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ABSTRACT 

The product1vity and manpower situation in South Africa was 

reviewed. The necessity to involve workers at all levels in 

organizations was emphasized. The definition of "productivity", 

and the role of the human resources development <HRD) specialist 

was noted. The concept of "organizational culture" and the 

relationship to •climate" was discussed. The literature 

surrounding worker alienation, and the attempts to overcome this 

by means of participative work redesigns aimed at •worker 

development" was reviewed. The serious reservations which the 

organized labour movement has towards "participation• and 

designs sue~ as quality circles <9C's) were noted and 

discussed. 9C's themselves were introduced with an overview of 

their origins. The "trade war• between Japan and the West was 

mentioned, with particular note taken of the role of ec•s and 

their subsequent usage and success world-wide. The critical 

importance of management commitment and a participative climate 

for the success of ec programs was emphasized. 

The present study was undertaken within a ec program in a 

large en~ineering company, and consisted of 187 experimental 

subjects <9C members> and 63 control subjects <non-SC members). 

Subjects were measured on the independent variable 

Organizational Cli•ate which cor.sisted of Tru~t a Znvolve•ent, 

~otivators, Co••unications, Decision ~aking, Control Data, and 

Rverage Cli•ate. These factors were obtained by means of 

performing a factor analysis on Likert's <1961) data from his 

Organizational Climate Scale. The dependent variab.le Personal 

&rDWth consisted of Li~e Satis~action, Sel~-£stee•, 

Powerlessness, Locus Of Control <LOC> and Purpose In L i~e <PIL). 

It was hypothesized that ec members would show more personal 
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growth than non-SC members, but that this would be mediated by 

organizational climate and time spent as a QC member. The 

validity and reliability of the study were discussed. The 

results indicated that QC members were higher on life 

Satisfaction and Self-Estee• than non-members <P<S.S1>. Both 

groups reported significantly more participativeness of climate 

over the previous 12 months, but QC members reported a greater 

increase. A significant <P<S.S1) correlation was found betweeri 

most Organizational Cli•ate indices and Personal 8rowth 

measures. It was concluded that QC participation brings about 

increased Personal 8rowth, and that this growth extends to 

non-QC members in the same work area. A critical mediating 

variable however appears to be Organizational Cli•ate, which 

must be truly participative if any intervention such as QC's is 

to succeed. This is consistent with the findings of other 

authors. The need for further research was discussed, and the 

role of climate was re-emphasized by way of conclusion. 
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CHAPTER 1 

INTRODUCTION 

In 1986 a group of l~ading South African academics and 

businessm~n under the auspices of the School of Business 

Leadership at the University of South Africa <UNISA> 

collaborated as 8 Proj~ct Free Enterprise• to produee a 

remarkable document outlining the current position of South 

Africa's economy, and putting forward strat~gies for saving it 

from an. impending economic Armageddon. The long-awaited report 

used hard economic data to emphasize the urg~nt need for change 

and reform. Th~ essence of the situation is that: 

during the preceding decade <1972-1982) South Africa 

recorded the lowest gross domestic product per capita 

CGPD/C) as well as registering the s~cond lowest 

improvement in GPDIC, when compared to our major trading 

partners. During a similar period South Africa recorded 

the lowest increase in output per hour in manufacturing 

<Project Free Enterprise, 1986 p. 15). 

As Moubray C1986) notes, the above analysis "is a litany that is 

becoming tiresome, if only through sheer repetition. And yet 

... we still await a significant all-round improvement" (p. 4). 

Whilst it is easy to over-simplify the analysis, there are 

several well-established contributing fact6rs to the present 

situation. 

A departure point in understanding South Africa's low 
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productivity figures is to examine the racial division of labour 

in this country, which is most clearly illustrated by an 

examination of blacks in the labour market, particularly the 

managerial segment of~the economy. The tables below illustrate 

the basic position of the black worker in South Africa <Nattrass 

1981, pp. 50-511, Table 1 showing how •nan-whites• have been 

crowded into the lower eschelons of the labour market, and Table 

2 showing the grass income inequality based an race in each 

occupational category. 

TABLE 1 

BREAKDOWN OF OCCUPATION IN EACH "RACE" GROUP 

PERCENTAGE OF "RACE" GROUP 

CATEGORY AFRICAN ASIAN COLOURED WHITE 

ALL ECONOMICALLY ACTIVE 72,7 2,2 7,8 17,3 

PROFESSIONAL & TECHNICAL 26,2 3,6 8,9 61,3 

MANAGERIAL & EXECUTIVE 0,5 2,1 0,8 96,6 

CLERICAL 16,3 7,8 8,0 67,9 

SALES 21,5 8,4 10,2 59,9 

PRODUCTION WORKERS 71,4 4,0 10,9 13,7 

UNSKILLED 85,8 3,1 10,6 0,5 

SOURCE: NATTRASS (1981} P 50. 
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TABLE 2 

AVERAGE EARNINGS BY "RACE" AND OCCUPATION (1975 FIGURES) 

CATEGORY -- AFRICAN ASIAN COLOURED WHITE 

PROFESSIONAL & TECHNICAL 2044 4240 2869 7860 

MANAGERIAL & EXECUTIVE 1409 4963 1979 7860 

CLERICAL & ADMINISTRATIVE 1913 \3704 1722 2750 

SKILLED LABOUR 2008 3990 2248 5500 

PRODUCTION WORKERS 1629 2829 1383 5500 

UNSKILLED WORKERS 956 2015 924 5500 

SOURCE: NATTRASS (1981) P 51. 

Even more disturbing is the recent finding by Human !c Hofmeyer 

<1985, p. 7) that whilst blacks have exhibited gradual upward 

mobility in certain categories over time, from 1978 to 1988 •the 

percentage of male black administrators and managers remained 

constant•. Further, Nattrass <1981) goes on to note that 39,9% 

of all urban black males in urban areas have had no schooling 

and only 8,3% have a tertiary qualification, compared to 1,1% 

and 15,4% respectively for whites <1978 census data). 
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Tables 1 and 2 <Nattrass 1981) further reveal that in 1977, 

blacks constituted 72,7% of the economically active population 

but made up only S,5% of the managerial and executive group. 

Marais~ Vander Kooy (1978>, list black executives as a group 

which does not statistically exist!. For those who do belong to 

this category, there is a massive 1:4 gap between th• earnings 

of black and white manag•rs - although this overall •managerial• 

category does not consider the question of the level of manager 

under analysis, making the comparison somewhat less valid. 

Whilst there is little doubt that the position has improved 

somewhat in the intervening years, the situation remains 

serious. Howev•r, moral and other considerations aside, why 

should anyone care whether or not blacks actually enter the 

managerial class in this country? The answer to this question 

is the reverse-side of the puzzle of South Africa's low 

productivity figures, and provid•s an insight into why the 

upgradin_g of the "black" labour pool is a national priority, 

regardless of one's political convictions. 

The now-classic study of Sadie (1979) revealed that the 

ratio of managers to other workers in South Africa is 1:54, 

whereas in the rest of the developed world this figure ranges 

from 1:15 to as low as 1:1s in the USA. The larger •leader• 

group of professionals, administrators and other upper-level 

workers equals about 25% of the total labour force in these 

countries, whereas this is only 12% in South Africa <Hanson ~ 

Bellis 1983>. To achieve the 25% figure about 2 million people 

in the •leader" class were required in 1984. With 1.5 million 

economically-active "whites•, there would still be a short-fall 

of over a half-million, even if they were all •leaders• -

clearly an absurd assumption! With a projected population of 5S 

million in the year 2SSS, this shortfall will become even more 

acute. The bottom line in this analysis is that the •white• 

group is numerically, let alone intellectually, incapable of 

supplying all of the leader class, and _in the future this gap 
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will grow as the population increases and •whites• constitute an 

ever-shrinking fraction of the total. At a time when South 

Africa's productivity and competitiveness on the world market is 

in the dire straits described, it should be obvious that that 

the road to economic anhiliation is one which advocates white 

exclusivity in the managerial and professional sectors. It can 

also be argued that it is a criminal waste of human resources to 

draw on less than 19% of the nation's potential at a time when 

unemployment and poverty is rife. 

Rounding off the above line of reasoning, it has emerged in 

recent years that apartheid may in fact be killing the 

managerial class in South Africa by virtue of the ridiculous 

work-load it has created for our executives. Coupled with 

certain hereditary factors and a cholesterol-rich diet, white 

South African males have amongst the highest coronary heart 

disease <CHD) rate in the world. Wyndham (1978) reported that 

South Africans have higher rates of CHD than citizens of 

countries such as Finland, USA, England and Australia. Wyndham 

(1981> has also showed that almost 5e% of all lost man-hours in 

South Africa are attributable to CHD and related diseases. As a 

factor exacerbating the present poor economic performance, these 

figures are particularly disturbing. Further, it is precisely 

Hanson and Bellis's (1983) •leader group• which is bearing the 

heaviest incidence of CHD in this country. 

What these statistics clearly illustrate is that the 

polit~cal dispensation in this country has historically barred 

probably upwards of 75% of potential leaders from ever moving 

out of the unskilled class. More damning even than that, once 

the chronic shortage of managers became apparent, very little 

was done to attempt to redistribute the load by delegating 

responsibility to workers, and developing their skills to become 

partners with management in improving productivity. Instead a 

solution has always been sought within management development, 

and even the non-racial equal opportunity programs have 
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neglected the question of the skills and competencies of those 

left behind. In its ext~eme fo~m, this is little mo~e than an 

extension of scientific management, with wo~ke~s being ~ega~ded 

as uniform and inte~changeable units, with the key to thei~ 

motivation and effectiveness being viewed as a function of 

managerial technique. The development of wo~ke~s, pa~ticula~ly 

in South Af~ica, is a greatly under-valued area,···and it is this 

issue which the present study specifically add~esses. 

With the severity of political violence in this country 

/

being matched by the appalling CHD statistics, the skilled 

manpower shortage, and the economic crisis, the development of 

I 
our work-force and improvements in productivity reaches beyond 

academic desirability o~ moralistic judgments - it is a national 

necessity. Whatever the futu~e political dispensation in South 

Africa, it will need a sound economy and a skilled labour force 

if the basic demands of a burgeoning population are to be met. 

Given this de facto situation, there are perhaps two 

immediate strategies: i) increase the number of •non-whites• 

entering the upper echelons of the labour market, and more 

broadly, ii) develop our workers of all colou~s, at all levels 

in the organization. The former is catered for by managerial 

development which is a topic in its own right, and as outlined 

in a previous paragraph much valuable wo~k is being done in this 

c:ountr)'• Howeve~, p~oductivity is just as much a function of 

work at the shop floor as in the manage~ial suite, and the 

upgrading of the skills of all wo~ke~s is necessary if South 

Africa is going to compete successfully with her main trading 

partners in the coming decades. •euality and productivity are 

irrelevant to worke~s who feel that they do not pa~ticipate in, 

or benefit from, the business system• (Project Free Enterprise 

1986 p. 15). 
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~ Con&~gf Productivity and Stre~9ies for Improv~m~nt 

Having mentioned •productivity• several times above, the concept 

itself requires proper definition. Technically, productivity is 

output divided by inputs, and is typically i~lustrated by the 

following formula (Visser & Van Loggerenberg 1986, p. 22): 

Product Quantity (i.e. output> 
Productivity = ------------------------------

Resource Quantity <i.e. input> 

The above simple definition is the basis for the entire field of 

productivity measurement, and various techniques are available 

for the "ha~d· measurement aspect Ceg. Sink, Tuttle, & DeVries 

!984). In the human resources <HR> field, an alternative 

definition has gained popularity in recent years, and is summed 

up as being to •work smarter and not harder• <Skinner 1986, p. 

55). To a degree this definition recognizes that human and 

machine capital are not simply alternatives, and that the human 

resources of an organization may in fact hold the key to 

improved productivity and efficiency. 

The field of productivity improvement, particularly in 

terms of the contribution which HR can make, really became an 

issue in the mid-197m's onwards, as the technically-dominant 

West found itself inexplicably losing ground on international 

markets to the Japanese industrial drive. Reviewed in a 

subsequent chapter, the advances made by Japanese management 

provided the impetus for a complete re-think about productivity 

which began to be seen as a managerial, rather than a technical 

responsibility <Deming, 1982). Further, a review of the 

literature over the last decade, eg. Fact Sheet <1976), Jamali 

C1983l, Vander Merwe C1984), and Gmelch & Miskin <1986), 

reveals two main trends in the approach to this subject: i) a 

movement away from technological solutions towards managerial 
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solutions; and most significantly for the present paper, ii) an 

increasing emphasis on gaining the participation of all 

workers particularly those on the shop floor, in the process. 

The emphasis on workers and their involvement in raising 

productivity has given renewed legitimacy to the role of the HR 

professional. After disillusionment with the humanistic 

approach of the 60's and early 70's and the rejection by the 

labour movement of what was seen as nothing more than scientific 

management in a friendlier guise, the idea of involving workers 

in decision-making as a means for achieving significant 

contributions towards the profitability of the firm has, as 

Baird & Meshoulam (1986> put it, created •a second chance for HR 

to make the grade• <p. 45). •Two key elements feature strongly 

in the effective operation of the free-market system -

participation and productivity. These two elements motivate 

participants to perform at their best• <Editorial, 1986 p. 2). 

Further, as it became apparent that various managerial 

approaches would have differing effects, the HR professional was 

called upon to provide models and training which would allow 

managers to exercise the appropriate style at the right time. 

This is notwithstanding the skepticism with which organized 

labour continues to view the •participative movement•, and whose 

arguments, reviewed in the following chapter, provide a powerful 

count~r to the idea of designs such as quality circles. 

Related to the concept of differing possible managerial 

approaches is the field of· "organizational culture". This 

phrase is a widely-abused and over-used idea, and it is 

necessary to define just what it is which is meant by •culture•. 

Schein <1986a> puts it as follows: 



CLIMATE, GROWTH & QC•S Page 19 

a pattern of basic assumption - invented, discovered, or 

developed by a given group of people as it learns to cope 

with its problems of external adaptation and internal 

integration - that has worked well enough to be considered 

valid and, therefore, to be taught to new members as the 

correct way to perceive, think, and feel in relation to 

these problems (p. 9). 

Schein <1986a) also distinguishes between the basic underlying 

culture, which is very hard to see in its entirety, and a number 

of surface manifestations, such as supervisory style, which are 

more accessible and provide pointers towards the basic culture. 

These more superficial manifestations of culture are what are 

usually collectively referred to as the organizational 

"climate•. Classic authors in this area, Litwin & Stringer 

<1968) suggest "climate describes a set or cluster of 

expectancies and incentives and represents ••• a property of 

environments that is perceived ••• by the individuals in the 

environment" <p. 29). They note further that •the manager•s 

leadership style is a critical determinant of organizational 

climate• <p. 169). In line with this concept of supervisory 

style being a significant reflection of organizational 

•culture•, one consequence has been the development of a number 

of measurement techniques for assessing how managers manage, 

ie. for assessing managerial •style•. 

According to Deal & Kennedy (1982), •values are the bedrock 

of any corporate culture• <p. 21), and it is this rock which is 

the foundation for all human interactions within an organization 

<Desatnick, 1986). Rules for behaviour, ways of getting jobs 

done, recognition and achievement criteria, the •right• way and 

the "wrong" way, are all determined by the culture. Further, 

since the quality of an organization•s achievements is directly 

related to the efficiency of its human staff, McTague <1986) 

concludes, "productivity is shaped by forces beneath corporate 



CLIMATE, GROWTH & QC'S Pa~e 2S 

culture• <P2S>. The old debates of the •best• mana~~rial style 

versus situational leadership hav~ been revived with a n~w 

direction: what mana~erial style is reflective of a •cultur~· 

which is conducive to high productivity and participation by 

workers? 

A field of consid~rable importance has thus emerged within 

the area of responsibility of the HR practitioner, and this is 

concerned with •corporate culture• and how to change it, 

preferably in the quickest and least painful mann~r <Hubbard, 

1986>. A number of •r~cipes• towards this end are now availabl~ 

<eg. Meares 1986>, and the role of the HR professional is to 

facilitate this change process. Th~ danger exists h~re of 

making •culture•, a buzzword rather than giving it th~ serious 

attention it deserves. As Schein (1986b) notes, •culture is a 

deep phenomenon, merely manifest~d in variety of behavio~· <p. 

30). The emphasis on productivity through employee dev~lopment 

has thus shifted the HR specialist from being a somewhat static 

staff person into being a dynamic change agent in an 

organizational environment which r~quires adaptation to a 

rapidly changing set of circumstances. HR has become an 

•entrapreneurial" rather than •administrative• function <Sussman 

& Kuzmits, 1986, p. 42). 

The Issue .eLBSJti.d Chanse.£._ID::.9anizational Develogment 

.eruLMagtali.en 

Ever since Toffler <1978) published Future Shock, organizational 

theorists have been dealing intensively with the concept of 

rapid chan~e and growth in or~anizations. It is within this 

field that or~anizational development <OD> has found a niche. 

Greiner's C1972> classic article spelt out the stages of growth 

and development in or~anizations. ~e predicted that the 

solution to the crisis of "red-tape• was •collaboration•, <p. 
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43> which consists of amongst ether things, the invclv~m~nt of 

workers in problem-solving teams. French & Bell's (1984 P17) 

lengthy definition of OD includes aspects of HR activiti~s such 

as participation, teams, and problem-solving. Ind~ed, in many 

resp~cts the HR specialist today is not just involv~d with th~ 

employees in the organization - he is involved in th~ lif~-cycl~ 

of the organization itself. The HR practition~r attempting to 

enhance productivity and participation must be more than a 

"people-person• : he must be an OD specialist as w~ll, 

specializing in "managing the future• (Kinsman, 1986 p. 126). 

Thus not only must the culture which he assists to cr~at~ 

maximize both productivity and participation, it must assist the 

organization to meet and adjust to rapid chang~. Th~ pr~s~nt 

author can only whole-heartedly agre~ with Carnall (1986) who 

concludes "by creating the conditions for ext~nsiv~ 

problem-solving and positive attitudes towards change, future 

effectiveness is created•, and doing this •goes far beyond b~ing 

nice to people• Cp. 115). Organizational survival rather than 

"niceness• today underlies productivity and participation, and 

employees and management are all in the same life-boat together, 

particularly in South Africa which is drifting further and 

furth&r away from the position of her main trading partn~rs. · 

Earl~ H~gcFheses, assumgtions_end Personal Growth 

Based on the arguments presented in the previous pag~s, a 

possible research question which is emerging is: a) de 

participative programs "work", and b> to what ~xtent do~s the 

prevailing organizational climate play a mediating role in the 

effects of such programs? Tightening up th~ t~rminology being 

used, to •work" means producing the desired effects, in this 

case improved productivity and the developm~nt of the human 

resources in the organization by means of a participative work 
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The present study is concerned specifically with this 

latter effect, viz. the development of staff. "Development• 

here is taken to be a positive increase in a construct called 

Personal Srowth, first defined by the work of Carl Rogers <eg. 

1965)," as being "a more broadly based structure of self, an 

inclusion of a greater proportion of experience as part of self, 

and a more comfortable and realistic adjustment to life" <1965, 

p. 195) • 

The present paper is concerned with one participative work 

design in particular, that of the quality circle. Based on the 

literature reviewed thusfar, the following basic assumptions are 

made, underlying the research hypotheses: i) different corporate 

cultures may be more conducive to productivity and personal 

development than others; ii) these cultures are largely 

reflected and manifested at the shop-floor by the organizational 

"climate•, particularly supervisory style; iii) participation 

lead!l to "personal gr·owth"J iv) quality circle-s are a viable 

form of participation; and v) management style m~y effect the 

extent to which quality circles are beneficial to their members, 

from the perspective of increased "personal growth". These 

assumptions will be tested in subsequent chapters when reviewing 

the evidence which exists in the literature in terms of the 

writings of theorists and the evidence from research, and if 

found to be sound will form the basis for the final research 

h)•pothenis. 

The Scope and Design of the Present Stud~ 

The present study thus considers a single participative work 

design, the quality circle, and examines its effect on the 

quality circle members in terms of the construct called 

•personal growth" which is developed as part of the present 

paper. This effect is calculated by comparing the circle 
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membe~s with a cont~ol g~oup of non-ci~cle membe~s on this 

va~iable. A possible mediating va~iable, the o~ganizational 

climate, is also measu~ed, and its effects a~e computed by 

co~~elation with the pe~sonal growth indices discussed above. 

Further exploratory data analysis, where deemed app~op~iate, is 

also undertaken. A significant part of the design consists of 

the development of the tools for measuring these variables. The 

desi9n takes place within a single large engineering 

organization, with subjects being drawn from regional offices 

throughout South Africa. 

Out 1 i ree of _B~n.!.r•g Chag~ 

Having set the scene within which the research question 

underlying the current study will be investigated, the whole 

area of job-redesigns and participative work programs will be 

reviewed, with specific focus on the quality circle (QC) concept 

and movement, its origins and successes, and status 

internationally. Critical criteria for·successful quality 

circle programs will be reviewed, leading to an analysis of the 

rationale behind the variables under investigation in the 

present stud)'• These variables will be discussed in some 

detail, with the pertinent previous research which exists being 

reviewed. The specific hypothesis and sub-hypotheses of the 

present study will then be formulated, and the research design 

will be described, with specific attention being given to the 

construction of the questionnaires used in the cu~~ent 

investigation, 

The resear·ch results "'ill be examined using statistical 

techniques, and will be discussed. The present design will be 

critiqued, and suggestions for future research will be made 

before concluding~ 
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CHAPTER 2 

LITERATURE REVIEW AND SIGNIFICANT PRIOR RESEARCH 

Worker Alienation §nd Job Red~~isn 

Karl Marx coined the term •worker alienation• as part of the 

mare general concept of alienation, defined as •the feeling of 

apartness• <Chaplin 1975, p. 18>, and many writers within the 

Ma~xist school in particular have argued that it is this feeling 

of apartness from the aspirations and goals of the owners of the 

means of production which has continued to characterize the 

working existence of many if not the majority of industrial 

l-lor~~~·rs in the 2mth century. This theme of .. ,arker alienatian .. ar 

•the blue-collar blues• <Anonymous, 1971 p. 84> remains a 

central concern of industrial psychology, and mast of the major 

motivational theories take some trouble to address this issue, 

which has always been enmeshed in political and emotional 

debate. It is not the intention of the present author to add 

his own vision of a utopian society to the menu of those which 

have already been proposed. It is perhaps sufficient to nate 

that despite the variety of political and social dispensations 

in operation in the world today, some degree of worker 

alienation remains endemic to the majority of industrialized 

countries <Meltzer, 1978). This generalization excludes the 

notable exception of Japan whose special circumstances will be 

reviewed in the p~esent paper. 

A great deal of research has been undertaken specifically 

into worker alienation, and certain conclusions have been drawn 

and been in existence for several years. From these classic 

,, 



CLIMATE, GROWTH & ac•s Page 25 

wo~ks, perhaps those findings most pertinent to the present 

study are: i) technology, particularly automation and the 

"p~oduction-line• system is often a significant contributor to 

alienation <eg. Shepard 1979, Cotgrove 1972, Susman 1972>1 ii) 

jobs can be redesigned to counte~ alienation <eg. Scheips 1972, 

Walton 1972, Frank 1973>1 and iii) participation is perhaps one 

of the best ways to achieve this countering effect <eg. Fuller & 

Bonjean 1979, Denhardt 1971, Strauss 1974>. In general, the 

conclusions of this era of research were that •there must be 

~eal commitment by top management to the idea that worker 

satisfaction is essential to increased productivity. Too often 

••. we are more conce~ned about the machines than the men and 

women who operate them• <Anonymous, 1971 p. 85). 

The above studies gave support and legitimacy to the "job 

redesign" movement, a broad-based and eclectic attempt to find 

alternative work forms which would eliminate alienation, and 

maximize productivity and participation. The job redesign 

movement has been around in various forms for several decades 

nol~, and a massive amount of work has been done in this field, 

making it beyond the scope of the present study to attempt any 

kind of representative overview beyond summarizing the main 

findings of the research. Very fine summaries of the work which 

has been done are available in the reviews of writers such as 

Parnes <1978>, Hackman & Lee <1979>, Nallen (1979>, and Guzzo 

(1983). The first reference in the job redesign literature is to 

be found in Davis & Canter (1956>, with specific areas of job 

redesign developing soon after. InterventJons thus fall into 

categories, the main headings of which being issues such as 

sociotechnical $ystems, job enrichment, job enlargement, work 

schedules, environmental fit, ergonomic design, automation, 

robotics, and computerization. Th~ only common basis for 

inclusion in the category of job redesign is an underlying 

philosophy aiming at "the design of effective and satisfying 

jobs, which meet both the organization's needs for effectively 
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achieving its goals through the use of its human resources and 

the individual's needs, expectations and goals" (Davis & Wacker, 

1982 p. 2.5.1). Certain of the redesign efforts have been 

extremely large-scale and received wide publicity both within 

and be)'Ond academic circles. A prime example is the Volvo case, 

which entailed the redesign of one factory, and the building of 

another new factory to completely untried specifications in an 

attempt to meet the requi~ements of a sociotechnical redesign 

Ceg. Tic~y 1976). 

Despite the research which has been ·done in this field, 

results remain hazy and equivocal. The multitude of approaches, 

the variety of situations, and the difficulty of conducting 

research in the field where control is limited has resulted in a 

patchwork of facts, hypotheses, and correlations. In reviewing 

the results as they exist, Hackman (1979) comes to four basic 

conclusions which sum up the total known facts of the matter. 

He concludes that job redesign: i) alters the basic relationship 

between a person and what they do on the job; ii) it changes 

behaviour, which tends to stay changedJ iii) it offers numerous 

opportunities for initiating other organizational changes; and 

iv) in the long term it can result in organizations which 

rehumanize, rather than dehuma~ize their workers. Thus job 

redesign is not 'a panacea, nor does it automatically result in 

the desi~ed outcomes. It is rather a way of breaking down 

traditional patterns of work, and a great deal of additional 

effort is subsequently necessary if something better is to 

replace what has gone before. 

Within the job redesign literature, a theme which has 

become increasingly prominent in recent years is t~at of •worker 

participation•, and the later job redesign efforts have looked 

specifically at this question. Kornbluh (1984) believes this is 

in response to three complementing forces: i) the need for 

increased pro~uctivity and quality; ii) the demands for a better 

working life by the •new•, better-educated worker; and iii) the 
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challenge of foreign competition - particularly the matter of 

the Japanese invasion of the West's markets. 

The issue of increased worker participation in the 

decision-making, responsibility-taking aspects of organizational 

life has raised a number of social and economic dilemmas, both 

within the labour unions and socialist school of writers, as 

well as amongst the management theorists. Sell <1986) outlines 

the cleft stick the former group finds themselves in. On the 

one hand, increased power on the shop-floor is what has been 

struggled for since the Industrial Revolution, and real 

involvement in decision-making would constitute a significant 

victory for the organized labour movement. On the other hand, 

too-close an identification with the owners of capital will 

erode the traditional power-base of the unions, and threaten to 

split the unity of the working-class between the have and the 

have-nets. To the socialist school in general Marotto (1983) 

feels the question is whether this •participative• movement is 

the beginnings of the voluntary relinquishment of the reigns of 

ownership by capitalists towards eventual worker controlJ or 

whether it is merely a clever ploy by capitalists to alter the 

aspirations of workers in the formers' favour by allowing small 

~umbers of the latter to appear to be crossing the barrier of 

control. 

In general, the answer from the perspective of socialist 

and more specifically Marxist writers, is that the idea of 

participative work designs is no more than merely another 

attempt by the owners of capital to hoodwink the working class 

into feeling that they have some sort of additional control over 

their working environment, whilst at the same time leaving the 

means of production and the increased surplus value firmly in 

the hands of the capitalists. As discussed in the previous 

paragraph, writers in this arena appear divided into those who 

feel that a workers' revolution can take place within the 

existing system, by means of taking advantage of participative 
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designs, using recognized negotiation channels, and generally 

making gains by playing by the nrules" of existing industrial 

relations machinery <eg Wilkern 1969)J and these authors who 

feel that to accept a concept such as QC's would be to risk 

splitting the working-class by allowing management to dictate 

the form and extent of participation from within a •program• of 

participation, thus again placing management in control of the 

pr·ocess <eg. Clayr·e 1989). From the management side, the extreme 

views of super-capitalists such as Milton Friedman (eg. 1989) 

question the ability of workers to participate meaningfully or 

constructively in the decision-making of an organization, since 

they are seen as having a shorter, more operational time 

perspective than the longer-term view required for strategic 

management. Friedman and others within this school suggest that 

if worker~ wish to manage, they should become managers. This is 

a somewhat callous attitude, since it ignores the practical 

difficulties involved in gaining admittance to the managerial 

cl~ss, as well as the fact that many workers de not wish to 

become managers, but they do want to fundamentally change the 

nature of work. More mainstream management theory, such as 

Mintzberg <1979) tends to regard participation as essential for 

increasing productivity, and acknowledges the necessity for 

avoiding the kind of patronizing privilege which organized 

labour is refusing to accept. •Democracy does nat depend an the 

generosity of those who hold formal power; instead it 

distributes th~t power constitutionally throughout the 

organization•, <Mintzberg 1979, p. 294). 

The present author does not feel that the socialist and 

mana9ement schools are necessarily irrevocably divided. Their 

differences appear to arise out of the question of what n•ture 

•participation• will take within the work-place, and who will 

control the extent of the participation. Neither side, it • 

seems, is actually arguing over the desirability of greater 

worker participation. As Blumberg <1968) notes, 
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there is hardly a study in the entire literature which 

fails to demonstrate that satisfaction in work is enhanced 

or that other generally acknowledged beneficial 

consequences accrue from a genuine increase in workers' 

decision-making power. Such consistency of findings, I 

submit, is rare in social research <p. 123). 

Possibly the gravest_threat to genuine participation is the 

attempts made in certain instances by reactionary managers to 

•replace• unions or other means of worker representation with 

concepts such as QC's. The present author was appalled at a 

recent convention to hear one of the delegates comment •if we 

have quality circles, we won't need trade unions•. 

Short-sighted policies by management will indeed reduce QC's to 

little more than a palliative intended to deceive workers. It 

is the opinion of the present author that a management sincere 

in its intention to develop its human resources will consult 

with, and involve trade unions at every step in the development 

of a participative work program. If it is to succeed as a 

concept, the QC must be seen as a developmental technique for 

m~nagement and workers which in no ways seeks to usurp any of 

the established collective-bargaining devices. . . 
Thus whilst the field of worker participation is not 

without controversy, a variety of different designs have 

nevertheless been attempted, some of which have had considerable 

effects. Semi-autonomous and autonomous work groups, 

matrix-organizations, product rather than functional divisions, 

problem-solving groups, management by objectives, consultation, 

and particularly quality circles have all been used with varyin~ 

degrees.of success. A common theme running consistently through· 

the literature in this field as a basic prerequisite is 

management and supervisory-level commitment and competence in a 

senui nel >' part ic ipat i ve management c 1 imate. By way of example, 

Rowan <1984) discusses the threat that participation represents 
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to first-line supervisors; Graversen (1985> reviews the critical 

role of the foreman in •industrial democratization•• Crosby 

<1986) lists a number of critical skills which management needs 

to acquire before they will be in a position to operate 

competently within a participative organizational culturel and 

Krause & Nel <1986) chide managements• inability to give 

effective direction under a participative system. This theme of 

the role of management is something which will be returned to 

when discussin~ the critical intervening effect of 

organizational climate on the effectiveness of participative 

programs. 

Ih~-~isin of Quality Circles 

The specific participative work design which the present study 

is concerned with, the •quality circle• (QC>, is one of the most 

popular, widespread, and successful of the various options in 

this category. According to The Japanese Union of Scientists 

and Engineers (JUSE>, a quality circle is: 

a small group to perform voluntarily quality control 

activities within the same workshop. This small group 

carries on continuously as a part of company-wide quality 

control activities, self-development and 

mutual-development, control and improvement within the 

workshop utilizing quality control techniques with all 

members participating (JUSE 1985 p. 4). 

Despite the variety of cultures and contexts within which QC's 

operate, the above basic definition remains the one in use 

internationally. 

Whilst the research done on QC's will be reviewed in the 

next section, the history of QC's themselves begins in 1948, 

when in an attempt to rebuild the Japanese economy after the 
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Second World War, •quality control• was introduced from the 

United States. Bet ... leen 1948 and 196.9 quality control became an 

extremely popular and well-researched subj~ct in Japanese 

industry, and the majority of workers were exposed to the 

concept via books, courses, and television programs. As part of 

involving all levels of workers, the first QC's were developed 

and started in 1962 at IBM, but were not successful in the USA 

and had more or less died out at the time they became popular in 

Japan. A national QC body with its own newsletter was formed in 

1964, and soon had chapters throughout Japan. The growth of QC's 

was explosive, and by 1982 there were 76 936 registered circles 

in Japan, and over one million registered or awaiting 

registration by 1985. A similar movement has been started in 

beth Taiwan and South Korea with great success and QC's have 

•come home" to the USA and have made a large impact in various 

other industrialized countries. The impetus for this Western 

interest in QC's came from the Japanese "invasion" of the West•s 

traditional markets. 

For decades after the Second World War, the USA and the West in 

general made tremendous efforts to help Japan rebuild her 

shattered economy, in an effort to develop an international 

market for American goods, so as to have a staunch 

anti-communist ally near mainland China and Russia, and possibly 

to expiate a residual sense of guilt after devastating the 

country, culminating in the two atomic blasts at Hiroshima and 

Nagasaki.· 

Japan rapidly developed the capacity to produce 

low-quality, mass-produced goods, and the label Mmade in Japan• 

became a stigma which implied cheap, poorly finished and 

unreliable items. As outlined in the previous section, it was 
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app~~ciated by the Japanese that they had to improv~ th~ quality 

of their products if they were to compete successfully on the 

int~rnational markets. Th~y therefore imported and greatly 

improved the technolo9y of quality control, consulted 

extensively with the world's leading theorists in th~ field, 

Demin9 end Juran <who at the time were regard~d as little more 

than •cranks• in their home country, the USA>, and launched a 

/

•total quality control" <TSC> program. Gradually Japanese 

product quality began improving, and even mer~ impressive was 

their productivity ratios, which crept up and surpassed those of 

their western trading partners in the early 197B's. From being a 

follower, Japan was becoming a leader. Possibly on~ of the 

earliest markets to feel the weight of th~ Japan~se pr~senc~ was 

the American car market, where Chrysler had to have quotas 

imposed on Japanese imports in the form of Toyota cars in order 

to $Urvive. Today the Japanese economy is the strongest in the 

world, and this is in no small way due to the •ongoing 

transformation in Japanese management• <Naito, 1986 p. 59). 

By the end of the 1979's, the Japan~se were being regarded 

as authorities in productivity and quality. Deming & Grey 

(1981> advocated the Japanese production system for other 

industrial countries stating "there is little doubt that 

Japanese quality control concepts can be transplant~d· Cp. 28). 

Japanese mana3ement works and journals becam~ popular ref~r~nc~ 

texts as typified by The ~rt o~ Japanese ~•n•g•••nt <Pascale and 

Athos 1981>. The conclusions of Luchs (1986>: •succ~ssful 

businesses compete on quality• <p. 12), and Hutchings (1986>: 

•quality is everybody's business• Cp. 3> b~gan to g~t through. 

Juran <1985) mad~ no bon~s about Japan's trading and industrial 

superiority, and asked the question everyon~ was wondering, 

·~atching up: how is the West doing?" <p. 18>. Japanese 

management began to be seen as more than a flash in the pan, 

9ainin3 serious recognition <Hall 1985, Lee 1985, Suzawa 1985). 

Writers in America <Lee & Ebrahimpour 1985, Davis 1986>, and 
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Britain <Trevor 1986, Van de Vliet 1986) have writen with open 

admiration of the achievements of Japanese management, and 

st~ongly recommended that these methods be adopted. Over and 

again, the basic concept which seems to have represented the 

essence of Japanese management to western writers was that of 

the quality circle <QC). An enormous wave of interest in SC's 

begins in the literature from the late 1970's, and most 

management journals in 1987 regularly make some mention 9f QC's. 

The first articles in the West appeared to regard SC's as 

something of a curiosity. Very soon however, authors were 

overtaken by events as businesses in the USA adopted SC's in 

attempt to upgrade their productivity. Some writers such as 

Shea <1986) warned against importing foreign technology to solve 

domestic problems, and Bowman <1985) felt that QC's were not 

needed in the USA. There was a wave of literature which •proved• 

that a technique which was successful in an authoritarian, 

group-oriented culture such as that of the Japanese, could never 

work in the democratic, individualistic West. However, whilst 

Sandholm <1983>, Streier <1984>, and Drago (1985) continu•d to 

debate whether SC's were to be permanent or temporary, 

businesses were making the qu~stion redundant by the large-scale 

ir.stallation of quality circles. By the mid-1980's the thrust 

was more one of how to maximize the usefulness of the QC concept 

in the West <Cole~ Byosiere 1986). Ferris & Wagner <1985) 

conceded •sc•s may work well in some situations• <p. 164). 

Indeed it is this question, of whether quality circles have been 

as popular and as successful as they once promised, which is 

o=cupying most authors in the field today. 

The Success and Status of Sualit~ Circles Internation~ 

At the time of writing, quality circles have been implemented in 

an impressively diverse array of areas. Apart from the 
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production environments they were originally developed in, 

quality circles have been put to work in universities, 

accounting firms, banks, and the military, to name but a few of 

the more interesting examples. For a more comprehensive list of 

the applications to be found in the literature in r~cent years, 

a short synopsis is given in Appendix 1. 

Thus quality circles have been extremely popular in a 

number c~ fields of enterprise. Internationally, apart from 

Japan <Ishikawa 1985) and the USA <Ferris & Wagner 1985>, QC's 

are currently to be found in Australia <Blaich 1984>, Brazil, 

Korea, Egypt, Malaya, CHaridy 1985>, Israel <Rafaeli 198S), 

Italy CFe~rari 19861, Korea, Taiwan and Latin America (Juse 

1985>, the United Kingdom <Dale 1985>, Malaysia, Thailand, 

B:!'lgium, Denmark and Holland <Sherwood, Guerrier & Dale 1985), 

and c~ course South Africa <Heyns 1986>, to name some of the 

mer~ prominent nations of QC implementation. 

Whilst viewing the above evidence which is only a sample of 

the countries in which QC's may be found, it seems appropriate 

to raise once again the hoary old question of whether or not 

nJapanese techniques• can be used in such-and-such country. In 

South Africa in particular, Project Free Enterprise (1986) has 

no doubts, noting •major successes in the field of participative 

systems ••• tend~ to make nonsense of the commonly-held belief 

that participative systems as encountered in other countries 

cannot be transplanted to the South Africa culture• Cp. 78). 

Spoelstra <19861 agrees, but warns "unless one is willing to 

change the whole philosophy of managing people, one would be far 

better of~ by not altering the existing system of management" 

Cp. 26). This is probably the more balanced of the two 

attitudes. ec•s are merely a tool, and have no special magic of 

themselves. In a country which has a very poor record of 

involving people in decision-making at any level, and whose 

politics for the past forty years has been characterized by a 

patronizing system aimed at maintaining established power 
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structures, the idea of real consultation and participation in 

the work-place will require something of a radical mind-shift. 

Further~ much of the information and applications which exist 

will need to be re-written for the South African situation, 

where much production takes place within primary and secondary 

industries, very unlike the high-tech and consumer industries 

where many of the QC techniques were developed. 

Buthelezi (1986) in commenting on the sad state of the 

(nation rather optimistically notes "quality circles can play an 

;~mportant role in getting us out of such a self-destructive 

bind• <p. 13). Whether this is so or not probably depends on how 

effective QC's are likely to be, a guide to which is to be found 

in evidence of their success internationally to date. 

In Japan, QC's are judged to be a huge success by virtue of 

their longevity and the impressive growth in the Japanese 

economy <Ishikawa, 1985). It is however probably very unwise to 

attribute all of Japan's industrial success to 9C's since the 

entire country has been transformed politically, socially, and 

economically over the past four decades, and QC's have been a 

relatively small feature of these changes. By comparing the 

progress of countries which have used 9C's with those which have 

net, Boeker & Overgaard <1982) are unequivocal in their praise 

for the positive effect of QC's on national productivity. In 

the USA, Miller (1984> found that 63% of all respondents <N•417) 

in a survey felt that their QC program was •moderately• to 

•extremely• successful, with only 6% reporting •failures• or 

•poor• results. On a more micro level, Sherwood et al (1985) 

found that whilst most firms are unable or unwilling to evaluate 

their programs formally, most express satisfaction with the 

usefulness of the QC ~oncept. In this regard Mento & Steel 

<1985) comment on the poor standard of QC research, and call on 

researchers to apply scientific evaluation techniques. The 

problem is basically one of measuring either •soft• results, or 

•hard• results which are part of a number of simultaneous 
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changes within an organization, making it very difficult to 

i~olate the effect of the QC intervention. As Bernstein (1983) 

wryly comments, we are "using the soft approach for hard 

~e5ults" Cp. 13). On the "hard• side, the art of productivity 

measurement has evolved rapidly in recent years, and Siegel 

(19SC> provides a voluminous review of the various tools and 

techniques available here. In this area, "Lockheed claims to 

have saved $2 944 eee with only 15 quality circles operating in 

the first two years" <Wayne, Griffin, ~Bateman 1986 p. 80). It 

is the •soft• side, ie. attitudes, values, and motivation which 

is more difficult to measure, but various interesting attempts 

have been made. 

In a study of 12 firms in Britain, Cox ~ Dale (1985) found 

that 93% of respondents <N=43> felt that QC's had provided them 

with real benefits, 86% felt that QC's offered benefits to 

non-members, and 67% felt more involved in decision making. 

Mar~s, Hackett, Mirvis ~ Grady (1986) reported that QC members 

<N=46> showed enhanced QWL perceptions relative to non-members 

CN=46) after participation in QC activities. Rafael i ( 1985) 

found that QC members <N=455> had a significantly higher 

perception of their own influence than non-QC members CN=3S5), 

as well as f•eling that their jobs had more task variety. 

Subjective job satisfaction did not show any significant 

difference between the two groups. In strikingly similar 

resL~lts, Elvins C1985) found that GIC membership was associated 

with a higher degree of perceived power/influence CN•24>, but 

that other ~ariables remained unchanged. In South Africa, 

Daniel ~ Huss (1986> felt that quality circles are a positive 

influence in the South African economy, and Nicholls (1995) 

found si9nificantly improved employee perceptions of management 

and better employee-management relations after a participative 

QC-type intervention (Nz156). 

I Thus well-documented evidence exists which suggests that 

IQC's are associated with a positive effect on productivity and 
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quality, as well on workers' perceptions of their subjective 

working conditions, at least as far as their ability to 

influence those conditions is involved. ec•s are also seen to 

be a positive force for solving problems <Anonymous 1986>, and 

in enhancing communications <Ellis 1984>. What has hardly been 

addressed in the literature at all, is whether participation in 

ec activities "develops" the human resources of an organization, 

nor have the criteria for "development" been addressed. This is 

the point that will be discussed in some detail as part of the 

rationale for the present design. 

As ec programs got underway in the West, painful experiences 

with failed programs showed t.hat there were certain things which 

should or should not be done if ec•s were to be successful. The 

experience of researchers in comparing successful and 

unsuccessful ec programs is worth examining in this regard. In 

a series of articles, ~ale & Hayward <1984a, 198~b and 1984c> 

identified the main causes for circle failure. They name 

several reasons, but one of the most significant, as well as 

being the most pertinent to the present study, is. that regarding 

management style. They note "in a climate where management is 

too narrow-minded and autocratic, quality circles are unlikely 

to survive" (1984a p. 12>. In a similar vein, Ingle <1982) 

suggest that poor middle-management support is a prime indicator 

that a ec program will be in trouble if implemented. ec•s as a 

"quick-fix" or a way to solve industrial relations problems are 

doomed to failure. Indeed this aspect of management support and 

commitment to a participative organizational climate has emerged 

as probably the major success predictor of ec activities <Alie 

1986>. This is not to say that in successful programs managers 

are identifying with the aspirations of workers. However, a 
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more enli9htened approach has spread in certain mana9erial 

sectors which reco9nizes that the road to hi9her productivity 

(

and quality lies in the development and involvement of human 

resources at all levels in the or9anization. To this end, HR 

expertise is bein9 sou9ht amon9st practitioners who are 

9enuinely concerned with 9reater work and life enhancement for 

the man on the shop-floor via more participative work desi9ns 

such as QC's. 

Understandin9 the causes for failure is often still not 

enou9h to ensure success. Barra (1983) has published what is 

probably the best "hands-on" 9uide to QC pro9rams which is to be 

found in the literature. Some of his themes which are echoed by 

other authors are: the importance of trainin9 all levels in the 

or9anization to accept and use QC's <Karabatsos & Smith 1984, 

Donovan 1985); as seen, a participative mana9ement style 

<Smeltzer & Kedia 1985); and the idea of creatin9 "readiness" in 

the or9anization for the adoption of the QC concept <Thompson 

1982, Hamson 1986). 

From the literature and past research it thus appears that job 

redesi9ns, particularly the more participative ones such as 

QC's, can enhance productivity and quality, and result in 

improved worker attitudes towards their jobs, but it is still 

uncertain whether they are "developed" by participation in such 

activities. QC's have been particularly popular and have been 

used in a host of situations and countries. There seems no 

reason to assume that QC's are unsuitable for South Africa or 

any other country. Requirements for successful QC pro9rams 

include especially a participative or9anizational "culture", and 

a consultative and positive approach to or9anized labour. The 

exact nature of thi~ relationship is however unclear, as is the 
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effect of QC membership on ec members. With this in mind, the 

variables to be examined in the present study will be introduced 

in the next chapter. 
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CHAPTER 3 

INTRODUCING THE VARIABLES USED IN THE PRESENT STUDY 

In introdu:ing the variables under investigation in the present 

study, it is necessary to briefly recap. From a review of the 

literature two main points have emerged. The first of these is 

that job redesign and other OD-type interventions (particularly 

QC's) have been linked to increased productivity and 

participation on the part of workers. However, the SWL studies 

have failed to establish their degree of success at one of their 

most important objectives, viz. the "development" of the human 

resources in the organization as represented by the participants 

in such programs. Possibly one of the reasons for this failure 

is that no real definition of •development" is to be found in 

the literature dealing with such interventions. The second 

major point to emerge is that organizational climate is a 

=ritical variable in the success of participative programs, but 

the nature of the relationship has never been investigated, and 

the effect of different organizational climates on the 

participants in such programs remains unclear. What follows is 

a description of the variables used in the present study which 

attempt to provide a way of measuring two basic concepts: that 

of organizational climate which is reflected by managerial 

style, and that of personal "development•. 

Adapting the Li~ert Organizational Climate Questionnaire 

Recalling the earlier discussion of organizational culture, it 
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was noted that its surface, more accessible manifestations are 

usually referred to as "organizational climate•, and a number of 

instruments have been developed over the years to measure this 

concept. Cook, Hepworth, Wall, & Warr (1982> list no less than 

26 comprehensive devices produced between 1967 and 1981 to tap 

various aspects of climate. The •father• of all these measures 

is however the Likert Organizational Climate Questionnaire 

<Likert 19671. This is a 51-item questionnaire which asks a 

series of questions relating to the employee's perception of the 

prevailing conditions in the work-place, and scores the 

responses on a unidimensional continuum ranging from l.SS to 

4.ae. Each •station• on the continuum is identified with a 

particular organizational climate. Thus S.SS-l.SS is 

•Exploitative Authoritative•, 1.SS-2.SS •Benevolent 

Authoritative•, 2.SS-3.00 •consultative•, and 3.SS-4.S0 

"Participative•. An interesting feature of th~ questionnaire is 

that it asks subjects to rate the organization •now• (hereafter 

referred to as •at the present time•J, and if they were in the 

organization a year before •the present time•, to also rate the 

organization as they remember it 12 months previouslx. Likert 

(19671 does not report reliability or validity data, and as 

illus~rated below, analysis of his results reveals that his 

categories were never validated. Despite this fact, the 

questionnaire has been remarkably long-lived, and the 

"Likert-scale" as a statistical technique has become a .very 

popular scientific tool particularly for attitude surveys, and 

has been developed by a number of subsequent authors (eg. Matell 

~Jacoby 1971 ~ 1972, Keow & Hakstian 1973, Guy & Norvell 1977>. 

The full Likert Organizational Climate Questionnaire is shown in 

Appendix 2. 

Likert divided the 51 items into eight main categories, 

each covering a particular aspect of work. In an attempt to cut 

down on the number of items required to use the Likert Scale, 

the present author used the correlation table of all items 
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provided by Likert <1967 pp. 194-19~>, <N=115> and subjected it 

to factor analysis, using the •varimax• program. The results 

indicated that the optimal number of factors was five <Cureton & 

D'Agostino 1983>, and these were identified with the critical 

items being compiled into a new shortened form. The new factors 

were named according to the critical items showing the highest 

overall cmrrelation with that factor. The relationship between 

the old items and the new factors is shown in Table 3. The first 

column lists the new factors, the second shows which of Likert's 

(1967> items were found to make up this factor <Appendix 2>, and 

the third column shows what numbers these items are in the 

shortened version of the scale <Appendix 3). Column 4 

illustrates the correlation <obtained by factor analysis) of 

each item with the new factor. 

TABLE 3 

RELATIONSHIP OF OLD ITEMS TO NEW FACTORS 

NEW FACTOR OLD ITEMS NEW ITEMS CORR. OF 
(APP. 2) (APP. 3) ITEM IN 

FACTOR 

1 4 * 
TRUST & INVOLVEMENT 3 6 SEE 

4 7 BELOW 
5 9 

MOTIVATORS 7 5 . 71 
8 1 0 .77 

20 2 .72 
COMMUNICATIONS 23 1 1 .69 

24 13 .75 
40 14 .66 

DECISION MAKING 34 1 .79 
35 8 .60 
36 1 2 .65 

CONTROL DATA 48 3 ** 

* THERE ARE NO AVAILABLE "TRUST AND INVOLVEMENT" CORRELATIONS, 

SINCE THIS WAS A FACTOR IDENTIFIED BY LIKERT AFTER HIS 1967 

RESEARCH. 

** • THIS ITEM IS MADE UP OF 5 OF THE ORIGINALLY REPORTED ITEMS. THEIR 

INTER-CORRELATIONS RANGE FROM .63 ·TO .79. 
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In establishing the factors shown in Table 3, one issue was that 

the present author had to take cognizance of was the schooling 

of the employees being investigated, and certain of the critical 

items had to be rejected as being too complex for the literacy 

level of these subjects. The guideline was to attempt to 

include two to three items on each factor Cas recommended by 

Cattell 1979>. The final form of this questionnaire was a 

14-item list tapping the five new factors (Table 3). The items 

constituting these factors were randomly distributed in the 

q~estionnaire with certain being reversed to disguise the 

manifest purpose of the questionnaire, and are identified and 

briefly discussed below. 

Ihe F~£!ors Maktns up •organizational Climate• 

The first factor is called Tru•t •nd Involveaent and consists of 
~------- ·-· ---------- -·-

four items (4,6,7, and 9). This addresses the issue of the 

relationship and trust between subordinates and superiors. The 

next factor is ~~-ivatP~~-and consists of items 5 and 19. This 

relates to the way in which management attempt to motivate the 
...... - --
~!~yees, and compares the addressing of needs with threats 

versus incentives, as well as the attitude developed towards the 

organization and its goals. The third factor, Co•.unication• -consists of four items (2,11,13, and 14>, and looks at various 

aspects of organizational communication such as its --- ---· 
~ffectiveness, direction, and clarity, as well as the 

relationship between the people communicating from different 
~ 

organizational levels. The fourth factor is Deci•ion ~aking and - ·- ·--·--~~-- .. ~ .. -- ...... 

consists of three items, 1,8, and 12. This looks at the 

_:.vailability and utiliz.ation_of-info~mation_~vailable in the 

organization when decisions are taken. The final factor is 
- - - -- ---·~----

Control D•ta. This consists of only one item (3>, since Likert . 
C1967J advocated the compressing the five items originally 
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making up this concept, which deals with the use to which 

performance data (costs, production reports etc) is put. 

The fact that all the above items are scored on the same 

unidimensional scale makes it possible .to come up with an 

Ave~sge Clieste score which is simply the mean score on the 

above 14 items <with correction for the reversed items), and 

which is therefore a sixth measure of climate in the 

organization, particularly as it relates to participative 

style. 

Th& Rationale behind •Personal Growth• 

The review of literature in Chapter 2 revealed that the purpose 

of job redesign was primarily to enhance productivity by 

encouraging participation and •developing• workers, who were 

clearly uninterested in, and alienated from, managerial 

objectives. The idea of development has come to be equated with 

•personal growth• as discussed and defined earlier from the work 

of Carl P.o3ers Ceg. 1965>, and is aimed at creating an 

opportunity which •enables the individual to discover his true 

f~elin9s of positive self-regard and conditions of worth• 

CChaplin, 1975 p. 463). 

The above quotation contrasts starkly with the work which 

has been previously reviewed on attitudes and self-concepts 

related to alienation, particularly amon9st industrial workers. 

The problem which the present author had to address was: which 

measures could be regarded as possible indicators of the 

pt~esence or absence of this •personal growth• in subjects? The 

assumption which is made here is that personal growth will be 

characterized largely by a reversal of the indices which are 

usually associated with alienation. What follows is therefore a 

discussion of the items used in the present study, some of which 

have been identified as having discriminating value when 



CLIMATE, GROWTH & 9C'S PAGE 45 

attempting to establish whether or not alienation is present, 

and which are included in the present study. 

Neal ~ Rettig <1963) developed one of the early scales of 

alienation, which was standardized on manual workers <N•1S94). 

As a construct, alienation was found to be relatively stable by 

Zeller, Neal ~Groat (1980> over an eight-year period <N=334>, 

with "alienation• as a construct being most closely described by 

a feeling of "powerlessness•. Seeman, Seeman, & Sayles <1985) 

~on~irm this conclusion, with "a high sense of control" <p. 237) 

describing the opposite of this subjective state. Fellows 

<1956) found "occupational choice• to be significantly related 

to 0 happiness• <N=96). Thus a number of constructs exist which 

are loosely related to the ideas of alienation and personal 

growth as defined above. The present author was concerned to 

locate suitable measurement tools which had been tested for 

reliability and validity, and which measured appropriate 

concepts. 

The first variable chosen was that of Li~e S•ti•~•ctian, 

which based on the above argument would seem to be an obvious 

indicator of_personal growth and a lack of alienation. Whilst 

Life Satisfaction has been found to be related to a number of 

issues such as membership of volunteer organizations <Cutler, 

1982>, family ch~racteristics <Bronzaft & Hayes 1983>, and 

pe:··c:eived health <Clemente & Sauer 1976), the relationships 

which are important to the present study are the links between 

the job and Life Satisfaction <Spreitzer, Snyder, & Larson 

19811. Even more important, Parrott & Hewitt (1978) found that 

participation in the setting of goals - as is the thrust of 

participative work programs - increased Life Satisfaction. The 

items chosen for the present study are the three critical items 

<N=250Sl, identified by Bachman, Kahn, Davidson, & Johnston 

<1967) <se-e Appendix 3, p. 1, items 1-3). According to Robinson 

~Shaver <1978>, the reliability exhibited by these items is 

•impressive• <p. 16>. <Pages 1 of Appendices 3 and 4 are, as 
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numbe~ed, the pages following the initial page which contains 

the cove~ing lette~.> 

The next va~iable is that of Sel~-£•t•••· It is likely that 

an individual who experiences feelings of self-worth and 

positive self-~ega~d, ie. who shows Personal G~owth will 

exhibit a positive sense of Self-Esteem. The suggestion that 

increased participation might inc~ease Self-Esteem was confi~med 

by Erennan !1985> <N=202>. The items chosen for the p~esent 

study were the six critical items identified by Bachman et al 

<1967>, and are to be seen on page 1 of Appendix 3, items 4-9. 

The high deg~ee of reliability previously mentioned is noted for 

all Bachman et al's <1967) items. 

The concept of Powe~l•••n••• has already been discussed as 

being probably the crucial indicator of a sense of alienation. 

Pow~rlessness has been shown to be ~elated to: a sense of 

political impotence <Guest 1976>; unemployment <Levens 1968>J 

social isolation <Martinson, Wilkening, ~ Rodefeld 1976)J and 

most significantly, non-inclusion in the informal power cliques 

in an o~ganization !Neal ~Seeman 1964>. The items chosen fer 

the pr·eser.t study a~e the seven i terns reported by Neal & Seeman 

!1964>, with the exception of one item which was excluded as it 

formed part of the locus-of-control items discussed below. A 

reproducibility coefficient of 0.87 and a split-half figure of 

~.7 is reported. The items may be seen in Appendix 3, P• 6, 

items 1-6. 

locus o~ Control fLOC> is one of the more widely researched 

psychological constructs, and differentiates between an 

•internal• LOC where the individual feels in ccnt~ol of, and 

~esponsible for events, and an exte~nal LOC, in which the 

individual feels as if he is a passive pawn in the hands of 

powerful external forces CLefcourt 1966). Thus in many respects, 

a high external LOC is analogous to a sense of powe~lessness, 

and a high inte~nal LOC is just the opposite. A high internal 

LOC has been co~~elated with a positive self-concept (Savage, 
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Stearn~, ~Friedman 1979>, Sel+-Esteem <Szmaj~e 1983>, and 

academic achievement CMaqsud, 1983), to name but a few of the 

numerous investigations in the literature. The best-known of 

the LOC measures is Rotter's (1966) 23-item scale. A factor 

analysis by Rotter however revealed 11 critical items which were 

used to form the shortened Rotter's scale (later used by Valecha 

1972l, and these are the items used in the present study. An 

internal reliability of 0.7 and retest-reliabilities of S.72 and 

0.83 "~ere reported <Nz4SS>. The items are items 1-11 on p. 7 of 

Appendix 3. 

The final variable under investigation in the present study 

is that of Purpose-Zn-li~• <PIL>, "designed to measure the 

degree to which a person experiences a sense of meaning and 

purpose in life" <Robinson & Shaver, 1978 p. 271). Once again, 

the definition of this construct would indicate the very 

antithesis of an alienated individual. This specific test was 

designed by Crumbaugh (1968>, and consists of 2S items. A 

split-half reliability of S.SS was reported, with S.47 

correlation with church ministers• ratings of the subjects 

<N=l1S1l. Chang & Dodder (1983) reduced this questionnaire to 1S 

ite~s CNe177 and 2S2>, and these are the items used in the 

pr·c-sent study Csee Appendix 3, p. 8-9, items 1-1S>. 

Thus a number of variables are used in the present study. 

In measuring Organizational Cll•at• the Likert Organizational 

Climate Questionnaire was adapted using factor analysis to give 

six factors, viz. Trust and Znvolve.ent, ~otivator•, 

Co••unications, D•cision ~ding, Control Data, and an overall 

AVerage Cllaate score. 

variables under consideration are li~• Satis~action, 

S•l~-Estee•, Pow•rles•n•••, locus o~ Control, and 

Purpo•e-in-li~e. The actual administration and scoring of these 

items will be discussed in some detail in the next chapter. 
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CHAPTER 4 

RESEARCH DESIGN 

The preceding chapters have established the issues and variables 

under consideration in the present study. The purpose of the 

current chapter is to formalize the experimental hypotheses, and 

to describe the research methodology of the design. Before 

specifically addressing the present study however, a few general 

points can be made about hypotheses and research design. Cawood 

C1977) has exhaustively reviwed the types of hypotheses which 

may be encountered in research in the social sciences, and 

concludes that to be valid, •what is required in the first 
' instar.ce is that the hypothesis be a living one. • • • but it 

need by no means be a forced option, or a momentous hypothesis• 

<p. 229). Indeed, a theory may be thought of as a set of 

interrelated propositions, often established progressively over 

time by a number of hypotheses. The idea of incremental and 

iterative steps in the creation of knowledge is echoed by 

Campbell ~Stanley C1963) who established the 

•quasi-experimental design• as a valid form of social research, 

in response to the inevitability of uncertainity and error when 

conducting research without the benefit of the controls of a 

laboratory environment. Hypotheses such as those proposed below 

may therefore be seen as being formulated in response to 'two 

requirements: i) to progressively establish facts with regard to 

the possible relationship between organizational climate, 

personaL growth, and participation in quality circles; and ii) 

to fulfill the requirements of valid research, within the 

-frame1•1ork o-f the "quasi-experimental• model. 
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Based on the literature already reviewed and the arguments 

presented, for the purposes of the present study the variables 

constituting O~ganizational Cli•ate are regarded as the 

independent variables CIV's>, and the variables constituting 

Pe~sonal s~owth as the dependent variables CDV'sl. Time spent as 

a QC member is another IV which will be relevant. The following 

h)'potheses specific to the present study are thus suggested: 

Hypothesis 1: Pe~sonal B~owth will be greater amongst QC 

members than non-QC members. 

Hypothesis 2: In both QC and non-QC members, P•~•onal B~owth 

will be correlated positively with 

O~ganizational Cli•ate scores. 

Hypothesis 3: The greater the time spent as QC member, the 

greater will be the Pe~•onal B~owth shown by 

that individual. 

Hypothesis 4: QC members will report a greater movement in 

perceived O~ganizational Cli•ate towards a 

participative mode over the previous 12 months than 

will non-QC members. 

Hypothesis 5: The presence of a participative program in the 

organization will cause non-QC members to also 

report an increase in participatory style by 

management. 

Thus a set of interrelated propositions, in the form of the 

above five hypotheses have been put forward. Together they 

represent what may be termed a •theory• held by the present 

author with regard to the possible interrelationship between the 

variables under consideration in the present study. The means 
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of t~sting and the assessment of the viability of this •theory• 

is th~refore what occupies the remainder of the present work. 

As d~scribed in the previous chapter, a number of variables, 

represented by certain items, were developed from the existing 

literature. These were combined into a single questionnaire 

which was to be completed by QC members. A covering letter was 

attached, explaining the purpose of the investigation, which 

served the dual purpose of providing management with feedback on 

the success of the QC program in the organization. The 

questionnaire was translated into Afrikaans using professional 

translators, and re-translated into English using a naive 

translator to check for accuracy. The English questionnaire is 

shown in Appendix 3, and the translated Afrikaans questionnaire 

in Appendix 4. 

The present author is a QC facilitator in a large South African 

engineering organization which has lead the way in the 

implementation of QC's, and which has one of the most vig~rous 

QC programs in the country. The sample used in the present 

study was obtained by contacting facilitators in the various 

regional offices of the organization, and requesting them to 

distribute the questionnaires to their QC's where possible. QC 

members were the experimental subjects. 

In addition to the experimental subjects, a control group 

was obtained by requesting facilitators who had QC's which were 

about to start, to apply questionnaires to the potential members 

before any c i rc 1 e meetings· took p 1 ace. This request was only 
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made to facilitators who already had ec•s in operation, and was 

to match the experimental and control subjects on environmental 

conditions, and to control for the fact that QC members, being 

volunteers, constitute a highly selected group. 

To differentiate bet~1een experimental and control subjects, 

the questionnaires administered to QC members were printed on 

blue paper, whilst those administered to control subjects were 

printed on yellow paper. In addition, in order to determine how 

long the subject had been a QC member for, the facilitators were 

requested to not~ in months on the questionnaire (see top LHS of 

p. 1 Appendix 3) how long that particular experimental subject 

had been i~volved in the QC for. This variable was called Age. 

In all, 615 experimental and 225 control questionnaires were 

distributed. 

A~ e~plained earlier, the Likert scale is scored on a continuum 

from 0.0e to 4.ee. However, the Per•onal Browth indices all have 

different possible maximum scores. In addition, a high score on 

Powerlessness would constitute low Personal Browth, whilst a 

high score on Pu~pose-in-life would mean the opposite. To score 

all variable~, programs were written on a personal computer. 

The programs were arranged so as to reverse certain of the 

Personal 6rowth scores by obtaining an absolute value after 

subtracting a constant, thus all Personal 6rowth scores would 

emerge with a high score constituting a high degree of personal 

growth. Further, all scales were converted to a score out of 40 
by multiplication by another constant. Thus all Per•onal Browth 

scores had a potential range of m.mm to 4e.se. This was to 

provide a degree of casual comparison between the Per•onal 

Browth variables, and the Organizational Cli•ate variables (0.SS 

to 4.00). 
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At least two different forms of analysis were required in terms 

of the above design. The first of these was to enable 

comparison between the control and experimental groups on the 

dependent variables, and the second to determine the strength of 

relationship between the independent variables and dependent 

variables fer all subjects. In terms of comparing the dependent 

variable scores for control and experimental groups, the 

analysis of variance CAnova> design, originally developed far 

agricultural research <Scheffe 1959>, was used. Iversen~ 

Norpcth C1976> nate that the requirements far this technique are 

tha.t the data is: independently collected from each subject; 

additive Cie. of at least interval level>J and is distributed 

normally. All of these requirements are met by the present 

desi9n. Further, Auerbach & Zinnes nate that this design is 

p~rticularly useful in experimental designs (such as the 

present>, and when population statistics are unknown, but that 

va~iances are assumed to be equal. As Welkawitz, Ewen, ~Cohen 

{1982> however point out, this assumption is not critical, since 

the·design is robust enough to still return highly accurate 

results even if the data differs quite significantly from 

normality. Overall, Kerlinger (1981) notes, •we emphatically 

state that there is no better way than through an analysis 

of variance apprcacn• Cp. 148). 

Anovas were performed to test the hypotheses described 

above, using the simplest Anova, the two-group between-subjects 

design to compare experimental and control groups an the 

Pe~sDnal 6~Dwth indices at the present time, and an the 

OrganizatiDnal Cli••te indices (both at the present time and far 

12 months previously>. Within-subject Anovas were used to 

compare the experimental and control subjects with themselves on 
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their assessments of O~ganizational Cli••te at the present time 

and 12 months previously. 

As part c~ exploratory data analysis, these subjects in the 

experimental and control groups who had net been employed by the 

organization 12 months previously were removed from the samples, 

and the between-subject Ancvas repeated with the smaller 

groups. This was based on the rationale that those who had been 

in the organization for under a year would net have had time to 

have been affected either way in terms of the influence of 

either Organizational Climate or QC participation on their 

Personal B~owth indices. 

To test the nature of the relationship between the 

independent variables and dependent variables, a correlational 

study was undertaken using Pearson's product-moment (r) 

correlation coefficient. As Wherry (1984) points out, the 

Pearson's correlation coefficient is the foremost and most 

powerful of the correlational techniques, requiring as it does 

the use of at least interval-level data. Additional 

requirements for this design are the assumption of a linear 

relationship between the two variables under analysisl the 

"bivariate" normal distribution (Welkcwitz et al 1982)1 and 

scores based on independent subjects (Keppel & Saufley 1988) •. 

Once again the present research design makes such assumptions 

possible. The r-coefficient is however unable to detect 

relationships which are non-linear or curvilinear, and is a 

measure of association which does not imply causality. It is 

the appropriate measure of association in a quasi-experimental 

design such as the p·resent where the nature of relationships, 

and not the causes of these ~elationships, is the issue under 

investigation. 

Pearson's correlation coefficient was applied to test the 

relationship between Organiz•tional Cli••te and Pe~son•l B~owth 

for both experimental and control subjects, and between time as 

a circle member <Age> and Personal Browth for the experimental 
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9roup. The same procedure was applied to assess the reliability 

<test-retest) of the O~ga"izatio"al Cli••t• scores for the two 

groups based on their assessment of the climate at th• pr•sent 

time, and for 12 months previously. 

The results are presented in the next chapter, following 

which they will be discussed in some detail. 
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CHAPTER ~ 

RESEARCH RESULTS 

The results pres~nted in this section are based on the means 

summarized in Table 4. As discussed, the present design is based 

on a number of interrelated propositions, and these propositions 

are tested in an incremental fashion. The facts which follow 

are therefore small bricks in a larger wall which is the overall 

theory being considered. All these results will thus be 

integrated and discussed at length in subsequent chapters. 

As can be seen from Table 4, usable questionnaires from 187 

experimental lie. ec members) ·subjects and 63 control subjects 

Cie. non-QC members) were received. This represented a response 

rate of 3e.4% and 28% for the two groups respectively. Of these 

subjects, 168 of the experimental group and 48 of the control 

9roup had been in the company 12 months previously, and were 

thus able to rate the organizational climate both at the present 

time and retrospectively fo~ 12 months previously. 175 and 56 

subjects in the two groups respectively provided P•r•on•l Browlh 

data. 

Facilitators, despite their verbal and written 

instructions, indicated on only 38 of the 187 experimental 

subject questionnai~es •Age•, or how long that subject had been 

a QC member for. This was due to the.fact that most 

~acilitators gave the questionnaires to circle leaders to 

distribute without passing on this instruction. This was 

possib1y the most serious short-coming in the administration of 

the present design, and will be discussed further in the 

critique. 
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TABLE 4 

MEANS SUMMARY TABLE 

VARIABLE CONTROL EXPERIMENTAL 

(N = 48) (N = 63) (N = 168) (N = 187) 

CLIMATE (IV) 
1 2 AT THE 12 AT THE 
MONTHS PRESENT MONTHS PRESENT 
PREV. TIME PREV. TIME 

TRUST & INVOLVEMENT 2.02 2.33 1.93 2.50 

MOTIVATORS 2.15 2.46 2.02 2.45 

COMMUNICATIONS 1.97 2.27 1.90 2.40 

' 
DECISION MAKING 1.92 2.34 1. 74 2.29 

CONTROL DATA 1.89 2.27 2.56 2.22 

AVERAGE CLIMATE 1.99 2.33 1.91 2.40 

THOSE AT THE THOSE AT THE 
EMPLOYED PRESENT EMPLOYED PRESENT PERSONAL 
12 MONTHS TIME 12 MONTHS TIME 

GROWTH (DV) PREV. PREV. 
(N = 43) (N =56) (N = 158) (N = 175) 

LIFE SATISFACTION 28.53 29.58 31.96 32.00 

SELF-ESTEEM 31.01 31.93 33.69 33.34 

POWERLESSNESS 20.31 21.19 20.42 20.19 

LOCUS-OF-CONTROL 22.88 22.86 22.96 22.56 

PURPOSE-IN-LIFE 28.82 29.70 30.22 30.15 
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Bnal~sis of Variance 

The independent variables, ie. Organizational Cli•ate will be 

dealt with first. In the control qroup, the subjects here 

expressed perceiving a significantly <p<0.01) more participative 

Or·ganizational Climate at the present time as compared to 12 

months previously, on all Organizational Cli•ate variables with 

the exception of ~otivators, which was significant at the 5% 

level. This is shown in Table 5, and this data is illustrated 

graphically in Figure 1. 

TABLE 5 

F·RATIOS FROM ANOV A OF CONTROL 

GROUP (WITHIN· SUBJECTS) ON 

ORGANIZATIONAL CLIMATE 

VARIABLE F·RATIO 

TRUST & INVOLVEMENT 9.62 ** 

MOTIVATORS 4.74 * 

COMMUNICATIONS 11·.33 ** 

DECISION-MAKING 10.71 ** 

CONTROL DATA 10.94 ** 

AVERAGE CLIMATE 11.85 ** 

* • p < 0.05 

** • p < 0.01 
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FIGURE 1 

CONTROL SUBJECTS, AT THE PRESENT AND 12 
MONTHS PREVIOUSLY (ORGANIZATIONAL CLIMATE) 
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In the ~~ee~imental g~oup, the same t~end was obse~ved, with all 

Organizational Cliaate va~iables being ~ated as significantly 

<p<0.01) mo~e pa~ticipative at the present time when compared to 

12 months p~eviously, with the exception of Control Data, which 
•. 

did not show any significant change <p>m.05l. This comparison is 

shown in Table 6, and is illust~ated in Figure 2. 

* 

TABLE 6 

F·RATIOS FROM ANOVA OF EXPERIMENTAL 

GROUP (WITHIN-SUBJECTS) ON 

ORGANIZATIONAL CLIMATE 

VARIABLE . 
F·RATIO 

TRUST & INVOLVEMENT 123.97** 

MOTIVATORS 44.12** 

COMMUNICATIONS 91.90** 

DECISION-MAKING 82.06** 

CONTROL DATA 1.02 

AVERAGE CLIMATE 88.23** 

• p < 0.05 

** • p < 0.01 
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FIGURE 2 

EXPERIMENTAL SUBJECTS, AT THE PRESENT AND 12 
MONTHS PREVIOUSLY (ORGANIZATIONAL CLIMATE) 
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In compa~ing the' experimental and control g~oups on their 

Organizational Climate ratings fo~ 12 months previously, no 

significant Cp>B.05> difference between the two 9roups was 

observed on any of the variables, although the means of all 

variables in the control group were slightly more participative 

than the experimental group with the exception of Control D•t•. 

This is shown in Table 7 and illustrated in Figure 3. In rating 

for the present time, the same ~esults were obtained, with no 

significant difference Cp>0.05) being found between the two 

groups on any of the Organizational Climate variables. This is 

illustrated in Table 8 and Figure 4. 

TABLE 7 

F-RATIOS FROM ANOVA OF EXPERIMENTAL 

AND CONTROL GROUPS (BETWEEN SUBJECTS) 

FOR ORGANIZATIONAL CLIMATE AS RATED 

12 MONTHS PREVIOUSLY 

VARIABLE F-RATIO 

TRUST & INVOLVEMENT 0.88 

MOTIVATORS 1 .31 

COMMUNICATIONS 0.58 

DECISION-MAKING 2.81 

CONTROL DATA 2. 70 

AVERAGE CLIMATE 1.05 

* - p < 0.05 

** - p < 0.01 
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FIGURE 3 

EXPERIMENTAL VS. CONTROL SUBJECTS 12 
MONTHS PREVIOUSLY (ORGANIZATIONAL CLIMATE) 
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TABLE 8 

F·RATIOS FROM ANOVA OF EXPERIMENTAL AND 

CONTROL GROUPS (BETWEEN SUBJECTS) FOR 

ORGANIZATIONAL CLIMATE AS RATED AT 

THE PRESENT TIME 

VARIABLE F·RATIO 

TRUST & INVOLVEMENT 2.96 

MOTIVATORS 0.01 

COMMUNICATIONS 2.35 

DECISION-MAKING 0.17 

CONTROL DATA 0.12 

AVERAGE CLIMATE 0.79 

* • p < 0.05 

** • p < 0.01 
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FIGURE 4 

EXPERIMENTAL VS. CONTROL SUBJECTS 
AT THE PRESENT (ORGANIZATIONAL CLIMATE) 
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Movin9 on to the d@pendent variables, ie. Pe~•onal B~Dwlh, th~ 

comparison between the experimental and control 9roups revealed 

that the experimental subjects scored significantly <p<S.S5) 

higher on li~e S•lisfaclion than did the control subjects. On 

all other Personal Growth variables, there was no si9nificant 

difference <p>S.S5) between the two groups, althou9h the 

experimental subjects were slightly higher on all variabl~s with 

the exception of locus o~ Cont~ol. This is shown in Table 9 and 

illustrated in Figure 5. 

TABLE 9 

F·RATIOS FROM ANOVA OF EXPERIMENTAL AND 

CONTROL GROUPS (BETWEEN SUBJECTS) 

FOR PERSONAL GROWTH INDICES 

VARIABLE F·RATIO 

LIFE SATISFACTION 4.63* 

SELF-ESTEEM 2.50 

POWERLESSNESS 0.31 

LOCUS-OF-CONTROL 0.05 

PURPOSE-IN-LIFE 0.31 

* p < 0.05 

** • p < 0.01 
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FIGURE 5 

EXPERIMENTAL VS. CONTROL SUBJECTS 
ON PERSONAL GROWTH INDICES 
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As explained earlier, as part of exploratory data analysis, the 

Pe~sanal 6rawth scores of only those subjects who had been in 

the organization at least 12 months previously were calculated. 

The results showed that whilst Life Sati•factian was again 

significantly higher Cp<S.Sl> in the experimental group, 

Self-Estee• \'~as also significantly higher when compared to the 

control group <p<S.Sl>. This is shown in Table lS and Figure 6 

respec·t i vel y. 

* 

** 

TABLE 10 

F·RATIOS FROM ANOVA OF EXPERIMENTAL 

AND CONTROL GROUPS (BETWEEN 

SUBJECTS) FOR PERSONAL GROWTH 

INDICES OF THOSE SUBJECTS WHO 

WERE EMPLOYED 12 MONTHS 

PREVIOUSLY 

VARIABLE F·RATIO 

LIFE SATISFACTION 7 .17* 

SELF-ESTEEM 7.07 

POWERLESSNESS 0.01 

LOCUS-OF-CONTROL 0.01 

PURPOSE-IN-LIFE 2.47 

- p < 0.05 

p < 0.01 
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FIGURE 6 

EXPERIMENTAL VS. CONTROL SUBJECTS ON 
PERSONAL GROWTH INDICES FOR THOSE SUBJECTS 

WHO WERE EMPLOYED 12 MONTHS PREVIOUSLY 
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~g~gtignal Coefficients 

To go on to the correlations, the independent variables will be 

again considered first. In the control group, all the 

independent variables were found to be significantly Cp<8.81) 

positively related, with the exception of Control D•t• which was 

not significantly related to any of the variables, and in fact 

showed a significantly Cp<S.S5) negative relationship with 

Co••unications. The poor per-formance o+ Control D•t• as a 

variable is a recurring theme in the results, will be discussed 

in the next chapter. These results, as well as the other 

correlations for the control group presented below, are shown in 

Table 11. The complex nature of these correlational 

relationships makes the following section somewhat technical, 

but will largely form the basis for the discussion in the next 

chapter. 

For the dependent variables in the control group, these 

were also all found to be highly positively correlated with one 

another <p<S.Sl>, with the exception of Locu• Of Control which 

failed to show a significant relationship with Self-£•te.• or 

Powerlessness. 

In comparing the independent variables and dependent 

variables in the control group, several positive significant 

relationships were obtained. In view o+ the number of these, 

Table 11 presents a far more coherent picture than could be 

discussed •. Some of the more noticeabl~ patterns were however as 

fellows: Se/f-£•tee• was not significantly Cp>S.S5) related to 

any of the independent variables; Control D•t• was net 

significantly Cp>e.e~> related to any of the dependent 

variables; Locus Of Control "1as significantly Cp<S.85) 

positively related with all the independent variables with the 

exception of Control D•t• as noted; and Co•.unic•tions and 
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~otivators were significantly <p<S.S5l positively related to all 

of the Personal Growth v~riables with the exception of 

S•lf-Estee• as noted. 
TABLE 11 

CORRELATION MATRIX FOR CONTROL SUBJECTS 

CLIMATE (IV'S) GROWTH (DV'S) 
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IN THIS TABLE, AS IN TABLES 12 &. 13, THE NON-SIGNIFICANT, RATHER THAN THE 
THE SIGNIFICANT CORRELATIONS HAVE BEEN HIGHLIGHTED, SINCE THESE ARE 
IN THE MINORITY. r = .260 (p<0.05) 

crit * NOT SIGNIFICANT 
= .335 (p<0.01) 



CLIMATE, GROWTH & QC's Page 71 

For t.he .~lH:!~.!:.!!!!~!!.Ssl group, simi 1 ar trends were obtai ned, and 

these correlations are presented in Table 12. 

For the independent variables, all variables were 

significantly positively related Cp<0.S1>, with the exception 

again of Cont~ol Data which was not positively correlated with 

~otivato~• or Decision ~aking. For the dependent variables, all 

were significantly Cp<S.SS> positively related with the 

exception of Powe~lessness, which failed to show a significant 

Cp>S.G5> relationship with li~e Satis~actlon or Sel~-Estee•. 

In comparing independent variables and dependent variables, 

again many significant relationships were found, which are also 

summarized in Table 12. The more significant patterns being: 

Locus o~ Cont~ol was significantly <p<0.S1> related with all 

independent variables, as were ll~e Satls~actlon and 

Pu~pose-In-li~e, with the exception of Cont~ol Data, which was 

onl)' significantly related with locus 0~ Cont~ol as notedt and 

~otivato~s was not significantly <p>0.85) related to Sel~-Estee• 

or Powe~lessness. 

Despite the relatively small sample CN=38) of subjects who 

indicated how long they had been QC members for <Age>, a 

correlation coefficient was computed for this variable and the 

Personal Growth indices. No significant c·p>0.05) relationship 

was found between Age and any of the Personal Growth variables, 

and this is also shown in Table 12. 
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TABLE 12 

CORRELATION MATRIX FOR EXPERIMENTAL SUBJECTS 
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In the present chapter, a massive amount of data of quite 

some complexity has been presented in a very compact form. An 

attempt to meaningfully interpret and discuss these results in 

follows in the next chapter. 
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CHAPTER 6 

DISCUSSION 

In the present chapter, the first step will be to discuss the 

results presented previously, in terms of the extent to which 

they support or refute the experimental hypotheses. Each 

hypothesis will be reviewed in turn, and various possible 

explanations will be entertained in an attempt to gain clarity 

on the significance of the results. 

Following the discussion of the hypotheses, a broader focus 

will be taken, and the results as a whole will be integrated 

into a general picture of just what it is that the present study 

has achieved. Emphasis here will be laid on returning to the 

literature already reviewed in earlier chapters, as well as on 

additional research to be introduced, as a means of assessing 

the extent to which the findings of the present study are 

consistent with the existing body of knowledge, and what 

additlonal contributions <if any> it makes. The design, 

administration, and methodology of the present study will be 

critiqued, and suggestions for improvements will be made. 

Th~~otheses and the Results 

tl~othesis 1: Personal Growth will be greater amongst QC members 

than non-QC members. 

The above hypothesis appears to have been partially supported, 

as illustrated in Table 9 and Figure 5. The experimental group 

(QC members> showed significantly <p<S.S5> higher Life 
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Satis~action than the control group. In order to have a sample 

of subjects who would have exposed to the QC processes tor a 

meaningful length of time, those subjects who had not been in 

the or9anization tor a year or more were then removed, which 

incr·eased this significance to the 1% level, '"'ith Sel~-Estee• 

also emerging as significantly higher in the experimental 

group. The additional significance obt~in~d by the removal of 

the subjects who had been employed for less than a year seems to 

indicate that some sort of maturational process has taken place: 

that is, exposure to QC activities over time can·attect Personal 

6rowth indices. In addition, Table 4 illustrates that the other 

means in the experimental group, although not significantly 

higher than control means <p>S.SSl, tended in the expected 

direction. It therefore seems that experimental subjects gain 

more subjective enjoyment from life in general, and are more 

positive in their own self-evaluations about themselves, than is 

the case for control subjects. In addition, experimental 

subjects show non-significantly higher scores on other indices 

indicating~ sense of enriched life experience and empowerment. 

Thus experimental hypothesis 1 is partially supported. 

There are a number of possible reasons for the results. The 

tir·st and simplest of these is that as suggested by the data, 

Li~e Satis~action and Sel~-Este~• is higher amongst QC members 

than control subjects. Most question however must rest over 

whether being a ec member actually causes the enhancement of 

these attributes - this' is difficult to establish since there 

was no "before" measure of the· personal growth indices. It is 

feasible that participation in decision-making and the 

concomitant increase in work interest does indeed bring about a 

greater sense of satisfaction with lite in general, as well as 

an improved self-concept as the result of having successfully 

undertaken various problem-solving activities. On the other 

hand, it is possible that QC members, being volunteers, are 

individuals who are naturally higher on these two variables than 
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the •average• worker, although it was attempted to control for 

this ~Y only using "potential• QC members as control subjects. 

Another point to consider is the fact that 61C ·members only 

emerged hi9her on two out of the five Pe,.sanal 6,.awtlt 

variables. The present author finds it difficult to believe 

that the other three are simply poor questionnaires, since 

particularly Lacus Of Cant,.al has been extensively researched 

and validated. It is thus possible that participative programs 

such as 61C's do not enhance these dimensions, or that a one hour 

weekly meeting does not provide sufficient impetus to effect a 

significant change. Beyond this suggested explanation, the 

reasons wh.Y certain of the Pe,.sanal 6,.awtlt indices should 

indicate the expected increase whilst the others do not remains 

an unresolved issue• 

I~ conclusion on this hypothesis, it s~ems that QC 

membership is related positively to certain, but definitely not 

all of the Pe,.sanal 6,.awtlt variables. Individual, soc;ia.l, and 

environmental factors in all likelihood play an extremely 

powerful intervening role in this relationship. It is also 

possible that the indices used are too general and too tightly 

linked to basic personality to be sensitive to the relatively 

minor behavioural changes which participation in QC's might 

br· i n9 about. 

Hypothesis 2: In both QC and non-QC members, Pe,.sanal 6,.awt,lt 

will be correlated positively with 

Organizatianal Cli•ate scores. 

Tables 11 and 12 provide powerful support for the above 

hypothesis, particularly for the experimental subjects. Whilst 

the actual significant correlations are numerous and of a 

confusing distribution, the description of these results in the 

previous chapter clearly indicates that a participative 

mana9ement style and oryanizational environment is positively 
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related to Personal 6rowtlt amongst employees. Of all the 

Orsanizational Cliaate indices, Coaaunications emer·ged as the 

one most consistently positively related to the Personal Srowth 

indices for both experimental and control subjects. This is not 

surprising, sinc:e the purpose of participation is largely to 

achieve growth by improving communications between workers and 

management, and by encouraging workers to c:ome forward with 

their own views and suggestions. 

With correlations, it is always tempting, but dangerous and 

unsupportable to c:onc:lude that causal relationships exist. 

Whilst it is possible that a more participative environment 

affords the opp~rtunity for personal development and encourages 

employees to "grow", a number of alternative explanations 

exist. One of these is that when dealing with more "developed" 

individuals, management will tend to delegate with more 

c:onfidenc:e, thus creating a participative environment. 

Alternatively, employees with high Personal Srowtlt sc:ores may 

naturally gravitate towards more participative work sections, 

whilst less "developed" workers may find security in closer 

supervision, and thus actively seek out and provide support for 

this style of management. Nevertheless, the correlations shown 

in Tables 11 and 12 are impressive, and would appear to indicate 

a relationship of significance betl•1een Orsanizational Cliaate 

and Personal 6rowtlt. 

In c:onc:lusion, Hypothesis 2 seems to have been supported by 

the data. Taking the above argument into consideration together 

with the disc:ussi6n on Hypothesis 1, it seems that the actual 

climate in the organization, rather than the specific: presence 

of ec•s or their ilk, is th• vital determining factor in 

enc:our·aging employee development in terms of the Personal 6rowtlt 

measures used in the present study. This result is particularly 

consistent with the literature already reviewed, whic:h pointed 

out the vital importance of real managerial commitment in 

behavioural terms towards the suc:c:ess of participative systems. 
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ec•s are thus more a symptom than a cause of the sort of 

environment where employee growth is more likely to occur. 

~~pothgaia_~~ The greater the time spent as QC member, the 

greater will be the Personal Growth shown by that 

individual. 

Table 12 reveals that Age emerges as not significantly related 

Cp>S.~5) to any of the Personal 6rowth indices, thus failing to 

confirm this hypothesis. An interesting if contradictory point 

however is that in addition to being of very low significance, 

the relationships all emerged as slightly negative, ie. in the 

opposite direction to what had been predicted. 

The first possible reason for the lack of significant 

result is that there was a small sample for this exercise 

CN=38>, because of the failure of the facilitators in most cases 

to complete the space on the questionnaire indicating how long 

that individual had been a QC member for. Secondly, and 

possible most seriously, the actual unit used, viz. months 

spent as a circle member, is a very gross measure which gives no 

clue to the quality of the process over that time, nor does it 

take account of differences in the pac~ of individual 

development. A further point is that .like all organizational 

systems, QC's move through a life-cycle, and at various points 

in the cycle employee morale Cand therefore possibly Personal 

6rowth scores> may be higher than at others - for example, 

shortly after forming a circle, employees may feel highly 

motivated and empowered, whilst after a few months, a "reality 

shock" sets in as limitations and disadvantages become apparent, 

followed again later by an upswing as the long-term benefits of 

ec membership become more apparent. It is also possible that a 

number of mediating variables such as the external economic and 

political situations, the circumstances of the organization, and 

various pe~sonal issues, may by far outweigh the possible 

influence of overall time on Personal 6rowth. 
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In conclusion, Hypothesis 3 is not supported by the 

available evidence. If a relationship does exist between 

Personal 6rowth and time spent as a quality circle member, it is 

unlikely that this will be a linear relationship, which would 

necessitate an alternative means of analysis, since the 

Pearson's product-moment correlation coefficient only tests for 

linear relationships. The fact that the removal of those 

subjects who had not been present in the organization 12 months 

previously produced results more consistent with Hypothesis 1 

indicates that some relationship, albeit not a linear one, may 

exist between time and Personal 6rowth, and may therefore be 

worth pursuing. Acc6unt should also be taken of factors such 

speed of individual development, and the quality of individual 

circle processes. 

!:!~12.Q.tb.~aia_1.l. ec members "" 11 rep or· t a greater movement in 

perceived management style towards a participative 

mode over the previous 12 months than will non-ec 

members. 

. 
The consideration of this hypothesis is somewhat more complex 

than the previous three already reviewed. Tables 7 and 8 reveal 

that neither it the present time, nor 12 months previously, did 

the experimental or control groups show significant differences 

on any of the Organizational Cli•ate indices. HD\'Iever , both 

groups reported, as can be seen in Tables S and 6, a highly 

significant <p<0.01> increase in the perceived participativeness 

of the climate over the previous 12 months. Thus initially 

there is little support for the hypothesis under consideration. 

When examining the F-raties however, a different picture 

Whilst both experimental and control groups, as noted, 

have significant F-raties at the 1% level of confidence, these 

F's are far highe~ in the experimental group that the control 

group, with the exception of Control Data. Thus the means tend 
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very much in the expected direction. <Control Data has emerged 

as one of the variables that shows a low correlation with the 

other independent variables and being only based on a single 

item, seems to be possibly less valid than the others>. 

In conclusion, whilst both experimental and control groups 

show highly significant increases in the participative nature of 

their work environments, it would not be correct to conclude 

that they have both shown the same amount of change, although 

after a year the difference is still n~n-significant. If this 

is indeed a trend, then a follow-up study undertaken in a few 

month's time after the present measures should reveal a 

significantly more participative style amongst QC members than 

amongst the control subjects. Thus the hypothesis is supported 

to the extent that the experimental group's change is notably 

•ore significant than for that of the control group. 

Alternatively however, it is possible that ~othing more than a 

"Hawthorne effect" is being observed, resulting in both groups 

indicating greater participativeness at the present time, with 

QC-members being unconsciously influenced by the fact that they 

have been part of an intervention. 

. 
~~gthesis 5: The presence of a participative program in the 

organization will cause non-QC members to also 

report an increase in participatory style by 

management •. 

As already discussed in the previous few paragraphs, and as 

illustrated by Table 5, this hypothesis is strongly supported by 

the evidence. On all Organizational Cli•ate indices the control 

group reported a significantly <p<0.01) more participative 

climate than for 12 months previously, as was the case for the 

experimental group, with the exception of Control Data as 

noted. 

The reason suggested by the hypothesis for these results is 

that participative OD interventions send ripples through the 
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organization, and bring about the desired change in far more 

areas than merely those where ~C's physically exist. The fact 

that the control subjects were all drawn from sections where 

~C's were actually.operating means that these subjects all had 

literally been "rubbing shoulders" with QC members for the past 

several months. It is possible that management style had 

changed in these sections to accommodate the requirements of 

QC's or in response to the increased maturity of the ~C members, 

and this changed style has been equally applied to non-~C 

members as employees in the same section. 

If the above argument is correct, then a possibility 

emerges which fits the conclusions reached about the other 

hypotheses in this section. If participative management 

encourages Personal Browth, and if it is so that the presence of 

a QC in a section will bring about changed management attitudes 

leading to a more participative approach, then it is likely that 

QC members and non-~C members in the same section will both 

experience increased growth. This may explain why the 

experimental sample has shown little in the way of more Personal 

6rowth than the control group. Before this hypothesis could be 

con+ i rmed ho,>~ever, the r·eported change in the same period would 

have to be established for an area in which no QC's were 

operating, having controlled for differences in the perceived 

climate. These and other possible areas for further research 

will be reviewed in the final chapter of the present paper. 

To return to the hypothesis under discussion, there are 

other possible explanations for the fact that the control group 

has also reported a significant increase in the participative 

nature of the work-place. As mentioned, part of the reason is 

possibly simply due to the Hawthorne or "halo" effect, with a 

strong tendency to socially desirable responses, with subjects 

in both groups feeling it incumbent upon them to indicate an 

improved climate over the past year. It is also not clear from 

Likert's (1961> writing to what degree the before-after part of 
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his design will be effected by external aspects such as changes 

in the economic.and socio-political.systems over the assessment 

period. For example, the partial economic revival which 

occur·red over the year of assessment created a gr.eater amount of 

work to be done, and the increased load on management may be 

partially responsible for greater delegation and therefore 

perceived participativeness. Thus it is just possible that the 

reported improvement <for both groups>, has very little to do 

with the fact that a ec has been in operation in the area, or 

that management style has objectively changed very much. 

In conclusion, it seems that Hypothesis 5 is well supported 

by the existing data, and that it is the organizational dynamics 

associated with, rather than those created by, a ec program 

which leads to an increase in the participativeness of the 

work-place for all employees in the vicinity, and not just for 

the 61C members. 

Given the variety of possible interpretations suggested 

above, attempts to establish the validity of the various 

experimental hypotheses in the present study are meaningless 

without being placed into perspective in terms of th~ 

established body of knowledge which exists in this area. 

The implications of the present study will be divided into three 

basic areas, viz. the contribution it makes to what is known 

about: i) employee attitudes, motivation, and growth; ii) 

organizational culture, management style, and the effect of 

these aspects on attitudes and productivity; and iii) quality 

circles, the requirements for their success, and their viabi1ity 

as an OD-type intervention. The intention is however not to 

again review the material examined in Chapter 2, but is rather 

to examine some of the more relevant facts in the light of the 
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findings of the present study. 

To begin therefore with the question of employee attitudes, 

in South Africa relatively little work has been done in this 

field. This has lead Hofmeyer & Maitland <1987) to remark 

whilst discussing the ignorance in which most managers live in 

terms of knowledge about their workers' values and beliefs, that 

"perhaps a greater use of attitude surveys would go some way 

towards alleviating the latter problem!" (p. 21). 

Internationally however, Blau (1978) has noted that •a number of 

studies show worker attitudes to be influenced positively by job 

enrichment" <p. 2). To the degree that QC's constitute job 

enrichment, this is consistent with the finding in the present 

study of a greater perception of participative management 

amongst workers. 

In terms of the actual effects of ec membership on the 

individual members, Goldberg (1982) has found that it results in 

more "interest and pride" <p. 120). This is slightly in 

contradictjon with actual findings of researchers such as 

Rafaeli <1985), who, as noted earlier, found ec membership 

related to empowerment, but not job satisfaction. Using the 

same Co••unications part of the Likert questionnaire, Elvins 

<1985) found that ec members reported significantly more 

participative communications than did control subjects <N=102). 

Interestingly, Nicholls <1985), working in South Africa after a 

similar intervention, found enhanced attitudes amongst 

uninvolved workers in the same areas as those formally involved 

in participative systems, and attributed this to the "spillover" 

or "halo" effect. Both of the previous conclusions are very 

similar to the possible explanations suggested in the previous 

section. 

These results are also roughly in line with the findings of 

the present study that Life Satisfaction and Self-£stee• was 

improved amongst QC members, whilst other indices were no 

different ~rom those in the control group. The caution of Zahra 
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and Lundstroom C1984> is very applicable here, viz. "the 

decision to volunteer is, in several ways, an extension of an 

employees's non-work life" CP37>, ie. as volunteers, a ec 

always constitutes a hi9hly pre-selected 9roup. This raises the 

necessity of further research which considers what it is which 

makes QC members different from the rest of the work-force, and 

in what ways these differences may be manifested. 

In conclusion on the above point therefore, the present 

study confirms the tendency reported in the literature towards 

enhanced worker attitudes, perception of mana9ement style, and 

personal 9rowth in the 9eneral area where a quality circle 

pro9ram has been in operation. This effect extends throu9hout 

the work~force as a whole, rather than merely amon9st the QC 

members. 

Re9ardin9 or9anizational climate and mana9ement style, the 

present study seems to make several important points. In the 

review undertaken earlier on the requirements for successful ec 

pro9rams, it was noted that a participative mana9ement climate 

was necessary for the pro9rams to succeed. Gelfand (1975) has 

found that whilst "the 9roupin9 of people into problem-solvin9 

units ••• will result in an increase in human creativity •••. the 

developmental strate9y which determines this increase, however, 

is linked to the prevailin9 or9anizational climate" Cp. 111>. 

This is the same conclusion echoed by Biesheuvel <1984>, •the 

successful operation of ec•s is dependent on a truly cooperative 

management climate throu9hout the enterprise• Cp. 125>, and 

Gibson <1982>, who notes that •quality circles are people with 

points of view about becomin9 involved in a participative 

problem-solvin9 process. 

process" Cp. 5). 

These viewpoints can make or break the 

If by "success" of QC pro9rams is meant the development of 

the individuals involved, then the present study stron9ly 

supports the above ar9uments, in that hi9hly si9nificant 

correlations have been found between Organizational Cliaate and 
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certain of the Personal Browth indices. Indeed, it seems very 

likely that as suggested by the title of the present work, 

organizational climate is a powerful mediating factor in 

determining the effectiveness and success of participative 

interventions such as quality circles. This has important 

implications for the effective training of management in the 

coming years. As Yamaki <1984) wryly notes, •Japanese 

management seems to be traditionally more conscious of the fact 

that employees are human beings than that of western countries• 

<p. 11). The importance of this aspect of values and their role 

in changing attitudes towards work cann6t, in the opinion of the 

present author, be over-emphasized, and the quotation of McTague 

<1986) is worth repeating in this context: •productivity is 

shaped by forces beneath corporate culture• <p. 20). Beginning 

with the right organizational climate is thus of paramount 

importance - if this is present, an intervention such as 9C's 

may be successful, but if it is not, no technique yet 

demonstrated will allow a participative environment and the 

associated employee development to evolve whilst autocratic 

management practices still exist. 

The final area which the present study impacts upon is that 

of quality circles specifically. No attempt is made in the 

present study to actually evaluate the •hard" effects of the SC 

program on productivity and profitability, since this is a 

separate and highly technical field in its own right. However, 

the research reviewed in Chapter 2 presented extensive evidence 

of the dramatic financial implications which ec programs can 

have. Work independent of the present author undertaken in the 

same organization as the present study has shown a 2:1 return on 

investment based on a very conservative full-costing approach. 

Drago <1986) suggests-that participative programs tend to come 

and go in cycles, but that QC's are more broad-based than any of 

the earlier systems, hence •the future of the .circles movement 

will probably depend more than anything else upon managerial 
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attitudes and commitment to participation• (~. 16). This 

conclusion is totally consistent with the arguments concerning 

organizational climate, and is further supported by the most 

significant finding of the present study, viz. that the 

development of employees is far more strongly related to the 

actual managem~nt style, reflecting as it does basic values 

towards workers and the legitimacy of their aspirations, than 

any particular intervention such as quality circles. 

To conclude this section, the present study has produced 

results which are not specifically contradictory to any research 

available in the literature, and in fact support the findings of 

several of the better-known studies. A significant possible 

original contribution is the positive relationship which was 

discovered between Organizational Cli•ate and Personal 6rowth. 

This finding, in the opinion of the present author, goes a long 

way to explaining why some QC programs achieve results, and 

others fail. Organizational climate, and its alter ego 

management style, would appear to be an extremely powerful 

mediating influence in both the development of employees, and in 

the success of any participative OD-type program. Far from 

being a magic formula, quality circles are an interesting and 

charming way to develop a work-force as part of a basic change 

in organizational culture, but are all-too vulnerable to 

resistance and sabotage in the face of that change. 

Critique of the Present Stu~ 

The voluntary nature of quality circles makes a true 

experimental design very difficult, since randomization, the 

basic requirement for true experimentation, is virtually 

impossible. To counter this, it was necessary to use a 

•matched• control group, which in all instances was drawn from 

the same area, and in fact the same department as one in which a 
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ec was already operating and was made up from •potential• circle 

members. The present author thus decided to use a 

quasi-experimental design, with an interesting variation of the 

•posttest-only control group• design <Campbell & Stanley, 1963 

p. 25). The variation, apart from the inability to randomize, 

is that whilst both the control and experimental groups are 

rated "after•, both groups are rated •before• in terms of their 

own memori~s of the situation 12 months previously for the 

independent variables, rather than an objective •before" measure 

for the experimental group on the dependent variables as 

specified by the above design. This weakens the design in that 

an assumption has to made, viz. that the recollections of 

subjects are reliable'over a 12 month ~eriod. As discussed 

earlier, this is not necessarily true, since employees are 

particularly prone to give socially-desirable responses, which 

in the present case would mean indicating an improvement in the 

participativeness of the climate over the assessment period. A 

•halo• effect induced by the measurement process would also 

achieve a similar effect. 

The techniques for analysis, viz. the Anovas (both within 

and between-subject designs), and the Parson's product-moment 

correlation coefficient, would seem to have been appropriate for 

the present design. An additional test for a possible 

non-linear or curvilinear relationship between time spent as a 

ec member and Personal &rowth would have been useful, since 

nothing close to the expected relationship was found using a 

linear analysis. However, in view of the small sample <N=38) 

and the grossness of the units used, this would not have been 

worthwhile. 

The reliability of memory is impossible to establish in the 

present case, since in both groups a change in th~ perceived 

climate was expected and obtained, and this change necessari.ly 

lowered the ~est-retest reliability, as illustrated in Table 13. 

The present author does not however see this as a serious design 
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problem, since the items constituting the independent variables 

in the present study are drawn from Likert's (1967) work, which 

over the years has provided sufficient evidence of both 

split-half and test-r~test reliability, from re-analysis of the 

original data, as well as several subsequent studies. The 

references quoted earlier for the dependent variables also gave 

extensive reliability data, which is why these items were 

chosen. Reliability therefore, does not seem to be a particular 

weakness of the present design. 

In looking at test-retest reliability of Organizational 

Cli•ate, correlational coefficients were calculated for the 

independent variables in the experimental and control groups, 

based on the scores for the present time, and for 12 months 

previously. The results are presented in Table 13. 

TABLE 13 

TEST-RETEST RELIABILITIES FOR THE ORGANIZATIONAL 

CLIMATE VARIABLES BASED ON SCORES AT THE 

PRESENT TIME AND 12 MONTHS PREVIOUSLY 

VARIABLE 

CLIMATE (IV) 

TRUST & INVOLVEMENT 

MOTIVATORS 

COMMUNICATIONS 

DECISION MAKING 

CONTROL DATA 

AVERAGE CLIMATE 

r (crit) = 
* • NOT SIGNIFICANT 

CONTROL 

N = 48 

.364 

.353 

.441 

.498 

.525 

.357 

.27 (p<0.05) 

.35 (p<0.01) 

EXPERIMENTAL 

N = 168 

0* 
.333 

.275 

.275 

.314 

~ 
.20 (p<0.05) 
.25 (p<0.01) 
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In both groups, all independent variables showed 

significant <p<S.S1) reliability, with the exception of Trust 

and lnvolve•ent and Average Cli•ate in the experimental group 

<p>S.SS). A complicating aspect here is that of actual climate 

change bought about by the QC intervention, as oppoosed to 

variation due to error. Since a significant increase in the 

participativeness of climate has been noted, the test-retest 

reliability will obviously be somewhat lower than it would have 

been had such a change not taken place. This makes the 

test-retest reliability less useful in the present case. 

In considering validity, both the independent variables and 

dependent variables require some close scrutiny. As discussed 

in the design chapter, the factors used in the present study to 

make up the superordinate independent variable category 

Organizational Cli••te were obtained by factor analysis of the 

data provided in Likert's <1967) work. The use of this 

procedure must lend some face validity to the factors, but the' 

construction of factors is only the first step in a validation 

process - the data from the present study should be used to 

perform a factor analysis to check whether the items again 

cluster into the required factors. This is an exercise beyond 

the ambit of the present study, but would provide an interesting 

statistical follow-up. Perusal of the intercorrelations of the 

independent variables <Tables 11 and 12) suggests a 

satisfactorily high, but not overly-high intercorrelation of the 

factors, which suggests that these are indeed semi-independent 

constructs tapping aspects of the underlying Organizational 

Climate. This is born out by the very high <.734 - .912) 

intercorrelations of the factors with Average Cli•ate, which is 

a composite measure of all factors. A notable exception here is 

Control Data, which exhibits low intercorrelations with all 

other factors. The fact that this factor is made up of only one 

item makes variations more severe, but it would appear that the 

validity of this factor as a measure of organizational climate 
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must be in question. 

Concerning the dependent variables, the actual constructs 

have high face validity and proven construct and criterion 

validity based on the ~eferences quoted earlier, particularly 

for variables such as Locus Of Control, which has been 

extensively researched. In an attempt to raise the overall 

validity of the present study, the present author only selected 

questionnaires for which a sufficiently convincing amount of 

data existed. The question which persists for the present study 

is whether or not the superordinate category Personal 8rowth has 

validity as a construct, particularly since it was composed of 

factors chosen on the basis of the intuition of the present 

author. However, the intercorrelations of these factors <again 

illustrated in Tables 11 and 12l, whilst showing lower 

significance and more variation than the Organizational Cli•ate 

factors, show sufficient inter-relationship to retain the 

construct at this time. The predictive or criterion validity of 

the Personal 8rowth items against such issues as absenteeism, 

performance, promotions, psycho-somatic illness, stability of 

marriage, etc. have not been tested in the present study, and 

this would need to happen by way of an extensive and separate 

criterion-based validation exercise before any final conclusions 

about this construct could be made. 

Moving away from reliability and validity, a more difficult 

problem, and one endemic to latitudinal designs, is the issue of 

assuming change over time, when actual measurement has only 

taken place once. Thus in one argument in the discussion of 

results in the present study it has been assumed that 

experimental subjects show "increased" growth on Life 

Satisfaction and Self-Estee•, and that where there is no 

evidence of differences, that this is attributable to 

•spillover" growth amongst non-QC members. In fact, without· a 

"before" measure of Personal Browth, there is no absolute basis 

for making this assumption at all. A related problem is that 
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since it was suggested that the mere proximity to, and not 

necessarily participation in, a ec can increase the perceived 

participation of the climate and enhance personal growth, a 

necessary test of this hypothesis would be a further set of 

control subjects who were working in an area where ec•s had net 

been introduced in any way. Thus in a sense, having •matchedn 

control subjects may not have been a geed idea, since these 

subjects might have become •contaminated• by the effect of the 

ec intervention. A second independent set of control subjects 

as described would have been a very geed idea. 

In terms of the actual administration of the present study, 

the most obvious flaw was the failure of facilitators to 
~ 

indicate on the questionnaires how long the person had ben a ec 
lb. 

member for. This to an extent invalidated the investigation of 

the effect of length of membership en Personal 6rowth. The 

present author would probably have done better to have 

distributed the questionnaires personally, but since the 

subjects were drawn from around the country, there was actually 

little which could be have been done. The obvious solution 

would have been to ask respondents to indicate for themselves 

hew long they had been members fer, however, such an item would 

have had no relevance to the control subjects, and would have 

made ec membership a prominent issue, exacerbating the •h.alo• 

effect. 

The question of generalizability of the results is another 

matter, sinc:e the present study took place wholly within a 

single, albeit nation-wide, organization. The •corporate 

culture" no doubt brought about a restriction in the range of 

the Organizational Cli•ate scores, and the fact that the ec•s 

were all based en the same basic: ec program, and used the same 

facilitation precess and support material makes the results very 

specific: to this one program. On the ether hand, taking a 

cress-section of organizations with ec•s would have provided so 

many nnuisance• variables in the forms of different cultures, 
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structures, pay systems, facilitation processes etc, that a 

meaningful comparison of ec members and non-members would 

probably not have been possible due to variations between 

organizations. This is however a study which could be 

considered now that an initial investigation such as the present 

study has been completed. 

Finally, in critiquing of the present study it is necessary 

to consider the effect of various intervening variable which may 

have played a role. The most obvious of these must be factors 

which may have brought about changes in the organizational 

climate independent of the QC program and the drive towards 

participative work forms. The socio-political climate and the 

economic situation in the 12 months preceding measurement had 

exhibited a great deal of upheaval in the former case, and a 

marked depression follot-led by a revival in the latter. Further, 

the organization in question went through the largest 

restructuring in its 84-year career, precisely in the year 

before measurement. There was a great deal of uncertainty, 

insecurity, and in fact a number of retrenchments, largely 

amongst that level in the organization which makes up 9C 

members. These and other factors could have severely effected 

the recollections of subjects of the previous year, and may have 

had an inhibitin9 effect of the growth of these subjects. 

Awareness of the lack of control over these factors is therefore 

necessary, which is the price which is payed for conducting 

research in industry and out of the laboratory. 

In conclusion, the present author feels that whilst certain 

reservations m~st be noted about aspects concerning the 

reliability, validity, and administration of the present study, 

and whilst certain improvements could undertaken in a follow-up 

study, sufficient care has been taken for the design to be 

regarded as viable, and for the results to have validity. 

Further research in this field has however .been indicated and 

will be reviewed aft~r conclusions in the final chapter. 
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CHAPTER 7 

CONCLUSIONS 

The present study began with a review of the South African 

situation, in order to provide a background to the examination 

of managerial and worker attitudes to the idea of worker 

participation, and to establish the economic reality behind the 

logic of what is sometimes seen as the •welfare" function of 

~-human resources development. 

There seems little question that the economy in this 

country is currently, and has in fact been for some time, in a 

serious crisis. The present minor "upswing" is in fact simply a 

lessened "downswing", since the growth rate remains below that 

of our main trading partners, and low productivity and high 

inflation rates continually increases this gap, making South 

Africa less and less competitive on world markets. Any solution 

will be composed of two distinct legs: the first of which being 

I a new socio-political-economic dispensation, and the second 

1 being increased productivity and competitiveness on the world's 

~arkets. Taking their cue from the Japanese experience, 

businessmen in this country and in the West in general are 

seeing participative work systems as the means for achieving 

this increased productivity. The role of such systems is to 

"develop" workers by allowing them to participate in 

decision~making, and thereby improve productivity. Of the 

various interventions, quality circles have proved amongst the 

most popular, and are to be found today in one form or another 

in most countries having an industrialized economy. Whilst 

"hard" results from ec programs are well documented, the "soft" 

side, viz. the effect of participation in ec programs on circle 

members, has remained relatively under-researched, which is the 
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area addressed in the present paper. 

The skepticism with which organized labour views such 

participative systems is well-founded. There is a strong 

tendency amongst manager_s to see systems such as ec • s as a 

"quick-fix" which will solve industrial relations problems, 

improve productivity and profitability, and at the same time 

relieve managers of the responsibility of addressing any of the 

very real socio-political problems facing their work-force. 

This is nothing more than the Human Relations school using a 

technique called a "quality circle", and such a cynical and 

manipulative attempt to hoodwink workers into being more "happy" 

at work is doomed to failure. Workers and their representatives 

will reject what boils down nothing more than an attempt to 

obtain further profitability by disguising authoritarian 

controls, and which is in fact exploiting the creativity of the 

worker on the shop-floor without material recognition. 

Conversely, in order to be successful such schemes require 

sincerity in behavioural terms, beginning with a HR function in 

the organization which, with top management support in every 

aspect of their behaviour, manifests genuine respect and concern 

for the aspirations of workers, and is prepared not only to 

listen, but to act on their requests and problems. A real 

change in the balance in an organization towards a broadening of 

the power-base is necessary, and it requires a truly enlightened 

management approach for this to succeed. Only an organization 

prepared to fundamentally restructure the definition of 

"management", •worker", and "decision-making•, should seriously 

contemplate a participative work design such as ec•s. In terms 

of this requirement, it is almost certain that most companies 

using ec•s in South Africa at the present time are using them 

wrongly, and their programs are therefore very likely to fail.. 

The present study investigated the QC program in a single 

nation-wide engineering concern, using a sample of subjects 

dral"'n from around the country, "'i th Organizational C l i•ate 
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making.up the independent variables, and Personal Srowth the 

dependent variables. For both the independent variables and 

dependent variables a questionnaire was designed. The decisions 

regarding the design were that despite various flaws which might 

be addressed in subsequent studies, and the lower level of 

control characteristic of field studies, the reliability and 

validity appeared to be sufficient to make conclusion with some 

confidence. 

The present investigation discovered a number of 

interesting points. Whilst quality circle members may be higher 

on certain Personal Srowth indices than non-ec members, notably 

Li~e Satis~action and Sel~-£stee•, a more significant 

determining factor is the organizational climate which 

correlates strongly with the Personal Growth amongst both QC and 

non-ec members. Another interesting finding is that for both 

groups, Organizational Cli•ate was perceived as far more 

participative at the present time than for 12 months 

previously. Aside from a probable "halo" effect, another 

interpretation of this may well be that such systems increase 

the perceived participativeness of the climate for non-members 

as well as for members. Thus the ec may well be a focus or 

catalyst for organizational change, making it a very 

cost-effective and useful intervention - where this is a part of 

a broad-based attempt to change the organizational culture. 

This reasoning is further confirmed by the fact that whilst both 

the experimental and control groups reported an increase in the 

participativeness of the climate over the previous 12 months, 

the experimental group reported a greater increase in 

participativeness. Since ec membership was not manifestly part 

of the design in the eyes of the subjects, thus eliminating the 

possibility of a specific <as opposed to the general) "halo 

effecta, this result is significant. 

Time sp~nt as a ec me~ber was not found to correlate 

significantly with Personal Srowth, although there was a very 

.· 
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small sample for this analysis. It seems likely however that 

ec•s pass through stages in a definite life-cycle so such a 

relationship would not be expected to be linear. 

The point which cannot be made often enough in the present 

paper, and is in fact echoed repeatedly in the literature, is 

that ec•s are no panacea. They can be wildly successful, 

indifferent, or very destructive, depending on how they are 

used. The common thread running though most successful ec 

programs is genuine management commitment to the idea of worker 

participation, and an accompanying participative management 

style. Worker responsibility, the ability to make and execute 

decisions, and a forum for having suggestions and requests given 

a serious airing are basic symptoms of such a style. No •con" 

jobs can be successful, since such a system does not develop the 

work-force, and without development, the hidden creativity and 

problem-solving ability of the man on the shop-floor will never 

be tapped. 

In conclusion, the present. study has provided an 

interesting confirmation to what Japanese managers have known 

for many years - actions speak far louder than words. Workers 

can be developed, and productivity can be increased through 

participative work systems, but management commitment must be 

there in the tangible form of a participative supervisory 

style. A great need therefore exists to make management 

competent in implementing and operating within such a style, and 

to sell the idea that managers cannot carry the productivity 

burden of organizations alone. Involving workers in 

decision-making should not mean abdication by mangement. It is 

rather part of basic restructuring of the way businesses are 

run, towards a model of industrial democracy. 

To return to one of the earlier comments in the present 

paper, changing the socio-political face of South Africa is only 

one way of ensuring future wealth and qualit.y of life for its 

inhabitants. The other important requirement is to begin to 
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practice participation in acti~ns and not words, and the first 

steps towards this is to extend simple human dignity and respect 

to the workers on the shop-floor. The reason for this is not 

simply moralistic - productivity involves and effects everyone, 

and everyone should be involved in productivity. Managers in 

this country have a choice: they can either retain autocratic 

control of firms which have less international competitiveness 

every day; or they can recognize and involve every employee 

towards creating profitable businesses which will provide a firm 

foundation for whatever form the social and political structure 

in South Africa may take in the years to come. 

Further B~~&h_lndicated 

Finally, recommendations for further research within the general 

area covered by the present study will be made in order to 

suggest a means whereby still unresolved questions arising from 

both the present and previous works may be answered. 

The first, and probably major piece of research which needs 

to be undertaken is a concerted and large-scale project to 

determine just what the productivity situation in South Africa 

is, and to relate specific productivity figures in given firms 

to the prevailing organizational climate in that firm. Once 

these facts are available, a longitudinal, as opposed to the 

present latitudinal investigation needs to be undertaken, which 

will examine the effects of an OD intervention on productivity, 

climate, and "growth• am~ngst employees, before, during, and 

after the intervention. A straight correlational study between 

personal growth and productivity of workers also needs to be 

attempted. 

More.specific to quality circles, a question which remains 

unresolved is the nature of the relationship between time spent 

as a quality circle member, and personal growth. The 
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indications from the present study are that this is not a linear 

relationship, thus the possibility of a curvilinear or 

non-linear association should be investigated. Also important 

for further examination is the life-cycle of ec•s, and the 

consequent effect that the various stages within that cycle has 

on Personal 6rowth. 

Whilst the present study addressed five different 

psychological constructs in measuring the effect of ec 

membership, there is a potential for an investigation into the 

effect of participative work systems on a number of other 

pre-selected variables, in an attempt to more narro.,.,ly define 

the consequences of such participation. Related to this, it 

seems possible that certain personality types or value 

configurations will be better suited to such participation than 

others. An investigation into what personal characteristics are 

more appropriate for participative work designs might therefore 

be useful, and is in line with attempting to "fit" the employee 

and the job. A related concept here is an investigation into 

how ec members, as volunteers, differ from other employees in 

the organization. 

From the present study itself, certain areas for further 

investigation have also arisen. As was noted earlier, the 

various items used in the Organizational Cli•ate construct 

should be re-subjected to factor analysis to establish whether 

the expected clustering is obtained. Further, a follow-up study 

on a second control group would be relatively simple; using the 

same questionnaire, but this ~ime using subjects from areas 

where ec•s are in no way in operation. This would hopefully 

avoid the "contamination• of the control group by the proximity 

of the ec program. Care would however have to be undertaken to 

match this group with the experimental and other control group 

on the "before• measure of Organizational Cli•ate. Another 

follow-up from the present study would be to re-measure the 

present experimental and control groups in a year's time. This 
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would provide for a measure of change after another 12 months 

participation in quality circles, and would provide real 

test-retest r-eliability data for the Organizational Cli•ate 

var-iables (since the "present• measure would then be the 
• "befor-e" measur-e>. An additional· bonus would be "befor-e" and 

"after-" figur-es for the Personal &rowth measur-es. This would 

address the question posed in the present study of whether- or­

not Personal &rowth has in fact increased in both gr-oups, or 

whether this constr-uct ·has shown no change over- time. 

The complexity of the topic surr-ounding "personal growth" 

makes a more qualitative design viable. A well-conceived 

structured interview, whilst subject to the time problem and 

other disadvantages of this kind of resear-ch, such as the 

difficulty in quantifying results, would possibly pr-ovide much 

valuable data on just how wor-ker-s perceive, and ar-e affected by 

participative work systems. The criterion validity of growth 

indices in explaining productivity, performance, absenteeism, 

etc. needs to be established before the construct can finally 

be said to have any viability as a concept. 

In addition to the suggested additional research pr-esented 

above, a potential exists for all of these studies to take place 

using a cross-section of firms engaged in par-ticipative programs 

such as ec•s. Not only could the differ-ent firms be compared on 

results, but different interventions could be examined in terms 

of their effectiveness - just because ec•s are pr-esently 50 

wide-spread does not mean that they are the best possible 

design. 

In summar-y, a great deal of resear-ch awaits to be 

undertaken in the field of or-ganizational climate, personal 

growth, and management style. Cer-tain facts are known, but more 

importantly there is the beginnings of appreciation for the 

inter-relationships which are not yet understood, and that is 

the departure step in establishing a more complete body of 

knowledge. 
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APPENDIX 1 

SAMPLE OF QUALITY CIRCLE APPLICATIONS 

IMPLEMENTATION (FIELD OR COMPANY) 

ARMY (USA) 

AUSTIN-ROVER (UK) 

AUTOMOTIVE INDUSTRY (USA) 

BANK 

CAMPBELL SOUP 

COMPUTER SYSTEMS 

CONSTRUCTION MACHINERY 

DAYTON POWER & LIGHT 

FORD SA 

HARLEY-DAVIDSON 

HONEYWELL 

HOSIERY 

HOSPITAL 

IBM 

INDUSTRIAL DISTRIBUTION 

INSURANCE 

LAVALLE BUSINESS EQUIPMENT. 

MANAGEMENT ACCOUNTANTS 

MARKETING 

NASA 

NIPPON STEEL 

NISSAN 

RECORDS MANAGEMENT 

3M 

UNIVERSITY 

REFERENCE 

Skaggs (1985) 

Barr (1986) 

Whiteside (1986) 

Seiple (1983) 

Kendall (1986) 

Pickler (1983) 

Hiraoka (1982) 

Forster (1985) 

Nicholls (1985) 

Willis (1986) 

Anonymous (1980) 

Nelton (1985) 

Baird (1981) 

Doran (1986) 

Allen ( 1985) 

Townsend (1985) 

Campbell (1986) 

Briner, Wiebe & 

Zahra (1984) 

O'Neal (1982) 

Anonymous (1986) 

Saito (1986) 

Wickens (1985) 

Ellis (1984) 

Cudworth (1985) 

Kay & Love (1986) 

Many more companies and areas of commerce and industry are in the 

literature as having QC's. Shown here is merely a sample of those which 

have provided case studies in recent years. 
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PROFILE OF OffiANISATIONI\L O!ARACI'ERISTICS 

INSTR.JcriGIS: 

1. On the lines belcw each orgmisational variable (item), please place an n at the point which, in your experience, descrites your organisation 
at the present time (n =new). Treat eadl item as a continuous variable fran the extreme at one end to that at the other. 

2. In addition, if you have been in your organisation one or more years, please also place a p on each line at the point which, in your 
experience, describes your organisation as it was one to two years ago (p = previously). 

3. If yoo were not in yoor organisation one or more years ago, please answer as of the present time, i.e. answer only with an n • 

OIGI\NISATIONl\L 
VARIABLE 

1. Leadership processes used 
a. Extent to which 

superiors have confi­
dence and trust in 
subordinates 

b. Extent to which sub­
ordinates, in turn, 
have confidence and 
trust in superiors 

c. Extent to which supe­
riors display suppor­
tive behaviour toward 
others 

d. Extent to which supe­
riors behave so that 
subordinates feel free 
to discuss important 
.things about their 
jobs with their im­
mediate superior 

Have no confidence 
and trust in sub­
ordinates 

Have condescending 
confidence and trust, 
such as master has 
in servant 

Substantial but not 
canplete confidence 
and trust; still 
wishes to keep con­
trol of decisions 

I I I 

Canplete confidence 
and trust in all 
matters 

I _ _I _ _L I_ l ___ l _1 L L_l _I I L_ l ____ l __ l I I I 

Have no confidence 
and trust in supe-
riors 

Have subservient 
confidence and 
trust such as ser­
vant has to master 

Substantial but not 
camplete confidence 
and trust 

J I I 

Camplete confidence 
and trust 

I I I I I I I I I I I L I I I I I I I 

Display no suppor­
tive behaviour or 
virtually none 

Display supportive 
behaviour in con­
descending manner 
and situations only 

Display supportive 
behaviour quite 
generally 

J I J 

Display supportive 
behaviour fully and in· 
all situations 

I I J I I I I I I I I I I_ I I I I I I 

Subordinates feel Subordinates feel Subordinates do not Subordinates do not 
canpletely free to rather free to dis- feel very free to feel at all free to 
discuss things about cuss things about discuss things about discuss things about 
the job with their the job with-their the job with their the job with their 
superior superior superior superior 

I I I I · 
I I I I I -1 I I I I I I I I I I I I I I 
I 

rreM 
NO 

1 

2 

3 

4 
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OroANISATIOOAL 
VARIABLE 

e. Extent to which im­
mediate superior in 
solving job problems 
generally tries to 
get subordinates' 
ideas and opinions 
and make construc­
tive use of them 

2. Character of motiva­
tional forces 
a. Underlying motives 

tapped 

b. ·Manner in which 
motives are used 

c. Kinds of attitudes 
developed toward 
organisation and 
its goals 

PROFILE OF Q9:;ANISATIOOAL QIARACl'ERISTICS {OONTINUED) 

Always get ideas and 
opinions and always 
tries to make con­
structive use of them 

Usually gets ideas 
and opinions and 
usually tries to 
make constructive 
use of them 

Sanetimes gets ideas 
and opinions of sub­
ordinates in solving 
job problems 

I I I 

Seldan gets ideas 
and opinions of sub­
ordinates in solving 
job problens 

L_ I I I I _ I _L _I I _L_ __ L_ I I I I I I __l__l 

Physical security, 
econanic needs, and 
sane use of the de­
sire for status 

Econanic needs and Econanic needs and Full use of econanic, 
moderate use of ego considerable use of ego, and other major 
motives, e.g., desire ego and other major motives, as, for exam-
for status, affilia- motives, e.g., desire ple motivational forces 
tion, and achievement for new experiences arising fran group goals 

I I I I 
I I I I I I I I I I I I I L I I I I I I 

Fear, threats, punish­
ment, and occasional 
rao~ards 

Rewards and sane 
actual or potential 
punishment 

Rewards, occasional 
punishment, and 
sane involvement 

I I I 

Econanic ra.~ards based 
on compensation system 
developed through par­
ticipation; group par-
ticipation and involve­
ment in setting goals, 
improving methods 
appraising progress 
t~ard goals, etc. 

L_ I I I I I I _I I I _L_J 1 I I I I 

Attitudes are strong­
ly favourable and 
provide powerful 
stimulation to be­
haviour implementing 
organisation's goals 

Attitudes usually are 
favourable and sup­
port behaviour im­
plementing organi­
sation's goals 

Attitudes are some­
times hostile and 
counter to organisa­
tion's goals and are 
sanetimes favourable 
to the organisation's 
goals and support the 
behaviour necessary 
to achieve them 

I I I 

Attitudes usually are 
hostile and counter 
to organisation's goals 

L__ I I I I I L_l ___ L_ L I I I I I L I I I 

ITEM 
NO 

5 

6 

7 

8 

.. \ 
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ORiANISATICW\L 
VARIABLE 

d. Extent to which moti­
vational forces con­
flict with or re­
inforce one another 

e. Amount of responsi­
bility felt by each 
manber of organisa­
tion for achieving 
organisation's 
goals 

f. Attitudes toward · 
other members of 
the organisation 

PROFILE OF ORiANISATIONI\L QIARACI'ERISTICl (<Dtn'INUED) 

Marked conflict of 
forces substantially 
reducing those moti­
vational forces lead­
ing to behaviour in 
support of the or­
ganisation's goals 

Conflict often exists; 
occasionally forces 
will reinforce each 
other, at least par­
tially 

sane conflict, but 
often motivational 
forces will rein­
force each other 

I I I I 

Motivational forces 
generally reinforce 
each other in a sub­
stantial and cumula­
tive manner 

I I I I I I I I I I I I I I I I I I I I 
I 

Personnel at all le­
vels feel real res­
ponsibility for or­
ganisation's goals 
and behave in ways 
to i~ement them 

Substantial propor­
·tion of personnel, 
especially at higher 
levels, feel respon­
sibility and gene­
rally behave in ways 
to achieve the or­
ganisation's goals 

Managerial personnel 
usually feel respon­
sibility; rank and 
file usually feel 
relatively little 
responsibility for 
achieving organi­
sation's goals 

I I I 

High levels of mana­
gement feel respon­
sibility; lcwer levels 
feel less; rank and 
file feel little and 
often welcane OfP)r­
tunity to behave in 
ways to defeat or­
ganisation's goals 

L_l _I I I I I L _ _j_ I _l _L___L__j I ·J _I 1 

Favourable, coope­
rative attitudes 
throughout the orga­
nisation with mutual 
trust and confidence 

Cooperative, reason­
ably favourable atti­
tudes toward others 
in organisation; may 
be same competition 
between peers with 
·resulting hostility 
and same condescen­
sion toward subordi­
nates 

Subservient atti­
tudes tcward 
superiors; compe­
tition for status 
resulting in hos­
tility toward peers; 
con:lenscension to­
ward subordinates 

I I I 

Subservient attitudes 
toward superiors coup­
led with hostility; 
hostility toward peers 
and contempt for sub­
ordinates; distrust 
is widespread 

L_____l_ I I I I I I I I I l L _ _L __ j_ I I I I 
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ORiANISATICtiAL 
VARIABLE 

g. Satisfaction 
derived 

3. Olaracter of ccmnu­
nication process 
a. Amount of inter-· 

action and can­
munication aimed 
at achieving or­
ganisation's ob­
jectives 

b. Direction of in­
formation flow 

c. Downward ccmnuni­
cation 
(1) Where initiated 

(2) Extent to which 
superiors willing­
ly share infor­
mation with sub­
ordinates 

PROFILE OF 0001\NISATIONAL QIJ\RACI'ERisriCS (CONTINUED) 

Relatively high sa- Some dissatisfaction 
tisfaction through- to moderately high 
out the organisation satisfaction with 
with regard to mem- regard to membership 
bership in the orga- in the organisation, 
nisation, supervi- supervision, and 
sian and one's own one's own achieve-
achievements ments 

Dissatisfaction to 
moderate satis­
faction with regard 
to membership in the 
organisation, super­
vision and one's own 
achievements 

I I I I 

Usually dissatis­
faction with member­
ship in the organi­
sation, with super­
vision, and with 
one's own achieve­
ments 

I I I I I I I I I I I I I I I I I I I I 
I 

Very little Little Quite a bit Much with. both 
individuals and 
groups 

I I I 
L I I I I I I I I L ... _L_J_L_ . .L _ _L __ L _ _l _ ___l_____l 

Downward Mostly dcwrward DoWn and up Down, up, and with 
peers 

I I I 
I I I I I I I I I I I I I I I L_ .I I I 

Initiated at all 
levels 

Patterned on com­
munication from top 
but with some ini-
tiative at lower 
levels 

Primarily at top or 
patterned on can­
munication from top 

I I I 

At top of organi­
sation or to imple­
ment top directive 

I I L __ l I I I I L I I I I I I I I I I 

Provide minimun of 
information 

Gives subordinates 
. only information 

superior feels they 
need 

Gives information 
needed and answers 
most questions 

I I I 

Seeks to give sub­
ordinates all rele­
vant information and 
all information they 
want 

I I I I I I I I I L_l __ l I I I l _ _L __ L I 

JTEZol 
NO 
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OIGI\NISATICNAL 
VARIABLE 

(3) Extent to Which 
canmwlications 
are accepted by 
subordinates 

d. Upward canmunication 
(1) Adequacy of up­

ward canmuni­
cation via line 
organisation 

(2) Subordinates' 
feeling of re- · 
sponsibility for 
initiating accu­
rate upward com­
munication 

(3) Forces leading 
to accurate or 
distorted upward 
information 

(4) Accuracy of up­
ward communica­
tion via line 

(5) Need for sUW].e­
mentary upward 
canmunication 
system 

PROFILE OF OffiJ\NISATIOOAL QIARI\CTERISTICS (OONTINUED) 

Generally accepted, Often accepted but, 
but if not, openly if not, may or may 
and candidly ques- not be openly ques-
tioned tioned 

sane accepted and 
sane viewed with 
suspicion 

Viewed with great 
suspicion 

I I I I 
I I I I I I I I I I I I I I I I I I I I 
I 

Very little Limited Sane A great deal 
I . I I I 
I I I I I I I I I I I I I I I I I I I I 
I 

None at all 

Virtually no forces to Occasional forces to 
distort and powerful distort along with 
forces to communicate many forces to cam-
accurately municate accurately 

Sane to moderate de­
gree of responsibility 
to initiate accurate 
upward communication 

Many forces to dis­
tort; also forces for 
honest communication 

I I I I 

Considerable respon­
sibility felt and much 
initiative; group can­
municates all relevant 
information 

Powerful forces to 
distort information 
and deceive superiors 

I I I I I I I I I I I I I I I I I I I I 
I 

Accurate Information that boss Information that boss Tends to be 
wants to hear flows; wants to hear flows; inaccurate 
other information may other information is · 
be limited or cau- restricted and fil-
tiously given tered 

I I I I 
I I I I I I I I I I I I I I I I I I I I 

I 

No need for any supp­
lementary system 

Slight need for supp­
lementary system; 
suggestion systems 
may be used 

Upward communication 
often suwlemented 
by suggestion system 
and similar devices 

I I I I 

Great need to supple­
ment upward communi­
cation by spy system, 
suggestion system, 
and similar devices 

I I I .1 I I I I I I I I I I I I I I I I 
I 

ITFJol 
NO 
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OK>ANISATICNAL 
VARIMLE 

e. Sideward communica­
tion its adequacy 
and accuracy 

f. Psychological close­
ness of superiors to 
subordinates (i.e. 
friendliness between 
superiors and sub­
ordinates) 

(1) Hew well does su­
perior knew and 
understand pco­
blans faced by 
subordinates? 

(2) How accurate ace 
the perceptions 
by superiors and 
subordinates of 
each other? 

4. Character of interaction 
influence process 
a • .1\mount and chacactec 

of interaction 

b. Amount of ooopecative 
teamwork present 

PROFU.E OF OIQ\NISATIONAL CiARACI'ERISTIC> (OJNTINUED) 

Usually poor because 
of competition be­
tween peers, cocces­
ponding hostility 

Fairly poor because 
of competition be­
tween peers 

Fair to good Good . to excellent 

I I I I 
I I I I I I I I I I I I I I I I I I I I 
I 

Usually vecy close Faicly close Can be moderately Far apart 
close if pcopec coles 
ace kept 

I I I 
I__ I J I I L I l l_L _l_ ___ l ____I__ L .. J __I_ l l __I 

Knews and understands 
pcoblans of subordi­
nates vecy well 

Knews and understands 
pcoblans of subordi­
nates quite well 

Has sane knewledge Has no knewledge oc 
and understanding understanding of 
of pcoblans of sub- pcoblans of subocdi-
ocdinates nates 

I I I 
L I I I I I I I I_ l _L_ __ l _I l_ I _L I __j_ J 

Often in eccoc Often in eccoc on Moderately accurate Usually quite accu-
same points rate 
I I I 

I I I I I 1 I _ __I_ 1_1. _ _l___ l _ __I__ 1. __ I _l__J_L _l 

Extensive, friendly 
interaction with high 
degree of confidence 
and trust 

Moderate interaction 
often with fair 
amount of confidence 
and trust 

Little interaction 
and usually with same 
condescension by su­
periors; fear and 
caution by subordi-
nates 

I I I 

Little interaction 
and always with fear 
and distc~st 

I_ _l J I I I I I I_ L _l__L___I__l__l __l___I ___ L _l 

Vecy substantial A moderate amount Relatively littl~ None 
amount throughout 
the organisation 

I I I I 
I I I I I I I I I I I I I I I I I I I l 
I 

ITEM 
NO 
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O!G'\NISI\TIOOAL 
VARIABLE 

c. Extent to which sub­
ordinates can influen­
ce the goals, n-ethocls, 
and activity of their 
units and departJTents 
(1) As seen by Sll?" 

periors · 

(2) As seen by sub­
ordinates 

d. Amount of actual in­
fluence which supe­
riors can exercise 
over the goals, ac­
tivity, and methods 
of their units and 
departments 

e. Extent to which an 
effective structure 
exists enabling one 
part of organisation 
to exert influence 
upon other parts 

5. Character of decision­
making process 
a. At what level in or­

ganisation are deci­
sions formally made? 

PROFILE OF OIGANISATIOOAL CHARACl'ERISTIC> (CDm'INUED) 

None Virtually none Moderate amount A great deal 
I I I I 
I I I I I I I I I I I I I I I I I I I I 
I 

None except through Little except through Moderate amOunt both Substantial amount 
"infonnal organisa- "infonnal organisa- directly and via both directly and via 
tion" or via uniorii- .tion or via unioni- unionisation (where unionisation (where 
sation sation it exists) it exists) 

I I I . I 
I I I I I I I I I I I I I I I I I I I I 
I . 

Belie11ed to be sub- Moderate to sanewhat Moderate to substan- Substantial but often 
stantial but actually more than moderate, tial, especially for done indirectly, as, 
moderate unless capa- especially for hig- higher le11els in or- for example, by supe-
city to exercise Se- her le11els in organi- ganisation rior tuilding effec-
vere punishment is sation tive interaction-
present influence systan 
I I I I 
I I I I I I I I I I I I I I I I I I I I 
I 

Highly effective Moderately effective ' Limited capacity 
structure exists en- structure exists; in- exists; influence 
abling exercise of fluenoe exerted large- exerted largely via 
influence in all ly through vertical vertical lines and 
directions lines primarily downward 

I I I I 

Effective structure 
virtually not present 

I I I I I I I I I I I I I I I I I I I I 
I 

Bulk of decisions at 
top of organisation 

Policy .at top, many Broad policy deci- Decision making widely 
decisions within pre- sions at top, more done throughout or-
scribed framework made specific decisions ganisation, although 
at la.o~er lE!11els but at la.o~er lE!11els well integrated through 
usually checked with linking process provi-
top before action ded by overlapping 

I I I 
L I I I I I I I I I I I I I I I I I I 

ITEM 
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OIGANISATictiAL 
VARIABLE 

b. Hew adequate and ac­
curate is the infor­
mation available for 
decision making at 
the place where the 
decisions are made? 

c. To what extent are 
decision makers aware 
of problems, parti­
cularly those at !ewer 
levels in the organi­
sation? · 

d. Extent to which tech­
nical and profes­
sional knCMledge is 
used in decision 
making 

e. Are decisions made at 
the best level in the 
organisation as far as 
(1) Availability of 

the most adequate 
and accurate in­
formation bearing 
on the decision 

PROFILE OF ORil\NISATIONAL QIARACI'F..RISTICS (<XlNTINUED) 

Information is gene­
rally inadequate and 
inaccurate 

Information is often 
sanewhat inadequate 
and inaccurate 

Reasonably adequate 
and accurate infor­
mation available 

I I I 

Relatively complete 
and accurate in­
formation available 
based toth on mea-
surements and effi­
cient fl011 of in­
formation in or­
ganisation 

I I I I I I I I _L_ I I I I _L__l___ I I I I 

Generally quite well Moderately aware of Aware of sane, un- Often are unaware or 
aware of problems problems aware of others only partially aware 

I I I I 
I I I I I I I I I I I I I I I I I I I I 
I 

I 
I 

Used only if posses­
sed at higher levels 

l4uch of what is Much of wtiat is Most of what is 
available in higher available in higher, available anywhere 
and middle levels middle and l011er within the organi-
is used levels is used sation is used. 

I I I 
L_ L I I I I I L L I I I I I _ _! I I I I 

OVerlapping groups 
and group decision 
prcceses tend to push 
decisions to point 
where information is 
most adequate or to 
pass the relevant 
information to the 
decision making 
point 

Sane tendency for 
decisions to be made 
at higher levels than 
where most adequate 
and accurate informa­
tion exists 

Decisions often made 
at levels appreciab­
ly higher than levels 
where most adequate 
and accura_te infor­
In;ltion exists 

I I I 

Decisions usually 
rrade at levels 
appreciably higher 
than levels where 
most adequate and 
accurate infor­
mation exists 

I I I I I I I _L__L I L __ L __ _L___l____L_ I I _l __ I 

l'I'E)t 

NO 
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O!Gl\NISATICW\1.. 

6. 

VARil\BLE 

(2) '1he motivational 
consequences (i.e., 
does the decision­
making process help 
to create the neces­
sary motivations in 
those persons who 
have to carry oot 
the decision?) 

f. To what extent are 
subordinates involved 
in decisions related 
to their work? 

g. Is decision making 
based on man-to-man 
or group pattern of 
operation? Does it 
encourage or dis­
courage teamwork? 

Character of goal 
setting or ordering 
a. Manner in which 

usually done 

b. To what extent do the 
different hierarchical 
levels tend to strive 
for high performance 
goals? 

I 
I 

POOFILE OF O!Gl\NISATIONAL OIARACI'ERISTICS (CONI'INUED) 

Substantial contribu­
tion by decision­
making processes to 
motivation to imple­
ment 

Same contribution by 
decision making to 
motivation to imple­
ment 

Decision making con­
tributes relatively 
little motivation 

I I I 

Decision making con­
tributes little or 
nothing to the mo­
tivation to imple­
ment the decision, 
usually yields ad­
verse motivation 

I _I L I I I I I I _ I L I _I I I L I I I 

Not at all Never i_nvolved in 
decisions; occasion­
ally consulted 

Usually are consulted 
but ordinarily not 
involved in the deci­
sion making 

I I I 

Are involved fully in 
all decisions related 
to their work 

L_ I _L I I I I I I _ I __ j_ L_l I _ I _ 1 I I I 

Man-to-man only, 
discourages teamwork 

Man-to-man almost Both man-to-man and Largely based on group 
entirely, discourages group, partially en- pattern, encourages 
teamwork courages teamwork teamwork 

I I I 
L I I I I I I I I I I I I I I I I I I 

Except in emergencies, 
goals are usually es­
tablished by means of 
group participation 

Goals are set or or­
ders issued after 
discussion with sub­
ordinates of problems 
and planned action 

I I 

Orders issued, owor­
tuni t:y to carurent may 
or may not exist 

I 

Orders issued 

L_l L I _I I I I I I I I I I I I I I I 

High goals sought by 
all levels, with l01o1er 
levels sometimes pres­
sing for higher goals 
than top levels 

High goals sought by 
higher levels but with 
occasional resistance 
by l01o1er levels 

High cpals sough by 
top and often resis­
ted moderately by 
subordinates · 

I I I 

High goals pressed by 
top, generally resis­
ted by subordinates 

L__l____l_ I I I I _j I_ j__j_ _ J _ I L I _j L__ I _I 

ITDI 
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OR:il\NISATICW\L 
VARIABLE 

c. Are there forces to 
accept, resist, or 
reject goals? 

7. Character of control 
process 
a. At what hierarchi­

cal levels in organ­
sation does major or 
primary concern exist 
with regard to the 
perfoonance of the 
control function? 

b. How accurate are the 
measurements and in­
formation used to 
guide and perfoDll the 
control function, and 
to what extent do for­
ces exist in the or­
ganisation to distort 
and falsify this in­
fomation? 

c. Extent to which the 
review and control 
functions are concen­
trated 

PROFILE OF ORil\NISATIONAL OIARACI'ERISTICS (OJNriNUED) 

Goals are cwerUy 
accepted but are 
caverUy resisted 
strongly 

Goals are cwerUy 
accepted but often 
ccwertly resisted to 
at least a moderate 
degree 

Goals are cwertiy 
accepted but at times 
with sane ccwert re­
sistance 

Goals are fully 
accepted both cwert­
ly and ccwertly 

I I I I 

I'l'flol 
NO 

I I I I I I I I I I I I I I I I I I I I 43 
I 

At the very top only Primarily or largely 
at the top 

Primarily at the top 
but sane shared 
feeling of responsi-
bility felt at middle 
and to a lesser extent 
at lower levels 

I I I 

Concern for perfor­
mance of control func­
tions likely to be felt 
throughout organisation 

I I I I I I _ I I __ I l_l I l I I I I I I 

Strong pressures to 
obtain complete and 
accurate infomation 
to guide a-m behaviour 
and behaviour of own 
and related work 
groups; hence infor­
mation and measure­
ments tend to be can­
plete and accurate 

sane pressure to pro­
tect self and collea­
gues and hence sane 
pressures to distort; 
infomation is only 
moderately canplete 
and contains same 
inaccurasies 

Fairly strong forces 
exist to distort and 
falsify; hence measu­
rements and infor­
mation are often in­
canplete and inaccu­
rate 

Very strong forces 
exists to distort and 
falsify; as a conse­
quence, measurements 
and informatioo are 
usually incomplete 
and often inaccurate 

I I I I 
I I I I I I I I I I I I I I I I I I I I 
I 

Highly concentrated 
in top management 

Relatively highly con­
centrated, with sane 
delegated control to 
middle and lower 
levels 

Moderate dowrward de­
legation of review 
and control processes; 
lower as well as 
higher levels perfoDll 
these tasks 

I I I 

Review and control 
done at all levels 
with lower units at 
times imposing more 
vigorous reviews and 
tighter controls than 
top management 

I I J L I L_ I · I I I I I I I I I I _L __ l 
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OKil\NISATICNAL 
VARIABLE 

d. Extent to which there 
is an informal or:.. 
ganisation present 
and supporting or 
opposing goals of 
formal organisation 

e. Extent to which 
control data (e.g., 
accounting, produc­
tivity cost etc.) 
are used for self­
guidance or group 
problem solving ~ 
managers and non­
supervisor:y em­
plCPfees, or used ~ 
superiors in a puni­
tive, policing manner 

B. Performance goals and 
training 
a. Level of performance 

goals Which superiors 
seek to have organi­
sation achieve 

b. Extent to which you 
have teen given the 
kind of management 
training you desire 

c. ll.dequacy of training 
resources provided 
to assist you in 
training your sub­
ordinates 

I 

PROFILE OKil\NISATIONAL OIARACl'ERISTICS (CIJNl'INUED) 

Informal organisation 
present and opposing 
goals of fonnal or­
ganisation 

Infonnal organisation 
usually present and 
partially resisting 
goals 

Infonnal organisation 
may te present and 
may either support 
or partially resist 
goals of fonnal or­
ganisation 

I I I 

Informal and formal 
organisation are one 
and the same: hence 
all social forces 
support efforts to 
achieve organi­
sation's goals 

I I I I I I I I I J _ l I J L _I_ _j _ _l _ J _ 1 

Used for policing and 
in punitive manner 

Used for policing 
coupled with reward 
and punistunent, sane­
times punitively; used 
sanewhat for guidance 
but in accord with 
orders 

Used for policing 
with emJ;basis usu­
ally on reward but 
with sane punish­
ment; used for gui­
dance in accord with 
orders; sane use also 
for self-guidance 

I I I 

Used for self-guidance 
and for co-ordinated 
problem solving and 
guidance; not used 
punitively 

L _1 l I I L L L _I_ _I _ _l _ __l_l__ _ _L__L_L __ I_._j _ _l 

Seek to achieve ex- Seek ver:y high goals Seek high goals Seek average goals 
tremely high goals I I 

: 1 1 1 1 l 1 1 I I I I I I I I I I I I 
I 

Have received no 
management training 
of kind I desire 

Have received same 
management training 
of kind I desire 

Have received guite Have received a great 
a bit of management deal of management 
training of kind I training of kind I 
desire desire 

I I I 
L _I I I I I I L I I L _L _l__j __ _l_ L I I I 

Training resources Training resources Training resources Training resources 
pr011ided are excel- provided are ver:y provided are good provided are only 
lent good fairly good 

I I I I 
I I I I I I I I I I I I I I I I I I I I 
I 

·-

ITEM 
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AANITO: 

SBU MANAGERS 

APPENDIX 3 

ENGLISH QUESTIONNAIRE 

MEMORANDUM 

VAN/FROM: 

PRCDUCTIVI'!Y SERVICES 
MEGAWATI' PARK 

A'l'TENI'ION: PRODUCTIVITY SERVICES 

U Verw./Your Ref. Ons Verw./Our Ref. Navrae/Enquiries Datum/Date 

R.J. Robinson 13 N:>venber 1986 

SIEN KEERSY VIR AFRIKAANS 

Dear Colleague 

As you are no doubt aware, a nunt>er of major changes have taken place in 
Escom in recent rronths. Escom managenent is concerned about the effect 
this may have had on the attitudes of employees towards their work and 
Escan in general. · 

With this in mind, we invite you to ccmplete the attached questionnaire 
which will provide us with much valuable information. The questionnaire is 
ccmpletely anonyrrous. The analysis will be directed to overall trends and 
averages, and not investigating any individual response. 

By taking the time to ccmplete this questionnaire, you will be helping 
Escan to provide the type of managenent which you the enployee would like 
to see. Please answer all questions as best you can, and return the 
questionnaire as prcmptly as possible to the person who gave it to you. 

Your co-operation will be greatly appreciated. 

1hank you in advance 

~ 
R.J. Robinson 
Productivity Services 
Megawatt Park B2C26 (Tel. SOQ-5253) 

KC-19 

REV.O 
3911 
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SIEN KEERSY VIR AFRIKAANS 

- l-

PI.EM;E INDICATE WITH AN "X" IN '!HE APPROPRIATE SPACE HCW TRLlE '!HE ~ 
S'mTEMEm'S ARE FroM "AIIDST ALWAYS TRUE" 'ro "NEVER TRLJE". PLEASE 00 ALL ITEMS • 

(l) I generally feel in good spirits ••••••••••••••••••••••• 

(2) I am very satisfied with life •••••••••••••••••••••••••• 

(3) I find a good deal of happiness in life •••••••••••••••• 

(4) I feel that I'm a person of worth, at 
least on an equal level with others •••••••••••••••••••• 

(5) I feel that I have a number of good qualities •••••••••• 

(6) I am able to do things as well as JOOst 
other people ••••••••••••••••••••••••••••••••••••••••••• 1 •• 

(7) 

(8) 

(9) 

I 
I feel I do not have much to be proud of ••••••••••••••• 1 •• 

I 
I have a positive attitude toward myself ••••••••••••••• 1 •• 

I 
Sometimes I think I am no good at all •••••••••••••••••• 1 •• 

. ·'·. I 

. ·'·. I 

I 
• • I •• 

I 
• .J •• 

I 
. .I .. 

I 
• • I •• 

2/ •••• 



0. 
N 
-t 

1.1.1 
l!l 
ct 
Q. 

U) 
a 

u 
OJ 

~ 

.. 
J: 
1-
3 
0 
(t: 
l!l .. 
1IJ 
l­
et 
E 

' t-t 
...1 
u 

PBCFILE OP OOOANISATIONM. OIAR1oCl'ERISTICS 

lliS'mtX:TIOOS: 

1. en the lines below each item , please place an •N• at the point which, in your experience, describes Escan at the present time (N " now). 

2. In addition, if you have been in Escan one or Jrore years, please also place a •p• on each line at the point which, in your experience, 
describes Escan as it was one to two years ago (P .. previously). 

3. If you were not Escan one or Jrore years ago, a.nSwer only with an •N•. 

1. To what extent are 
decision makers aware 
of problems, parti­
cularly those at lower 
levels? 

2. Closeness of superiors 
to subordinates (i.e. 
friendliness between 
superiou and sub­
ordinates) 

3. Extent to which 
control data (e.g., 
accounting, produc­
tivity, costs etc.) are 
used for self-<311idance 
or group problem 
solving by managers, 
or used by superiors 
in'a punishing disci­
plinary manner. 

4. Extent to which sub­
ordinates have 
confidence and trust 
in superiors 

Generally q.~ite well Moderately aware of Aware of sane, un- Often are unaware or 
aware of problems problems aware of others only partially aware 

I I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 

Usually very close Fairly close can be Jroderately 
close if proper 
roles are kept 

Far apart 

I I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 

Used for discipline Used for discipline Used for discipline Used for self-quidance 
and punishment. coupled with reward with eqtlasis usu- and for co-ordinated 

and punishment, used ally on reward but problem solving and 
sanewhat for guidance with sane punish- guidance not used 
but in accord with mentr used for gui- for punishment. 
orders dance in accord with 

ordersr sane use also 
for self-guidance 

I . I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 

Have no confidence Have subservient &lbstantial but not Carplete confidence 
and trust in supe- confidence and cooplete confidence and trust 
riors trust such as ser- and trust 

vant has to master 
I. I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 
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OIG\NISATIONI\L 
VARIABLE 

5. Kinds of attitudes 
developed toward 
Escan and its goals 

6. Extent to which 
superiors have confi­
dence and trust in 
subordinates 

7. Extent to which im­
mediate superior in 
solving job proolems 
generally tries to 
get subordinates' 
ideas and opinions 
and make construc­
tive use of thEm 

8. How adequate and ac­
curate is the infor­
mation available for 
decision making at 
the shop floor? 

Attitudes are strong- Attitudes usually Attitudes are some- Attitudes usually are 
ly favourable and are favourable and times hostile and hostile and counter 
provide powerful SIJI:IX)rt behaviour counter to £scan's to Escan's goals 
incentive to be- i.llplementing goals, and are 
haviour i.llplementing Escan's goals sanetimes favourable 
Escan's goals. to Escan's goals 

and suwort the 
behaviour necessary 
to achieve them 

I I I I ., I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 

Have no confidence Have condescending &lbstantial but not Caiplete confidence 
and trust in sub- confidence and trust, ~lete confidence and trust in all 
ordinates such as master has and trust1 still matters 

in servant wishes to keep con-
trol of decisions 

I I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 

Always get ideas and 
opinions and always 
tries to make con­
structive use of thEm 

Usually gets ideas 
and opinions and 
usually tries to 
make constructive 
use of them 

Saretimes gets ideas 
and opinions of sub­
ordinates in solving 
job problems 

Seldan gets ideas 
aJd opinions of sub­
ordinates in solving 
job problems 

I 
I 
I 
0 

I I I I 
I I I I I I I I I I I I I I I I I I I I 

1 2 3 

Information is gene- Information is often Reasonably adequate Relatively <:a~plete 
rally inadequate and sanewhat. inadequate and acc~rate infor- and accurate in-
inaccurate and inaccurate mation available formation available 

based both on mea­
surements and effi­
cient flow of in­
formation in Escan. 

I 
4 

I I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 
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aG\NISATIO!W.. 
VARIABLE 

9. Extent to which superiors 
behave so that sub­
ordinates feel free 

10. 

to discuss inportant 
things about their 
jobs with their im­
mediate superior 

Manner in which 
needs are used 

11. Sideward camunication, 
its adequacy and accuracy 

12. Extent to which tech­
nical and profes­
sional knowledge is 
used in decision 
makin<J 

Slbordinates feel Slbordinates feel Slboroinates do not SUbordinates do not 
completely free to somewhat free to feel very free to feel at all free to 
discuss things about discuss thin<Js about discuss things about discuss things about 
the job with their the job with their the job with their the job with their 
superior superior superior superior 

I I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 

Fear, threats, punish- Rewards and sane Rewards, occasional Econanic rewards based 
ment, and occasional actual or potential punishment, and on pay systESII developed 
rewards punishment sane involvement througb participation, 

· group participation 
and involvement in 
setting goals, im­
proving methods, per­
fornance appraisal, 
etc. 

I I I I I 

ITfX 
00 

4 

I I I I I I I I I I I I I I I I I I I I I 7 
I L 
0 1 2 3 4 

USually poor because 
of competition and 
b)stility between 
euployees. 

Fairly poor because 
of ~tition be­
tween euployees 

Fair to good Good to excellent 

I I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 

Used only if posses- f.tlch of what is ftlch of what is Most of what is 
sed at higher levels available in higher available in higher, available arty'ooobere 

and middle levels middle and lower within Escom is' 
is used levels is used used. 

I I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 
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OIG\NISATIONS 
VARIABLE 

13. Is decision making based 
on man-to-man or group 
pattern of operation? 
Does it encourage or 
discourage teamwork? 

14. Forces leading to 
accurate or distorted 
up;~ard information 

Man-to-man only 1 

discourages tea111o10rk 
Man-to-man alnost 
entirely, discourages 
teaua;ork 

Both man-to-man and 
group, partially 
encourages teaua;ork 

I I I I 

Largely based on group 
pattern, encourages 
teamwork 

I I I I I I I I I I I I I I I I I I I I 
I 
0 1 2 3 

Virtually no forces to Occasional fotces to 
distort and powerful distort along with 
forces to communicate many forces to com-

Many forces to dis­
tortJ also forces for 
honest camunication 

Powerful forces to 
distort information 
and deceive superiors 

accurately municate accurately 
I I I I 
I I I I I I I I I I I I I I I I I I I I 
I 
0 1 2 3 

I 
I 
I 
4 

I 
I 
I 
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SIEN KEERSY VIR AFRIKAANS 

- 6-

This is a survey to find out what the public thinks about certain events which we 
face in our society. Fach item consists of a pair of statements. Please select 
-the one statement of each pair (and only one) which you more strongly believe to 
be true. Be sure to. circle the one you actually believe to be roore true, rather 
than the one you think you should check or the one you would like to be true. 
This is a measure of personal belief; obviously, there are no right or wrong 
answers. Again, be sure to make a choice between each pair of statements. 

1. i) 

ii) 

2. i) 

ii) 

3. i) 

ii) 

4. i) 

ii) 

I think we have adequate neans for preventing run-away inflation. 

There's very little we can do to keep prices from going higher. 

Persons like myself have little chance of protecting our personal 
interests when they conflict with those of strong pressure groups. 

I feel that we have adequate ways of coping with pressure groups. 

A lasting world peace can be achieved by those of us who work toward 
it. . 

There's very little we can do to bring about a permanent world peace. 

There's very little persons like myself can do to improve world opinion 
of south Africa. 

I think each of us can do a great deal to improve world opinion of 
SOuth Africa. 

5. i) It is only wishful thinking to believe that one can really influence· 
what happens in society. 

ii) People like me can change the course of world events if we make 
ourselves heard. 

6. i) More and roore, I feel helpless in the face of what's happening in the 
world today. 

ii) I sometimes feel personally to blame for the sad state of affairs in 
our government. 

7/ .... 
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PLEASE CIR<l.E THE RESPONSE WHIOi YOU FEEL IS lt()ST APPROPRIATE FOR FAOi CUESTION: 

1. i) 
ii) 

2. i) 
ii) 

3. i) 
ii) 

4. i) 

ii) 

5. i) 
ii) 

6. i) 
ii) 

7. i) 

ii) 

Children get into trouble because their parents punish them too ruch. 
The trouble with rost children nowadays is that their parents are too 
easy with them. 

In the ·long run people get the respect they deserve in this world. 
Unfortunately, an individual's worth often passes unrecognized no 
matter how hard he tries. 

The idea that teachers are unfair to pupils is nonsense. 
Most pupils don't realize the extent to which their marks are 
influenced by accidental happenings. 

Becoming a success is a matter of hard work, luck has little or nothing 
to do with it. 
Getting a good job depends mainly on being in the right place at the 
right time. 

The average man can have an influence in government decisions. 
This world is run by the few people in power, arid there is not ruch the 
average man can do about it. 

In my case getting what I want has little or nothing to do with luck. 
Many times we might just as well decide what to do by flipping a coin. 

Who gets to be the boss often depends on who was lucky enough to be in 
the right place first. 
Getting people to do the right thing depends upon ability, luck has 
little or nothing to do with it. 

8. i) Most people don't realize the extent to which their lives are 
controlled by accidental happenings. 

ii) There really is no such thing as "luck". 

9. i) .In the long run the bad things that happen to us are balanced by the 
good ones. 

ii) Most misfortunes are the result of lack of ability, ignorance, 
laziness, or all three. 

10. i) 

ii) 

11. i) 
ii) 

Many times I feel that I have little influence over the things that 
happen to me. 
It is inpcssible for me to believe that chance or luck plays an 
important role in my life. 

What happens to me is my own doing. 
Sometimes I feel that I don't have enough control over the direction my 
life is taking. 
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SIEN KEERS¥ VIR AFRIKAANS 
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For each of the following statements, circle the nurrber that ltlOuld be roost nearly 
true for you. Note that the nl.mlbers always extend from one extrane feeling to its 
opposite kind of feeling. "Neutral" inplies no judgement either way. Try to use 
this rating as little as possible. 

1. Life to me seems: 
7 6 

always exciting 

2. In life I have: 
1 2 

no goals or aims 
at all 

3. Every day is: 
7 6 

constantly new 
. and different 

4. If I could choose, I would: 

5 

3 

5 

1 2 3 
prefer never to 
have been born 

4 
(neutral) 

4 
(neutral) 

4 
(neutral) 

4 
(neutral) 

3 

5 

3 

5 

2 1 
completely routine 

6 7 
very clear goals and 
aims 

2 1 
exactly the same 

6 7 
like nine roore lives 
just like this one 

5. If I should die today, I ltlOuld feel that rcy life has been: 
7 6 5 4 3 2 1 

very worthwhile (neutral) completely \tlOrthless 

6. In thinking of rcy life, I: 
1 2 3 

often \tlOnder why 
why I exist 

4 
(neutral) 

7. As I view the world in relation to rrrt life, 
1 2 3 4 

completely con- (neutral) 
fuses me 

5 6 7 
always see a reason for 
rrrt being here 

the world: 
5 6 7 

fits meaningfully with 
rcy life 

9/ ••• 
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SIEN KEERSY VIR AFRIKAANS 

- 9-

B. With regard to death, I am: 
7 6 5 4 3 2 1 

prepared and (neutral) unprepared and 
unafraid frightened 

9. My life is: 
7 6 5 4 3 2 1 

In my hands (Neutral) out of my hands and con-
and I am in trolled by external 
control of it factors 

10. Facing my daily tasks is: 
7 6 5 4 3 2 1 

a source of pleasure (neutral) a painful and boring 
and satisfaction experience 
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APPENDIX 4 

AFRIKAANS 9UESTIONNAIRE 

MEMORANDUM KC-19 

AANITO: 

SSE BESIUURDERS 

MroAG: PRODUKTIWI'l'EITSDIENSTE 

U Verw.!Your Ref. Ons Verw./Our Ref. 

SEE REVERSE FOR EN;LISH 

Beste Kollega 

VAN/FROM: . 
PRCDUKTIWITEISDIENSTE 
MEGi\WA'l"1' PARK 

Navrae!Enquiries 

R.J. Robinson 
Datum/Date 

13 November 1986 

U is seker bewus daarvan dat 'n aantal groot veranderinge die afgelope paar 
naande in Evkom plaasgevind bet. Evkom bestuur is besorg oor die 
uitwerking wat dit op die houding van werknemers teenoor bulle werk en 
Evkom in die algemeen kon be. 

Na aanleiding hiervan, wil ons u uitnooi om die aangehegte vraelys te 
voltooi. Die voltooiing daarvan is anoniem en sal aan ons waardevolle 
inligting verskaf. 

Die ontleding is gemik op algemene neigings en gemiddeldes en ondersoek nie 
individuele response nie. 

Deur die voltooiing van hierdie vraelys sal u Evkom help om die soort 
bestuur te voorsien wat u, die werknemer, wil he. Antwoord asseblief ~ 
vrae na die beste van u vernoe. Gee asseblief so gou as rroontlik die 
vraelys terug aan die persoon wat dit aan u gegee bet. 

u samewerking word hoog op prys gestel. 

By voorbaat dankie 

~ -
R.J. Robinson 
Produktiwiteitsdienste 
Megawatt Park B2C26 (Tel. SOQ-5253) 

RE\1.0 
3911 
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SEE REVERSE FOR m>t.ISH 

- 1-

DUI ASSEBLIEF MET 'n •x• IN DIE 'IDEPASLIKE BLCJ{KIE AAN HOE WMR DIE VOLGENDE 
STELLINGS IS. OOEN ASSmLIEF AL DIE ITEMS. 

(1) Ek is oor die alganeen opgewek 

I I I 
I I I I 

I ~I I I Q)l 
I ~I ~I I ·;:1 
I 101 m1 ~I ~o~l 
1 ~ 3:1 ~~ m1 m1 
I r-t1 ~I ~I :JI 3:1 
I r.sl ~I I ~I :!::1 
I ~j ~I ~I ~I ~I 
l.ePl.QI.~I.flll •• 1 
I I I I I I 

•••••••• · ••••••••••••••••• 1 •• 1 •• ) •••• 1 •• 1 
I . I 

(2) Ek is baie tevrede met die 1ewe •••••••••••••••••••••••• 1 •• 1 •• 1 •••• 1 •• 
. I I I 

(3) Ek vind baie geluk in die lewe •...••.•••....•. ~ •••..•. . J •• 1·.. • .1 •• 
I I 

( 4) Ek voe1 dat ek iets werd is en op diese1fde I I 
vlak as ander is ••••••••••••••••••••••••••••••••••••••• 1 •• 1.. ..J •• 

I 
(5) Ek voe1 dat ek 'n aanta1 goeie eienskappe bet •••••••••• 1.. ..1 •• 

I 
( 6) Ek kan dinge net so goed doen soos die I 

nteeste ander tnenSe •••••••••••••••• .-••••••••••••••••••• • 1 • • • • I •• 
I 

(7) Ek voel dat ek nie veel bet om op trots I 
te wees nie •••••••••••••••••••••••••••••••••••••••••••• 1 •• . ·'· ·' .. I 

(8) Ek het 'n positiewe ingesteldheid ten opsigte I 
Vail tnySelf .•••••••••••••••••••••••••••••••••••••••••••• I •• •• ( •• I •• 

I 
(9) Sams dink ek dat ek niks werd is nie ••••••••••••••••••• 1 •• 

2/ ••. 
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ProFIEL V1\N OJGI\NISASIEXEtiiEH<E 

OPilRl\Gl'E: 

1. P1aas 'n •N• (n .. nou) op die lynskaal onder elke item op die punt waar Evkan na u mening vandag staan. 

2. .As u 'n jaar of langer in Evkom was, plaas ook 'n "'V" (v • voorheen) op elke 1yn op die punt waar Evkan vo1gens u ondervinding 'n jaar of twee 
ge1ede was. 

3. As u nie 'n jaar of meer ge1ede in Evkan was nie, antwoord s1egs met 'n •N•. 

1. Tot watter uate is 
besluitnemers bewus 
van prob1eme, veral 
die op laer vlakke. 

2. Bande tussen 1JIIIbestuur 
en werknemers (d.w.s. 
vriende1ikheid tussen 
1JIIIbestuur en werk­
neuers. 

3. Mate waartoe beheec­
data (bv. boekb:>uding, 
produktiwiteit, koste, 
ens.) gebruik word as 
se1f-rig1yne of groep­
prob1eemoplossing deur 
lJIIIbestuur, of deur 
lJIIIbestuur vir straf­
en dissiplinere doe1-
eindes. · 

Oor die algeueen 
taamlik goed bewus 
van prob1eme. 

Matig1ik bewils 
van probleme. 

Bewus van samdge, 
ol'1l:le'.lus van ander. 

Dikwels onbews of 
s1egs gedeelte1ik 
bewus • 

I I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 

Bande gewonlik baie 
beg. 

Taamlik hegte bande. Ran rede1ik beg 
wees as behoorlike 
rolle gehandhaaf 
word. 

Ver vetwyderd • 

I I I I I 
I I I I I I I I I· I I I I I I I I I I I I 
I I 
0 1 2 3 4 

Gebruik vir dissi- Gebruik vir dissi- Gebruik vir dissi- Gebruik as self-rig-
pline en vir staf- pline gepaard met p1ine met k1em ge- 1yn en vir gekoordi-
doeleindes. beloning en straf, woonlik op be- neerde prcbleeoop1os-

sans strafdoeleindes; loning, m<'.ar met sing en leiding; nie 
in 'n uate as riglyne strafdoeleindes; as strafmaatreel ge-
gebruik, uaar met gebruik as riglyn bruik nie. 
ooreenkanstig met ooreenkanstig 
opdragte. opdragte; ook in 

'n uate as self­
riglyn gebruik. 

I I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 
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OIG\NISASIEVERANDERLIKE 

4. Mate waartoe werk-
nemers bul lynbestuur 
vertrou en vertroue 
in han bet. 

s. Soort houdings wat 
ontwikkel jeens 
Evkan en sy doel-
witte. 

6. Mate waartoe lyn-
bestuur vertroue bet 
in, en vertrou op 
wecknemers. 

7. Mate waartoe onmiddel­
like toesighouer oor 
die algemeen probeer 
an werknemers se idees 
en menings in te 
win en konstruktief 
te gebruik vir op­
lossing van probleme 

Geen vertroue in 
lynbestuur nie. 

I 
I I I I I 
I 
0 

Boudings baie gunstig 
en bied sterk stimu-
lering aan gedrag an 
Evkail se doelwitte 
te illplementeer. 

I 
I I I I 
I 
0 

Geen vertroue in 
werknemers 

I 
I I I I 
I 
0 

Win altyd idees en 
menings in en pro­
beer altyd om bulle 
konstruktief te·ge­
bruik. 

I 

I 

Bet onderdanige Jlansienlike maar nie Algehele vertroue 
vertroue soos by algehele vertroue nie 
baas-kneg-ver-
hooding 

I I I I 
I I ·I I I -I I I I I I I I I I I 

I 
1 2 3 4 

Houding gewoonlik Houdings sans vy- Boudings gewoonlik 
gunstig en steun andig en teen Evkan vyandig en teen 
gedrag an Evkan se doelwitte en Evkan se doelwitte. 
se doelwitte sans ten gunste van 
te illplementeer. doelwitte en steun 

gedrag nodig an 
bulle te bereik. 

I I I I 
I I I I I I I I I I I I I I I I 

I 
1 2 3 4 

Bet neerbuigende l\ansienlike maar nie Algehele vertroue 
vertroue soos by algehele vertroue nie1 in alle sake 
baas-kneg-verhouding wil steeds beheer oor 

besluitneming be. 
I I I I 
I I I I I I I I I I I I I I I I 

I 
1 2 3 4 

Win gewoonlik idees Win sans idees en Win selde idees en 
en menings in en menings va!l week- menings in van 
probeer gewoonlik nemers in vir die ~o~erknemers vir 
an bulle konstruk- oplos van probleme. oplossing van pro-
tie£ te gebruik. bleme. 

I I I I I 
I 
I 
0 

I I I I I I I I I I I I I I I I I I I I 

1 2 3 
I 
4 

IftJI 
NJ. 

2 
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OJG\NISASIEVERANDERLIKE 

B. Boe toereikend en 
akkuraat is die 
beskikbare inligting 
vir besluitneming op 
bedryfsvlak? 

9. Mate waartoe lynbestuur 
se gedrag werkneuers 
aannoedig an belang-
rike dinge in verband 
met hul werk met hul 
onmiddellike senior 
senior te bespreek 

10. wyse waarop moti-
veringskragte benut 
1o10rd. 

11. 5ywaartse kommuni­
kasie toereikendheid 
en akkuraatheid daar­
van. 

Inligting is oor die 
algeueen ontoereikend 
en onakkuraat. 

I 
I I I I I 
I 
0 

Werkneuers voel heel-
temal vry an werk-
sake met hul lyn-
bestuur te bespreek. 

I 
I I I I 
I 
0 

Vrees, dreigemente, 
straf en af en toe 
belonings. 

I 
I I I I 
I 
0 

Gewoonlik swak van­
wee kampetisie en 
vyandigheid tussen 
gelykes. 

I 

I 

Inligting dikwels 
ietwat ontoereikend 
en onakkuraat. 

I 
I I I I I 
1 

Werkneuers voel 
taamlik vry an werk-
sake met hul lyn-
bestuur te bespreek. 

I 
I I I I 

1 

Belonings en ook 
werklike of poten-
siele straf. 

I 
I I I I 

1 

Taamlik swak van­
wee kampetisie 
onder gelykes. 

I 

I 

Redelik akkurate en Betreklik volledige 
toereikende inlig- en akkurate inlig-
ting beskikbaar. ting beskikbaar ge-

baseer beide op 
metings en doel-
treffende inligting-
vloei in Evkan •. 

I I I 
I I I I I I I I I I I 

I 
2 3 4 

Werkneuers voel Werkneuers voel 
nie vry an werksake geensins vry an werk-
met hul lynbestuur sake met hul lynbestuur 
te bespreek nie. te bespreek nie. 

I I I 
I I I I I I I I I I I 

I 
2 3 4 

Belonings, af en Ekonaniese belonings 
toe straf en 'n gebaseer op 'n konpen-
mate van betrokken- sasiestelsel ontwikkel 
heid. deur deelname; groep-

deelname en betrokken-
heid in bepaling van 
doelwitte, verbetering 
van metodes, taksering 
van vordering na 
doelwilte, ens. 

I I I 
I I I I I I I I I I I 

I 
2 3 4 

Redelik tot goed. Goed tot uitstekend. 

I I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 
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12. Mate waartoe tegniese 
en professione1e 
kennis in bes1uit­
neming gebruik word. 

13. Word besluitnemi.ng ge­
baseer op individuele 
of groepwerkpatroon? 
Moedig dit spanwerk 
aan of onbroedig dit . 
spanwerk? 

14. Kragte wat aanleiding 
gee tot akkurate of 
verdraaide opwaartse 
inligting. 

S1egs gebruik indien Baie van beskikbare Baie van bEiskikbare Meeste van beskikbare 
kennis besit word kennis op boer en kennis op boer, kennis op alle vlakke 
op boer vlakke. middelvlakke word middel- en laer binne Evkan word 

gebruik. vlakke word gebruik. gebruik. 
I I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 

Net individueel, 
onbroedig spanwerk. 

FeiUik gehae1 en al 
indilridueel, ont­
moedig spanwerk. 

Beide individueel as 
groep, moedig span­
werk gedeeltelik aan. 

Boofsaaklik gebaseer 
op groeppatroon, 
moedig spanwerk aan 

I I I I I 
I I I I I I I I I I I I I I I I I I I I I 
I I 
0 1 2 3 4 

FeiUik geen kragte 
an verdraaiing te 
veroorsaak nie en 
groot kragte om ak­
kuraat te kamuni­
keer. 

Af en toe kragte tot 
verdraaiing gepaard 
met baie kragte om 
akkuraat te kamuni­
keer. 

Baie kragte tot 
verdraaiing1 ook 
kragte vir eerlike 
kamunikasie. 

Magtige kragte an 
inligting te ver­
draai en lynbestuur 
om die bos te lei. 

I I I I I 
I 
I 
0 

I I I I I I I I I I I I I I I I I I I I 
. I 

1 2 3 4 
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Hierdie is 'n opname an uit te vind wat die publiek van sekere gebeure wat ons 
samelewing in die gesig staar, dink. Elke item bestaan uit 2 stellings. Kies 
uit elke paar een stelling wat volgens u waar is. Qnkring die stelling wat u 
werklik glo die naaste aan waar is en nie die een wat u dink u behoort te merk of 
die een wat u wil he waar noet wees nie. Daar is geen regte of verkeerde 
ant\\'Oorde nie aangesien u bier u persoonlike mening lug. Maak seker dat u een 
uit elke paar stellings kies. 

1. i) 

ii) 

2. i) 

ii) 

3. i) 

ii) 

4. i) 

ii) 

Ek dink ons beskik oor voldoende middele om weghardloop-inflasie te 
verhoed. 

Daar is bitter min wat ons kan doen om te keer dat pryse verhoog. 

Mense soos ek bet min geleentheid om ons persoonlike belange te beskerm 
· wanneer dit bots met die van sterk drukgroepe. 

Ek v6el dat ons voldoende maniere bet om drukgroepe te hanteer. 

Blywende wereldvrede kan bereik word as almal van ons daaraan werk. 

Daar is min wat ons kan doen an permanente werelvrede te bewerkstellig. 

Daar is min wat mense soos ek kan doen om die wereld se opinie van 
SUid-Afrika te verbeter. · 

Ek dink daar is baie wat elkeen van ons kan doen om die wereld se 
opinie van SUid-Afrika te verbeter. 

5. i) Dit is wensdenkery om te glo dat 'n mens werklik 'n invloed kan he op 
wat in die groat samelewing gebeur. 

ii) Mense soos ek kan die verloop van wereldgebeure verander as ons ons 
stem laat boor. 

6. i) Ek voel al hoe meer hulpeloos in die lig van wat vandag in die wereld 
gebeur. 

ii) Ek voel sans persoonlik aanspreeklik vir die scmber s~ van sake in 
ons regering. 

7/ ••• 
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0MKRING ASSEBLIEF DIE RESPONS WAT U AS DIE MEES 'roEI?ASLIKE BY ELKE VRAAG BESKOU 

1. i) 
H) 

2. i) 

ii) 

3. i) 
H) 

4. i) 

ii) 

s. i) 
ii) 

6. i) 
H) 

Kinders kom in die m:>eilikheid om:'lat bulle ouers bulle te veel straf. 
Die probleern met die meeste kinders deesdae is dat bulle ouers te sag 
is met bulle. 

Op die ou einde kry rnense die respek wat bulle in bierdie wereld 
verdien. 
Ongelukkig gaan •n individu se woorde dikwels ongesiens verby ondanks 
sy harde pogings. 

Dit is onsin dat onderwysers onregverdig is teenoor studente. 
Die meeste studente besef nie tot watter mate bulle punte deur 
toevallige gebeure beinvloed word nie. · 

Sukses kom net deur harde werk, geluk bet min of niks daarmee te doen 
nie. 
Om •n goeie pos te kry hang grootliks daarvan af om op die regte tyd op 
die regte plek te wees. 

Die gemiddelde burger kan regeringsbesluite beinvloed. 
Die wereld word beheer deur 'n paar mense met mag en daar is min wat 
Jan Alleman daaraan kan doen. 

In my geval bet geluk min of niks te ooen met wat ek wil be nie. 
Dikwels kan ons besluit wat om te doen deur •n muntstuk op te gooi. 

7. i) Om baas te word hang dikwels af van wie gelukkig genoeg was om eerste 
in die regte plek te wees. 

8. 

9. 

10. 

ii) Om mense te kry om die regte ding te doen hang van verroe af en nie van 
geluk nie. 

i) 

ii) 

i) 

ii) 

i) 
H) 

Die meeste mense besef nie tot watter mate bulle lewens deur toevallige 
gebeure bebeer word nie. 
Daar is regtig nie iets soos "geluk" nie. 

Op die langtermyn beskou word die slegte dinge wat met ons gebeur 
gebalanseer met die goeie. 
Die meeste ongeluk word veroorsaak deur •n gebrek aan verroe, onkunde, 
luibeid of al drie. 

Ek voel dikwels dat ek min bebeer bet oor die dinge wat met my gebeur. 
Dit is vir my oruroontlik om te glo dat toeval of geluk •n belangrike 
rol in my lewe speel. 

11. i) Dinge gebeur met my as gevolg van my eie toedoen. 
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Qnkring die nommer wat volgens u die naaste aan die waarheid is. Die namners 
strek van die een uiterste na die ander uiterste van 'n gevoel. "Neutraal" 
impliseer dat u nie werklik enige spesifieke gevoel oor die onderwerp bet nie. 
Probeer om "Neutraal" so min as IrOOntlik te gebruik. 

1. Vir ~ is die !ewe: 
7 6 

al tyd op..~indend 

2. Ek bet in die !ewe: 
1 2 

geen doe! of 
rigting nie 

3. Elke dag is: 
7 6 

konstant nuut 
en anders 

4. As ek kon kies, sou ek: 
1 2 

dit verkies an 
. nooit gebore 

te wees nie 

5 

3 

5 

3 

4 
neutraal 

4 
neutraal 

4 
neutraal 

4 
neutraal 

3 

5 

3 

5 

5. As ek vandag moet doodgaan, sal ek voel my lewe was: 
7 6 5 4 3 

beslis die neutraal 
roeite werd 

6. As ek aan ~ !ewe dink: 
1 2 3 

wonder ek waar-
om ek bestaan 

4 
neutraal 

7. As ek die wereld met my lewe vergelyk: 
1 2 3 4 

dan verwar die 
wereld ~ heel­
terral 

neutraal 

5 

5 

2 

6 

2 

6 

2 

6 

6 

1 
net roetine 

7 
baie duidelike 
rigting en doel 

1 
presies die­
selfde 

7 
hou van nog nege 
lewens net soos 
die een 

1 
totaal waarde­
loos 

7 
sien ek a1 tyd 
die rede vir 
~ bestaan 

7 
dan pas die 
wereld en my 
lewe sinvol 
bymekaar 

9/ •.. 
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s. Met beb:ekking tot die dood, is ek: 
7 6 5 4 3 2 1 

VOOtbeJ:e1d en neutraal onvool:bel:eid 
onbeangs en bang 

9. My lewe is: 
7 6 5 4 3 2 1 

in 11!{ hande neutraal uit 11!f hande en 
enekisin 'WOrd deur ek-

beheer daarvan sterna faktore 
beheer 

10. an 11!f daagl.ikse aan te pak is: 
7 6 5 4 3 2 1 

'n bron vail neutraal • n F,iill.i.ke en 
plesier en be- vervelige onder-
vrediging v:i.nding 

1 7 DEC 1987 




