 | 3 ] 41 8 167 8

n Age 3699 | 737 | Leo

3)  Hduowtion -] 1047 | .64 | -0.44 100

|®  Yearsof 1133 | 617 | o84 | <041 | o0
Servies
4)  Yoarsas 498 | 420 | 045 | 009 | 042 | too |
Supervisar '
| % Monegemem [ 2147 | 535 {042 | w001 | 005 | 044 | .00
Marginality . i
6 Warker 22,07 | 627 | 001 { 014 | 001 | 045 | 017 | 100
Marginality '
7)  Organisation | 37.37 | 507 | 0.23%] 043 | 022%| 040 | -0.30%| 0.08 | 100
Commitmant, .
8 Unlon 9.48 | 3.09 | o22¢] 031 021’ ade | -0310| g2sv |02z | 100
| Comntitment | _ _ . i '
WHERE p < 005
W p < 001

w4 p o< 0,001
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It was assumed that the covariates influence the dependent variable in a linear
fashion, separately of management marginality and worker marginality which
were the independent variables in the study (Wildt & Ahtola, 1978). Union
membership status, company of origin, age, length of service and years of
education were included in the study as covariates, in so doing removing the
extraneous variation from the dependent variables (Wildt & Ahtola, 1978), -
Consequently, ihe dependent variables were adjusied for differences in the
covariaies, and the relationship between the two marginality variables and the
adjusted values of dual commitment were tested for (Wildt & Ahitols; 1978).
Thus, the precision of the analysis was increased.

ANCOVA Fmdmgs

Data ware analysed to ngsess whether or ot mere were mgnlficant differences
between the four groups of dual commitment on the two marginality measures.
ANCOVA's for both management marginality and worker margmallty failed 1o
 yield sxgnificant results

A non-significant ANCOVA model was obtained for management marginality

(F(3,117)= 2,32, p= 0.08). The complete results of this analysis are
presentcd inTABLE" -~
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TABLE 8 ~ Analysis of covariance resuits between "ual commitment and
mavagement marginality

¥ MEAN
| COVARIATES | - -
Company 1 097 -
Company 2 S I v S
Company 3 3.52 -
Company 4 o - 298 e
Company 5 _ 3.40 -
Company 6 _ 6.40% -
Company 7 ] 7.93 %% L.
Company 8 . -
Union Membcrshlp Status (a) | 113 -
Age (Yts) . 0.64 “
Years of Education ' 1.99 -
Length of Service (¥rs) : - L19 -
Dual Commitment [ (b) 2,32 - 22,46
| Dual Commitment 2 _ 20.11
Dual Commitment 3 19.04
Dual Commitment 4 17.°3

- *p<0.05; **p<0,01; **¥*p<0.001
a)  Union membership stalus is a categorical variable with two levels,

b)  Dual Commitment is a categorical variable with four categories:
Dua! Commitment 1 = Low organisation commitment, low union commltment
Dual Commitment 2 = Low organisation commitment, high union commitment
Dual Commitment 3 = High organisation commtitment, low union cornmitment
Dual Commitment 4 = High organisztion commitmient, high vnion commitment
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b)

A ron-gignificant ANCOVA model was obtained for worker marginality
(F(3,124)= 0,58, p= 0.63). The complete results of this assessment are
presented in TABLE 9.

" TABLE 9 - Analysrs of covariance results between dual cemmltment and

. worker marginality
- | F | MEAN
COVARIATES o
Company 1 L 2.66 -
Company 2 0.06 -
 Company 3 - : 0,02 _ -
Company 4 1.21 -
| Company 5 ' 3.28 -
Company 6 1.81 -
Company7 - 0,06 -
‘Company 8 - -
Union Membership Staius (@) | 0.99 .
Age (Years) : - 0.6 -
Y5 of Education : 4,24% -
| Length of Service (Years) 3.68 .
Dual Commitment 1 (&) 0.58 22.67
Dual Commitment 2 . 22.34
Duyal Commitment 3 . _ 22.11
Dual Commitment 4 | 19.50

*p<£0,05; **p<0.01; ***p<0,001

Union Membership stalus is a calegorical variable with two levels,

Dual Commitment is a categotical varlable with four categories: _
Dual Commitment I = Low organisalion commitmient, low union commitment
Dual Commitment 2 = Low organisation commitment, high union mmitment
Dual Comntitment 3 = High organisation commitment, low union commitment .
Dual Commilment 4 = High organisation commitment, high union comwmitment
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Dis(:ussimi

From the outset it was noted that the term marginality has been utilised so freely
and frequently that its meaning has been confused and often misinterpreted, The
present study bas assisted in clarifying the meaning of the term marginality and
related concepts, In general, the term 'marginality’ is a sociological concept
deseribing the position of a person who exists cn the border of two groups which
conflict, This sociological marginulity i often referred to as 'objective’
* marginality sincs one can objectively state that a person is inarginal by virtue of
their membexrship of two conflicting groups or by identifying theix pasition on the
fringes of two such groups. However, it is true to say that this sociologicat -
marginality only assumes significance when It is experienced by the individual as
marginal (Dickie-Clarke, 1966), This refers to the experiential or psychological
marginality of that person. Psychological marginality, therefore, refers to the
o Jjective experience of the individual who finds him/herself in an objectively
mat ginal position, The term 'marginal culture' refers to {nstances where
 Individuals are isolated from front the effects of aceupylng marginal positions by
virtue of their grouping together with people in sirilar positions (Goldberg,
- 1941}, Finally, the term 'marginal personality' describes individuals who view
themselves outside the boundaries of two groups which they are part members of,
and consequently are "neutral” people (Cotton, 1977). Therefore, marginality
should be viewed as a multi-faceted term, which has a broad range of
applications, but which has definite and precise meanings.

The antecedents of psychological marginality can therefors be said to be the
occupancy of a marginal position and the perception of it as such. Consequently,
in the present study the supervisors' marginality was the consequence of their
accupancy of supervisory positions and their perceptions that they were marginal
with regard to their superiors and to their subordinates.

However, supervisors and other objectively marginal groups have often been said
fo tie marginal because of their commitment to two of mote conflicing groups, In
the black supervisor's case to this would refer to his/her employing organisation
and the trade union movement, It has been assumed that the mere occuipancy of
the supervisory position implies that they are comntitted to the organisation's
goals. Furthor, it has been assumed that supervisors who have risen from the

«91-



rank and file will retain commitment to the anions which represented theni prior
to their promotion to the supervisory position, and in some instances continue to
repregent them. This school of thought therefore suggests that dual commitment
is an antecedent of experiential marginality, However, in the present study no
 significant differences were found in marginality scores between groups exhnbltmg
the different patterns of commi{ment.

Eight possible relationships were anticipated between the four categories of dual
commitment and the two supervisory marginality variables. Towards this end two
ANCOVA models were investigated, First, an ANCOVA model was used to
measure the relationship between dual commitment and management marginality.
'This process was repeated in a second ANCOVA model, where worker
marginality was the dependent variable. In both instances no significant
differences were recorded as both models failed to yield significant results when
biographical details were included as covariates. In addition, dual cormitment
did not significantly add to the total variance of either of the models,
Consequently, in the present sindy dual commitment and marginality were shown
to be unrelated.

A number of reasons can be submitied to explain the non-significant outcome of
the present study. First, marginality and dual commitment may not be related
concepts. ‘This suggests that previous anecdotal arguments supporting this
relationship are unfounded and incorrect, This would suggest that a relationship
belween these two concepts would be purely edincidental, A marginal person
placed on the borders of or part meinbers of two groups, need not hold dual
allej"iances 1o both these groups nor would the one be contingent upon the other,
Experiential marginality is therefore resiricted to the individual's perceptions of
being placed between two groups and the consequent stress associated with this.
Closely associated with role conflict, experiential imarginality describes the feeling
of being torn between the demands of two groups brought about by the objective
situation. This doos not necessavily imply identilying with the goals of either or
- both groups. Identifying with the gy als of a group describes an emotional '
attachment to the group or an ideological affinity with the goals that the group
represents. Marginality may invol* ¢ an emotional attachment to a group but this
is not a prerequisite for experiencing its dysfunctional consequences.
Consequently, objectively marginal black supervisors in South African industey
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may be unilaterally or dually commiited to their employing organisations and/or
trade unions but this is not systematically related to the experiential margmahty
borne out of their organisational posmons

Dual commitment describes having dual allegiances to two groups; that iy,
identifying with both groups. This does not necessarily imply that peaple feel
divided as a result of this. On the contrary, being committed to both groups may
ease the difficulties of being placed between more than one group. - A marginal
supervisor may feel more comfortable with his/lier marginal predicament when
he/she is able to identify with the goals of both managers and workers and
‘understand the symbiotic relationship that exists between them.

~ A second possible explanation for failure to find a significant relationship between
supervisors' marginality and their dual commitment iies in the complexities of the
position ccoupied by black supervisors in South African industry (Piron et al,
1983), The basis for their allegiances wuy be more complex than being related to
the occupancy of a marginal position, Black supervisors face numerous pressures
from both inside their employing organisations and from external sources which
may impact on their perceptions of marginality and/or to whom they hold
allegiances, Political, career and other aspirations may mediate this relationship.
Mediation describes the situation where an antecedent is expected to affect a '
consequence only through a third, mediator variable (James & Brett, 1984), This
meang that the antecedent and consequence are only related in the preserice of the
mediator variable, Supervisors marginality lo management and workers and their
dual allegiances may be mediated by one of many possible intervening variables.
Bxperiences both inside and outside supervisors' employing organisations can
impact on (his relationship, ‘Both job and life satisfaction as well as general fife
events may have a mediating effect, For example, where @ supervisor is selected
for a supervisory position on his/her technical ability yet dislikes managing
people, his/her perception of the organisation und the positica he/she occupies
may alter, Similarly, their life events and experiences in South Africa's
townships and in white-controlled arganisations may impact on the way they feel
about their positions and with whom their loyalsies lie,

A third possible explanation for the non-signifi n. research findings is (hat the
relationship between urion commitment and « :ganisation conimitment is mediated
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~ by numerous variables confounding research conducted in this area, While this
relationship was not the focus of the present research, it may have confounded

. their relationship with the two marginality variables. For instance, the -
relationship between union commitment and organisational commitment has been
shown to be mediated by the relationship between the unions and management
(Angle & Perry, 1986; Christie, 1988; Magenau et al., 1988; Stagner, 1956;

Stagner & Rosen, 1965), by union membership status (Conlon & Gallagher, 1987; -

Bluen and Van Zwam 1983) and by job satisfaction and individual's perceptions
about union decision making practices (Magenau et al., 1988). Each of these
mediators could have impacted on relationships assessed in the present research,

A number of dual commitment researchers (Angle & Perry, 1986; Magenau et
al., 1988; Stagner, 1956; Stagner & Rosen, 1965) have submitted that dual versus
unilateral commitment in organisations is mediated by the natute of the
-relationship between union and management, According to this view, dual- -
commitment is only possible where an ambient relationship exists between the
parties, Bluen and Fullagar (1986) discuss a rise in trade union activity in recent
years, suggesting a confrontational relationship between South African
management and their subordinates, The complexities of the South African
socio-political scenario may further complicate the management-wotkforce
refationship, since white managets are often perceived to represent the "ruling
establishment®, it is conceivable that a less than favourable relationship exists
between these two groups. Conyequently, if {hose researchiers (Angle & Perry,
1986; Magenau et al., 1988; Stagner, 1956; Stagner & Rosen, 1965) proposing
that dual versus unilateral commitment is mediated by the relationship between
managenient and trade unions ate correct, black supervisors' dual commitment
may not be possible in what can be described as an arduous environment (Angle
& Perry, 1986; Christie, 1988; Magenau et al., 1988; Stagner, 1956; Stagner &
- Rosen, 1965).

Christie's (1988) investigalion of the generality of the dual-commitment
phenomenon revealed a significant relationship between organisation and union
commitment where the union was perceived to be protective, However, he found
no relationship between these two commitments whete the union was perceived to
be aggressive (Christie, 1988), Bluen and Fullagar's (1986) contention that trade
union #clivity has risen significantly over the past few years indicates an active
union movement. IF this is decined to be aggression, then in accordance with
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 Christie's (1988) findings one may not expect supervisots to have dual
commitments and this would surely cloud the relationship of these two
commitments with the supervisor's marginality, However, this dogs not explain
the failure to achieve significant results for unilateral commitment.

Union membership has been shown to affect union commitment independent of
the effects of union representation (Conlon & Gallagher, 1987). Bluen and Van
- Zwam (1983) found that unionised employees in Scuth African organigations are
*-more committed to their employing organisations than non-unionised employses
suggesting that dual commitment is moderated by union membership Inthe
present research roughly half (46%) of the sample were union members, Since
union membership was showa to be systematically related to management
marginahty and unjon commitment, ANCOVA was used to control for this
 covariate, Hence, the effect of union membership was controlled for statisticaily
thereby removing its effect on the marginality dus! commitment relationships,

Magenau et al.'s (1988) investigation of commitment patterns among tnion
stewards and union members demonstrated that the former group have a higher
frequency of both dual and unilateral union commitment, They found that while
positive union-management relations, high job satisfaction, and positive union
declsion making practices were usually related to high dual commitment, high
union involvement, positive parceptions of union decision ninking practices, and
low job satisfaction were usually related to unilaterzi upion commitment. This
and the previously outlined research evidence demonstrate the volatility of the

union commitment - organisation commitment relationship. Consequently, in the

present study any one of the extraneous vanables dxscussed may have influenced
- the research findings.

However the supervisory position is undoubtedly a marginal one, when viewed
objectively or snbjectively, In the discussions with the black supervisors, in the
preliminary sta jes of the research, 100% felt that they wera placed between
management and the workers. The vast majority of the sample were able to give
specific examples of how this effects their daily operations as supervisors, In
addition, mean scores of 22 were caleulated for both the factors of marginality out
of a possible maximum score of 33 for worker marginality and 30 for-
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matiagement marginality, This demonstrates the extent of black supervisors' :
experiential marginality, _ S

The findinzs of this study do not support the argument submitted by Ziller and his _ :
colleagnes {Ziller, 1973; Ziller et al., 1969) who suggest that marginality implies : R
non-comm fthent and neutrality, Ziller and his colleagues (Ziller, 1973; Ziller et
al., 1969) describe marginality as an antecedent of neutrality. In the present
rese. ch, the low union commitment - low organisation commitment representated - _ b
the neutrality proposed by Ziller and his colleagues (Ziller, 1973; Ziller et al.,
1969), In the study, no relationship was found between this group aud -
peychiological margmahty '

However, the study did not test directly for alienation among supervisors, Testing
. for the alienation of the supervisors, by means of inicluding it as  variable in the .-
study, may have reflected this refationship more accurately, In-marginality o
research, alienation may be as Important a concept as dual commitment. The
states of powerlessness, meaninglessness, normlessness, isolation and self
estrangement described by Blauner (1964) and Seaman (1959; 1971) ars similar
to, and in some instances a duplivation of, those described by writers on
marginality. These, however, differ from low commitment which may refate to
alienation but not be one and the same. Therefore, before any relationship
between marginality and alienation can be ruled out, the relationship between
~ them will have fo be tested empirically.

Limitations of the Fresent Study

Certain methodological factors may have influenced the absence of significant
findings. First, several of the items in the marginality scale are sensitive in

" nature, A number of the questions dealt with issues which participants may have
found difficult to answer honestly, While confidentiality of responses was
assured, respondants may have had reservations about ¢uestions reladng to race
and loyalty and rather than placing their careers at tisk they may have provided
responses which they believed management would have wanted them to maks,
This however was mitigated by the rigorous methodology followed throughout the



study which provided complets conﬁdenti.lhty of responses and which encouraged
open, honest responses.

A second and important limitation was that the sizes of the samples were not

. always adequate in terms of the statistical techniques applied. Securing access
into organisations proved extremely difficult and mast of those approached were
reluctant to participate in the study. This may have been the result of what their
-representatives felt was a particularly sensitive study in a somewhat volatile -
environment. Further, it is difficult to find latge numbers of literate black

supervisors who could read and write English to participate in the study, Blzel &
Walker (1974) note that it is difficult to obtain representative samples in survey
research. This was more pronpunced in the present study where the subject
matter was considered extremely- sensitive amongst companies and supervisors. A

- number of company representatives suggested that they were reluctant to conduct

such a gtudy, in theic companies. Further, in a number of organisations where
~ access was gained not all the questionnaires were returned, suggesting that some
supervisors were not willing to participate. In addition, organisational
represenitatives wanted to retain control over the administration process,
Therefore control over questionnaire distribution was minimal, Consequently, the
response rate could not be monitored as compeny represantatives were responsible
for distribution and collection of questionnaires, Unfortunately, although this
procedure for data collection was not ideal, it was the only way {o collect the
necessary data to conduct the study. Howaver, an advantage of the present study,
was the inclusion of a broad sample covering six organisations located in different
regions of the Transvaal, The generalisability of the research findings was
strengthened accordingly,

A third limitation was that the samples were not randomly selected. The research

was conducted in companies which were willing to participate and responses were

abiained from supervisors who had no objection to participating, Volunteers have
- 4 tendency to be more positive and feel that they have nothing to hide, The _
reliability of the scale may therefore be questionable (Anastast, 1982), Howaver,

- while it may be preferable that in future studies samples are selected randomly,

this is often difficult to achieve, especially in field studies and in instances were
the subject matier is considered sensitive as it was in the present research,
Ethically, individuals should retain the right to be able to withdraw their

IgT‘




pai'licipation from research with which they are not entirely comfortable.
Accordingly, in the present study participation was voluntary and responses were
entirely confidential. '

Another limitation of this and previous dval-commitment research (e.g. Christie,
1988) is that it is cross sectional in design (Fullagar & Barling, 1987). This
 precludes the possibility of establishing causal relationships between the variables.
However, in the present research this assumes less significance as direction or
causality was not the stated objective of the research, Rather, the research
undertook the examination of the relationship between management and worker
~ marginality variables and the four dual commitment variables. -

‘Theoretical Implications of the Research

‘The present research demonstrates the complexities of both the black supetvisor's
position and the concept of marginality, Much has been written about the position
of higher status black employees in South African industry but very litile hag been
tested empiricaily, This research demonstrates that conclusions based on
anecdotal evidence may well be unfounded, The proposed relationship between:
‘black supervisors' marginality and their dual allegiances was not shown in the
present study, despite much reference to it in the literature on higher status black
employees. Similarly, references in marginality literature have proposed the link
between these two variables without providing supporting empirical evidence, -
One may therefore submit that writers may have been too hasty to demonstrate the
difficulties associated with these roles and as a consequence have failed to explore
 the concept sufficiently, | ' '

The two factor structure uncovered in the present research clearly supporis
previous literature which implies that marginality occurs as a result of falling
between two groups (eg. Piron et al., 1983), In the South African example,
supervisors were found to be marginal to both subordinate workers and their
superiots. The differences experienced in relation to both of these groups
warrants that they be considered as separate variables as uncovered through the
process of factor analysis, This is indicative of the possibility that a black
supervisor may be marginal to one group and not the other, The implicatior of
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~ this is that while this margin.ality-arises'a- a result of being placed between
workers and management, experiential marginality may be restricted to one group -
and not the other,

Marginality was shown to be situation-specific in the present research. The nature
of th > experiences of black supervisors in South African organisations is particular
to the unique situation in which they are placed, It should be recognised that
marwinality can only be assessed by means of a meastre which relates back to the
particular situation in which marginal people find themselves, Consequently,
writers must not write about marginality and role conflict theory interchangeably. .
Whlle these concepts are refated, the former is situation specific and the fatter not
ne* . sarily so, :

* Marginality terminology should be applied uniformly in the literature to ensure a
common inderstanding of marginality and related concepts. Further, the strong
link existing between the sociological and psychological disciplines should
contittue to be recognised as they cannot be mutually exclusive, Placement ina

marginal situation, a sociological condition, only assumes significance when 1t is
perceived as such therefore research needs to assess both,

Practical Implications of the Researelt

The present research highlighits the difficuities associated with the role occupied

by black supervisors in South African industry, It therefore demonstrates the need

for intervention strategies to help occupants of these positions overcome these

- difficulties, The supervisory role can be said to have both a technical or -
functional component and an interpersonal component, As the leader of 4 group
of suburdinates, supervisors must be technically proficient in the processes over
which they supervise. Rapidly changing workplace technology has been shown to
leave supervisors, who often are no longer actively involved in the work

processes, behind (Child & Partridge, 1982). Therefore, they may become unable
to effectively oversee the processes entrusted to them, Further, supervisors are
expected to act as go-betweens between management and workers, To be able to
perform this role effectively supervisors should be equipped with interpersonal
and negotiating skills, All too often, & supervisor is promoted into a position
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because of his/her technical abilities or proficiencies in lis/her previous position
without having the gkills to meet {i.. nterpersonal demands of a leadership
position. In addition, their promotions bring them closer to the realms of
management where they are expected to act differently and whers they sot- Jtimes
have to deal with the hostilities of white colleagues and superiors, Consequently,
both black supervisors and their white colléagues should attend interpersonal -
training courses aimed at avercoming inter-racial awd interpersonal difficultics
(Spence & Spence, 1986). Other training interventions should include
achievement motivation training, leadership training and career planning tralmng
aimed at instilling a sense of purpose, challenge and satisfaction in supervisors
(Fone, 1989). In terms of organisation structures care should be taken not to
spread supervisors' ranks too thin. Supervisors should be able to have easy .
contact with other supervisors with whom they can share their experiences,
Finally, supervisor to worker ratice should not over-burden supervisors who, by
very nature of the awkward position they oceupy, are susceptible to role overload.

Implications for Future Research

The present study clearly demonstrates the marginality of biack supervisors in
South African industry. However, no relationship was found between either
management or worker macginality and dual commitment, A number of reasons
have been submitted to explain this, However, future research on the subject
could benefit from the findings of the present research. ,

Marginality and alienation were shown to have common antecedents, yet the

present research approach did not directly examine the relationship Letween them.

~ Similarly, union commitment and management commitment were also not directly
related with the marginality variables, Considering that writers have suggested

that the relationship between these two commitments may easily be confounded by

extraneous variables, such as aggressive versus protective unionism, it may prove
worthwhile to examine their relationship with the two margmahty variables
separately.
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Summary and Conclusion

The aim of the present research was to examina & ayi-ically the relationship
between black supervisors' experiential marginality and their dual commitment.
Towards this end, a psychometrically sound scale of marginatity was developed.
Factoi analytic techiniques revealed that black supervisors' marginality is divisible -
into two distinct variables, First, marginality related to management, Second,
marginality related to subordinate workers, This has impottant theoretical
implications which are contrary to previous assumptions, as the marginality
exparienced by supervisors can be restricted to only one group,

Black supervigors in South African indusiry were shown to be objectively and
subjectively marginal, This indicates that they may be suffering the dysfunctional
consequences of their positions and that strategies to aileviate stresses they '
expenenced need to be developed. '

The expected relationship between the marginality experienced by black -
supervisors and their dual commitment was ot empirically vetified, Rather, no
- significant relationships were established between black supervisors' psychological |
marginality and dual commitment when biographical variables were controlled
statistically. This suggesis thnt dual-commitment and psychologival marginality
are unrelated concepts in this context. This contradicts previous anecdotal
literature which assumed a relationship between thess variables. The present
research has assisted in excluding this assumption from future discussions on the
subject and thus achieved its primary objective of contributing to the
understanding of the subject.
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&hemlaofasw:arviscrisani:@ortantonein&nycxgamsatim.

P~ O o

However, it can also be a very difficult job, especially because
supervisors are placed in positicns between managers a:nd workers,

Gheqnastiﬂnsm&brammgoirq'tbaskyouralatetoexperiemesﬂmt
you have bad while performing your job. Since this is not a test there

'aru_a no right or wrong answers. However, by providing me with as mich
information as possible, you will be helping me understand the problems -

that you e;q:ar_iexm in performing your jpb.

As you will see, at no point will I agk you for your £ull name. Your
answers will be combined with those of other pegple who have
paxﬁicipatadinthi‘ssurvey,andwiilbepresentadasthoseaf
supervisors, not individuals, Scymdon’thavetowrryabmt gJ.virqma
open. honest answers.



2, Pl job-title:

3;' | hgas.

| plographical Informafiion

1. Neme of arganisation:

4. Eb:periema {in yaam/mnths}

(1) in this organisation -

(i) in the present. job

5.  Region of origin : -

8., VWhers do you live? -

et LA R S T by



Introductich

la}_ﬂipewiaorsa:eplacedinthe_middie'ofmnagmtand
- workfores, Would you say that tnis reflects your position?

the

Yas!

No

k)  What iwplications does being placed in this position have for you?

2a) Do you iver feel 'torn' Between your superiors’ demands and
stkordinatres demands? '

your

© | Yes

No

b)  Woeh does this happen (i.e. exaples)?

¢)  How often does this happen?

d)  Why do you think this bappens?

3a) Do you ever fesl conflict betwesn your role as a sut:ervisor
perfonning in a vhita supervisory world amd your role as a black in

South Afrlca? -

Yeg




b)

)

Q)

4,

5.

When does this happen () . example)?

How often does this happen? _

Wiy do you think this happens?

What would you say ars the goed polnte about working close to your
white superiors?

Mpzablmdoymm@arimasamﬂtafmﬂdmmlmm

white superiors?




ga)

.b}

72)

b)

ga)

b)

Do you, worry shoubt baing accepted by whites at work?

Yes [No

Why do you say thia?

Do you gver experience diseriminetion from your white superioms?

Yag|[Na

Weuld you substantiste/elsborate wpon this?

yeu aver £ind it dif.ficult to represent management's goals or
polj.ciea o yowr subordinates?

Yes|No

1£ yes, when does this happen (l.e. examples)?




)

)

10,

11a)

b)

G_) _

¥y do you think this happens?

If no, why do you think this is so?

mmtmtﬂdymsayarathegocdpomtsabmtmr}dngclmto

. blac:}; workers?

m‘:kpmblers do you atpar:lence as a result of working Qloss to
?

Wmﬂdyauaaythatycurblackaubordina@mapectyuuorarethay
angrytowaz:dsyou

Vhy do you say this?

How does this make you feel?




12a) How do othex black people view you?

b)-_mymfeelthattlmisabadnmneattadmdtcbemga

suparvisor?
Yag|No
S itava:beensuggestedtoyoumatywarea‘aeuout'or
)il 17
Yes|No

d)  If yes, when has this been said/suggested?

8)  How often has this happened?

£) Would you describe how thils made you feel.




©13a) Do you worvy thout being accepted by black pecple at home/outside
‘work hours? _ ' -

Yed|[No

'b)  Why do you say this?

:L4a) Have you ever experienced ‘outside of the work

preblems
- sitnation as a yesult of being a supervisor (e.g: In the har,
hestal, town, etc)? _

Yes|No

b) It ym,'wmﬂdyou desciribe these ccovrrances to.-me?' :

15a) Do you feel that your job affects your commnity life in any way?

Yes|No |.

B If yes, how?




:Lsa) Do you balieve that factors outside the workplace intluarice yowr job
_ ~ {a.g. political, social, econcmic)?

Ya No
by If yes., what factors?
@)  How do you feel these affect you?
Belk _
© 17a) In performing your job do you ever have to'go againsty- | vess No |
(i) comunity practices/sctions
(44 black caltural beliefs

(Lid) your cwn values and heliefs

b)  Xf yes, would ymi give examples of instances of each of the
aham/a.:‘.‘ormti

&) How doest this make you feal?




188)

bj

o)

19a)

k)

208)

b)

If yes, vhen {i.e. examples)?

Do you sver feel alone at work?

You | N5

Why do you think this happens?

If you ever had a woxk-velated preblem, whe would you appeoach to
talk aboub 1k? -

M'IY mycu appmmthia persa and NOL cienias?

Weuld you zay that most of your friends ara supexvieors OR workers
on the shopfloor OR non-wark pecple (specify)?

Why do you think this is so?




21a)

1)

22a)

b)

238}

c)

supm:v yor are ¢ xt of the isoryteam Wouldynusay
you keleng to, a

As a
‘d-._lat or are a tre/ 1rremberof,the(wh1te)

Yes|No

mydnymsafthis?

.

Would you say that you are a true/full member of the black workers
over whom you supe::visn? :

YestNo

Why do you say this?

Posst-Bromotion Probleus
In what way(s) did your life change when you wexe promoted fo your
pment position?

What do you feel you lost when you were promoted?

¥bat do yeu think you have gained since being promoted?




a)

e}

24a)

)

35a)

k)

Do you now feal mora imolated/apart from things?

Yes|No
Doycufeelmrediscrird.natedagainst?
| o Yes |No
Have you lost a sense of belonging since being prowoted? -
\‘..‘e_s_No

If yes, to whom/vhich group?

¥hy do you feel this happened?

Did you experienca any problems with close work-friends , after you
were pranoted? ' :

Yed |No

IE yes, wauld you describe these problems.




. G_ermml

26. When yulhm‘re spokenn to other supervisors,. what complaints or
ptoblems have you heard from them that are similar to the problems
wa have discussed during this interview?
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UHIVERSI'TY OF THE WITWATERSRAHD JOHANNESBURG

1 Jan Smuts Avemie, Jnhannasburg . 53 PO WITS
2080, SOUTH AFRICA

_ FEY ‘Uniwits’
r ' _ _ 1 - 427128 8A
o {011) 7151111

Reference:
Enguiries:
€% (011) 716-

. ' . i ' J " Dater

Dear $ir/tindanm,

- This questionnalrn forma pact of an Independent resesrch project whieh I
am conducting undear the supervision of the Divi.lon of Induatrial
Paychology at the University of the Witwatexmrand., Az Ehis 43 an
independent research projeck, the confidentiality of all your anewers iy
ansured, No persons within the organisation in which you work will have
actesd to your individual answers. You will also sea that at no tima will
you be renuired to write your mame on the answer sheeat, so you don't lmve
to woryy shout being completely honest when giving am answer, :

Remember, since this is not a test thers are no zight or wroug ansters,
Pladse give me honesé, open answers to the quastions. Please reomember
to answes all of tha quesktions.

Whan you havae complotia your d,uasblonnai.ra, plaasa' place ik in the

envolopa which has heap piovidad to ,you, close the envelops, and raturn
‘it to the perdon respornible for iu ;] cullect:iun.

IE yon have apy quarias about the questionnaire pleaaa sontact me on (013.)
5404316, _

I thapk you for youz co*oparatidn. Your help is graatly nppreciutad.

Yours faithfully

Rodney Bexgman

S

“Tior Unsieeratly f the Wibwaleraraeit ref Ly eaclsin il rncib seyiequtinn, 1L commbived to igaallwslimbintian particwtly by Uie umslilutlml oiis
e Unbeely of e Ahirclenit .im rehenct bady, | the seiector phet pronaolion of Jta sialf, nnd In W8 aetmintstentbort,




WORK_ROLE QUESTIONNAIRE

BIOGRAPMICAL INFORMATION

1) Name of Gompany

2} Aga

yanxrs

3) Axe you male or Female?

MALE

FEMALE

Place att "X" in the correct hox.

4) Wighost Education (eg. standard 8)

5} Home Language

) Hew long have you weorked in this company?

yoars

7) llow long have you been In a supervisesy position?

yoars

8) Do you beleng to a union?

pecd

Ne

Placs nn X" in the corract hox.

o



SECTION ONE

It has heen shown that supervisors fael they are placed in positions

between mansgers and workers. On the next few pages are a series of.

gtatements describing hoty soms supetrvisors feal at work. Plasse read sach .

af these statamehts and indicate which ones you feel apply to you In your

job, Pleass mark the relavant block/box with an "X", an "¥" in the blogk

marked 'Yas' indicates that you feal that this stabement deseribas how

"you Eaél. A No ! indicates nh&t you feal that this statement doss not
. L — . L]

apply to you. A 'Don't Know! indicates that you are not sure whethar

tha statoment applies to you.

For sxamplae; )
AR
I fael that supervisors have enough nuthority. ;}(: _
T Peal that the work La'too hard for me. . )‘:
W
3l g| 8
-

v Manngamant give ma enough Authority to discipline my
workars,

2) Hanagoment prdvidaa mo with enough backing/help.

3) My superiors are intarested in what is happaning on the
ghopfloor., S

4; Hince bocoming A supervizor, some of my former friends
among the workers have had troubla accepting me.

5) Management undarstand that soma of the megzages that
they expect me to dellver to the workers are sensitive
and ars therefore difficult for me to dallvex,




6) Recause I m 8 aupervisar the workexs thredten
"to get me" in the.township.

7} Byon if T disagree with management's gnals{pnlicias I
atdll have to implement them.

8) White management overlook my on~the-jiok work axperienae'
and ignore my sugpestiona.

93 As 4 aupnfvisor I'm not sute whether I shounld
- atterd work during times of ccmmunity action.

10) I ean never bo a fully accepted merbar of nandganait
becausa they dre whita dnd I am black.

11) White munagers often treat me in the same way as they
treat othex hlarka on the ahopfloar.

©12) White menops. i ".*'s'. '
13) The woxle . - - &7 - bout black supervisors,
14) My usuperd <y n¢cnpu ma uhan uhay need m to earry

out werk xr tham,
15) Whibts managomens; troat re a5 ofie of them,
16) Tho werkers think supervisers are menagesent's puppats.

17) The worke;q oxpect me to defond them from management.

i8) Although I'm a sugarvisor. I still shaxe similan problams :

with the woxkers,

19 Even if it eroates probloms/difficulties for me nt work,
I'm afraid of roprisals from the black community if I
don't go along with :hnm during strikes aud a*nyaways.

20) It's my job to introduco unpopular changes on tha
shopfloox,

21) If ¥ bacome tov friendly with the workews they
try to toke sdvantage of me and bacome lazy.

22) Uighor management do not iiston to blaek supervisors.

Heat
XL, %00

o




23) I m seen a8 working with the whita astahlishment agaiust

24)

25)
48)

the workers.

The peaple in the tuwnship don't want to have
anything te do with black supervisors,

The workexrs call black supervisers infoxmars.

My superioig can override/contradict instructions I
glve to my worlkars,

27) The workera tyust Supervisces.

28)
29

30)

31}

Some of my workers are scarsd of me.

Hanagemenﬁ tenlise that the supervisors' positien is

difficult because Wa live snd travel to work with tha

workers whom we supervisae,

The workeys accuse ma of calling thair sacrats
£o management,

Since becoming a suparvisor* 1 fesl that I've last the

- support of my forier co*wnrkars.

K3}

3y

14)
15)
36)

an

38

Black supervisors are called "impimpi' when we
have to toke a matter to higher management,

I talk moxe easily with ths workars, than with
managament ,

At worker{union maatings, supervisora ara
called 'impimpi’',

Management ave concerned about supervisors’ safety in
the townships, :

Hany WQrkars ars jaulous of na, becduse I'm
a superyisor.

It is unfalx thut I gat tho blamn, 1f 4 workey
loses his job.

When sxplaining things to tho workers, I have to
bo caraful that ne trouble results, ox alse I get
cnllnd impimpd',

MONT
I, N0d

O




39) Somatimas I'm afraid of telling wy workers when
I'm not happy with the work that they are doing.

40) Binca becoming a supevvisor, 1 feel that tha workers
digerininete agaiust e |

41} Highax managemont allow ms to use my discretlon/choice.

42) I have to communicate managomont's viswpoint to the
workers, aven though I may not support it.

43) The worke.s will decept 4n Instruction from a wWhite
' aupervisor morxe easily Lhan from ma.,

© 44) I'mt viewed as a selluut when I don't cb«upcrnta with
the workets, :

45) Ever though it.hny bo difficult for me to do a0y I
would Iike to come to work during thae steyaways.

46) Most of the workers reject me.

47) The unions won't listen to superviaors as wa are
seen a8 impimpdl’, .

48) Since hacoming a supervisor; my only trie fxiends at
woxk oan be ather black supspvisors.

49) I'm not suxn whethar I should join the workers
during strikes. .

sHL

MO
I .0

)]




SECTION 'TWO A

Flease read the following statements about the organisation in which you
work, Show whather you'agree’ or disagreé with each statement by placing
an "X" In the appropriste box/block, Choose an answer which you think

yourself aud not what you believe your superiors may want you to think,

B

E

RS 0N

TTOVSIA

13 1 am willing to put in & great deal of affort bayond that
normally expscted to help this organisation be sucesssful,

2) T tall my friends that this is » great orgenisation to
work for. ' . : :

3) T feal very little loyslry tu this erganisation.

4 1 uauld.accepe almozt any type of Job assipgument in
ordar to keep working fur chis organisation,

5) 1 find that my values and the organisation's values
are vary similer, _

6) 1 am proud to tell others that I am part of this
organdsdtion, '

7) 1 could just as wall be working for a dif irent
organdsation as long as the typs of work as similar

8) 1 am prepared te work very hard for this organisation,

9) It would take vory little change dn my prasent
circumstances to cause me to leave thia orgenisation.

10) I am extremely glad Yhat I choss this organisation to
work for, over others that I was considering at the
time I joined,

11) Thexa's not too much to ba gained by sticking with this
organisation for a long time,

12) Often, I find 4t difficult to agres with this organdsstion's
' policies on important matters relating to its employees.

13) T reslly care sbout the futurs of this organisation.

14) For me this is the best of all possible erganisations
for which to work,

15) Deciding to work for this organization was a definite
wistdke on my behalf.




SECTICN TWO B

Plenge read the following statements about unlons, Show whethex you agree
or digagree with eacl statement by plaeing an "X" in the appropriate

block/box, Choose an answer which veu think yourself and not one which

i

gotipaie alse may want you to choose,

]

1) The rncord of the union is a good example of what dedicated
poaople can gel dona.

2) T could just as well work in a nonunion company as long ag |

_ the type of work was similar

Nl intend to improve my relahions with ménagement by NOT
bodng active in the unioen,

&) I have little trust in most officers of the union.

5) The union jousnal ls not worth roading.

Fdas ION

ATFOVSIA




SECTION THREE
Plaase read the following stdtements and indicate whether you feel each
ona is tiue or faisa about your werk.

For Bxample.

X EindIMy work rewnrding.

[ DON'T
| Fase | Koy

1) 1 have to do things that T think should ba done diffsrently.

DON'T
FALSE | KNOW | TRUE

23 1 racaiéa an assignment/jok without the manpower to ¢ompleta ik,

DON'T
FALBE | KHOW TRUE

3) T somatimés have to break a work rula im order to carry sub
- an agsignmant, _ '

__ DON'T
FALSE | KNOW | TRUE




4} T work tith ¢wo or more groups who do things quite differently.

DON'T
| FALSE | KNOW TRUE

5) I recsive conflicting requests £xom two or more peopls,

| DON"T
FARSE | KNOW. | .. UE

6) I do things that 1likely to be accepted by ong person ahd not
" accaptad by others,

DON'T |
FALSE | KNOW TRUE

71 receive 4 Job/task without snough rosources (such as paople and
-equipment) and materials to execute It. .

poN'T
FALBE KNOW ‘FRUE

8) I work on unnesessary things.

DON'T
FALSE | KNOW | TRUE
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