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AABBSSTTRRAACCTT  
 

Employment Practices in the Transition to Lean Production:  

Worker Perspectives in a South African Auto Components Firm   

 

Proponents of lean production (LP) argue that successful implementation is 

dependent on creating an organisational climate that complements the adoption 

and implementation of innovation. Transformation of the organisational climate, 

from a culture of adversarialism (management versus workers) and worker 

exclusion (in terms of decision making) toward a culture of co-operation and 

worker participation, is thus a necessary complement to LP. Successful 

implementation of LP, and associated practices, thus requires the commitment of 

all stakeholders.  

 

This study explores worker attitudes towards transition to LP within a chosen 

company in the South African auto components sector. The study focuses on 

understanding worker perceptions of shifts in Human Resource and Industrial 

Relations practices which are associated with the transition to LP. The research 

reports on two surveys of workers to better understand their perceptions of the 

changes to the relationships among workers, and between workers and 

management.   
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A Description of Keywords 
 

Lean Production (LP):  “There is much debate over exactly what 

constitutes a LP system” (Lewchuk and Robertson, 1997:3)  Womack and Jones 

(1990) suggest LP to be a production system that seeks to achieve better 

outcomes through continuously enhancing quality while exposing and 

eliminating waste, reducing lead times and costs. Other authors extend LP to 

include “[m]ore machinery flexibility, more manufacturability, reorganisation 

to reduce inventory and improve product flow and reorganisation of work to 

make better use of Labour’s knowledge of the production process” (Lewchuk 

and Robertson, 1997:3).  

  

Organisational Culture: “Organisational Culture exists simultaneously on 

three levels. At the deepest level are assumptions; basic beliefs about reality and 

human nature. Secondly it is constituted of values, social principles, goals and 

standards thought to have intrinsic worth. Thirdly, surface artefacts which are 

the visible and tangible results of activity grounded in values and assumptions” 

(Schein, 1985,,cited in Baer and Frese, 2003: 48). 

 

Organisational Climate: “How individuals generally perceive the 

organisation’s characteristics” (Glick, 1988, cited in Baer and Frese, 2003: 47). 

 

I.R. Climate:   “The aggregated perceptions of IR systems operating 

within organisations”(Bluen & Donald, 1991: 12). 

 

Worker participation:  “An encouragement of decentralisation of 

decision making and broader worker participation and empowerment in 

controlling their own work process” (Pfeffer et al, 1995:4). 
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Empowerment: “To invest with legal power and authorise workers” 

(Readers Digest Dictionary, Vol.1, 1984: 554). “Broader worker participation 

and workers controlling their own work processes” (Pfeffer et al, 1995: 4). 

 

Transition: “The change of a system from one energy state to another” 

(Readers Digest Dictionary, Vol.2, 1984:, 1755). 

 

Adversarialism: In this paper, it refers to relationships of strongly opposed 
interests (Readers Digest Dictionary, Vol.1, 1984: 34). 
 
 

Traditional Management Methods: In this paper, it means a mode of thought 

or behaviour, with regard to management methods, followed by people from 

generation to generation (Readers Digest Dictionary, Vol.2, 1984: 1751). 
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Employment Practices in the Transition to Lean   Production:  
 
Worker Perspectives in a South African Auto Firm  
 
 
CHAPTER 1 
 
1. INTRODUCTION 
 
 

Proponents of Lean Production (LP) argue that successful implementation is 

dependent on creating an organisational climate that complements the adoption 

and implementation of innovation. Transformation of the firm’s distinctive 

organisational climate, from a culture of adversarialism (management vs workers) 

and worker exclusion, toward a culture of co-operation and worker participation, 

is thus a necessary complement to LP. Successful implementation of LP, and 

associated practices, thus requires the commitment of all stakeholders.  

 
A thread which runs through all the literature reviewed is that there is an 

understanding that Organisational Climates serve as the building blocks for 

innovative systems. While authors debate whether or not the climates affect 

various outcomes, they all agree that organisational climates exist. They also 

agree that climates are fundamental to the functioning of internal organisational 

systems. It is also argued “that several different climates coexist in any 

organisation” (Schneider & Snyder, 1975, cited in Bluen & Donald, 1991: 12). It 

is with reference to this argument that this study seeks to explore the existence 

and relationships of the various constructs in climates within an organisation and 

the implications for the phased implementation of LP.   

 

This paper is based on the argument that world class innovations like Lean 

Production (LP) need supportive organisational climates, including a conducive 

Human Resources / Industrial Relations (HR/IR) climate, in order to be successful 

in the long term. The study is also based on the argument that HR/IR should be 

central to organisational change cultivating climates which support such change. 

Furthermore, it can be argued that workers need to be included in creating the 
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environments for positive organisational climates. This encourages workers to 

completely adopt in-company climates and organisational innovative change as 

their own. 

 

Chapter one introduces the macro context of the study, and briefly discusses 

organisational change. Later chapters document the business context of the 

organisation observed, including the changes in production and HR/IR strategies, 

policies and practices. The study seeks to understand worker perspectives of the 

various dimensions of the organisational climate and the work place context in the 

automotive component firm that is the subject of this study. The study will 

identify that changes in a business context affect work place contexts and, in turn, 

affect worker attitudes and behaviours. 

 

In order to limit the study in terms of size and scope, the study focuses on 

climates which affect and relate to HR/IR practices. The study acknowledges that 

South African organisations have additional challenges as the country goes 

through a transition from an apartheid political history to a system of democracy 

which in turn affects all levels of social and industrial relationships and systems. 

 
 
 
1.2.  Macro Context of the Study  
 
Since the late 1970’s, South African employers have had to consider alternative 

strategies to Labour relations since empowered unions forced shifts in 

management styles to accommodate unions at the work place (Finnemore, 1996: 

119).   

 

While the South African economy was focused on political issues leading up to 

political transition in the 1990s, international management systems together with 

production systems began to address change in the business environment. In the 

1980’s and early 1990’s, the Fordist model of mass production and work 

organisation came to be viewed as cumbersome, inefficient, unable to respond 
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rapidly to changing consumer tastes, and wasteful of the creative potential of 

production workers (Womack et al, 1990; MacDuffie, 1995; Adler and Cole, 

1993;  Adler 1992, in Lewchuck and Robertson, 1997:3).  

 

In order for companies to remain competitive in a global economy, studies have 

shown that there is an imperative for continuous improvement in quality and 

efficiency on the factory floor (Lewchuck and Robertson, 1997; Womack et al, 

1990; Baer and Frese, 2003; Locke et al, 1995: xv). 

 

“Organisations need to keep abreast of emerging and current trends” (Baer and 

Frese, 2003: 45). Organisations with outdated strategies will be left behind and 

may not survive. In order for South African firms to compete and interact with 

first world industries, transformation to lean production and lean thinking has to 

be driven from within organisations.  

 

LP has different descriptions by different authors. In their seminal study, Womack 

et al (1990) define Lean Production as a system that seeks to achieve better 

outcomes through continuous quality enhancement simultaneously exposing and 

eliminating waste, reducing lead times and costs. According to Lewchuk and 

Robertson (1997: 3), lean production involves “more machinery flexibility, more 

manufacturability, reorganisation to reduce inventory and improved product flow 

and reorganisation of work to make better use of labour’s knowledge of the 

production process”. 

 

Research suggests that management change the way they think about industrial 

relations and the workforce before transition to systems like lean production (LP) 

(Pfeffer et al, 1995:1 (online)).   

 

Improvement in competitiveness typically also requires changes in organisational 

climate, and a shift from hierarchical systems to flatter structures. Changes in 

human resource (HR) and industrial relations (IR) management and a range of 

associated practices are also required (Pfeffer et al, 1995: 3-6). This paper is based 
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on the argument that HR/IR is central to organisational climate. In-company IR 

policies are devised to manage labour-management conflict. A measurement of in-

company IR will reflect how well the system functions (Bluen & Donald, 1991: 

13).  Therefore, HR/IR should be central to communicating organisational 

innovation and improvement.      

 

In light of the conflict in South African workplaces, largely attributable to racial 

discrimination and autocratic leadership styles, any process of change for workers 

who have a heritage of adversarialism would hold its own difficulties.  However, 

in spite of past injustices, historical prejudice and adversarialism, there now exist 

success stories of change in the South African motor industry. This study focuses 

on a company that is in the early stages of the transition toward LP. In particular, 

it focuses on worker attitudes and perceptions of the changes in HR/IR climate 

and factors contributing to organisational climate that are accompanying the 

transition towards lean production.  

 

It is important to understand to what extent management has changed attitudes on 

the shop-floor and whether the energy from adversarial relationships is being 

redirected towards common organisational goals and business survival, and 

growth. Periodical measurement of worker satisfaction, commitment and 

motivation can be used to monitor continuous improvement in HR/IR.  Identifying 

worker perceptions of HR/IR practices provides opportunities for system 

improvement and change processes to be successfully monitored and 

implemented with long term sustainability. The outcomes of this study indicate 

the relationships between climate variables which either drive or affect work place 

contexts and worker attitudes or behaviours. 

 

The survey tests worker perceptions of the organisation’s climate, and draws 

attention to issues that may otherwise have been over-looked by management. The 

results from the surveys of employees that were conducted a year apart could be 

used to assist the organisation in further planning and the implementation of the 
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LP process. This study looks at the foregoing concerns with specific reference to a 

firm in the auto components industry, Xco.  

 

1.2.1.  Background of the Organisation     
 

The identity of the company will not be disclosed, at the company’s request. Xco 

manufactures engine components for export.  The company was chosen for the 

study because it is in the process of interesting structural changes. Since 2003, the 

company has been in the process of planning and implementing strategies that are 

leading towards LP.  A series of structural changes included the change of 

ownership in the year 2000, top management restructuring around 2003, overall 

organisational restructuring and a production process change in 2005/6.  The 

surveys of employees conducted in 2006 and 2007 should provide interesting 

insights into what HR/IR adaptation plans hold for the in-company changes.  

 
1.2.1.1.  Organisational  Changes 
 
1.2.1.1.1.  Management Changes 
Since 2004, five Divisional Managers were appointed. This leaves only two 

managers (out of eight) who have more than three years’ experience with the 

company.  

 

Due to structural and production changes, the organisation is struggling with a 

mixture of issues in order to stabilize the organisational climate while many 

managers are still finding their feet in new positions, and employees are also 

adapting to new conditions.  

 

1.2.1.1.2. Production & HR/IR Strategies & Changes 
Interesting changes have occurred between 2003 and 2007.  Production managers 

were promoted into positions and, in some departments, the manager changed 

three times during this period.  In 2003 the organisation employed a new 

Manufacturing Manager, who previously was contracted as the Change 

consultant, to assist in directing the company toward LP and World Class 
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Manufacturing (WCM) methods. This manufacturing manager is the 

organisation’s current change agent. 

 

In addition to management changes, a few employees were transferred across 

plants, while one of the plants was extended to accommodate a third production 

line which included the movement and introduction of new machinery. Within 

each plant, workers shifted positions and structural changes also occurred within 

non-management ranks.  All the above-mentioned changes challenged the 

organisation as well as the workers who had to adopt these changes. 

 

In 2003, the production department started research and development of a third 

production line, which would take a few years to put into place. 

 

HR/IR department employed a new manager and instituted a new structure within 

HR/IR. This held promise of major change within HR/IR and the way in which 

the system functions.  

 

Further details regarding the business context are discussed in Chapter 4. 

 

 

1.3 Research   Questions 
 

Baer and Frese (2003)  argue that successful implementation of LP is dependent 

on creating an organisational climate that complements the adoption and 

implementation of innovation.   

 

 The aim of this study is to explore worker attitudes towards HR/IR in the 

transition to lean production (LP) in a single firm in the auto components sector. 

“HR/IR is considered a specific climate within organisational climate” (Bluen & 

Donald, 1991: 12). The rationale is discussed in the literature review of Chapter 

Two. 
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The questions thus are: 
 
1.  What HR/IR and production changes have been implemented in recent 

years? 
 
HR/IR and production changes are described in chapter 4. 
 
 
2. What are workers’ present attitudes to HR/IR practices?  

 

The survey of worker attitudes addresses this question in its entirety and reports 

the results of current attitudes to HR/IR practices.  Survey results will indicate the 

extent of each variable within the HR/IR climate and the relationships between 

them. 

 

1.4 Conclusion 
This project is composed of six chapters. Chapter 2 presents the theoretical 

framework guiding this project as well as a review of literature informing this 

project. Chapter 3 presents the research methods and procedures used in the 

research. Chapter 4 presents detailed information collected at the organisation in 

order to contextualise the results. The data analysis and discussion of results are 

presented in Chapter 5, while Chapter 6 serves as the conclusion. 
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CHAPTER 2:  
 
 
2. ANALYTICAL FRAMEWORK 
  
 

Figure 1, The Framework for Analysing Employment Practices, developed by 

Locke, Kochan & Piore (1995: xxvii) provides the basis of the analytical 

framework for this study. The Locke et al framework highlights how HR/IR 

practices are shaped by management strategy, the production system and the IR 

context. These in turn shape outcomes for workers, firms and the economy. 

However, this framework neglects to fully develop the consequences for 

individual workers and how their attitudes are shaped by changes in the 

production system, work organisation and HR/IR practices.   

 

Figure 2 draws on theoretical ideas by Locke et al (1995) to establish key 

concepts that will inform my conceptual framework.  Rather than focus on all 

elements of the Locke et al (1995) model, this project focuses on those elements 

highlighted in Figure 2. The key contextual factors and explanatory forces that 

will be discussed are:   

• Business Context, under headings of Business Environment, Production 

and Human Resource / Industrial Relations will be discussed in chapter 

four.  

• Organisational climate with reference to Climate for initiative, Climate for 

Psychological Safety, Company IR Policy, Communication and Worker 

Representation, is discussed in Chapter Two and drawn out in the survey.   

• Individual Attitude & Behaviour - Intrinsic Job Motivation, Job 

Satisfaction and Organisational Commitment 
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Locke, Richard, Kochan, Thomas and Piore, Michael (eds). 1995. Employment Relations in a Changing World Economy (Cambridge, 

Massachusetts: MIT Press). 
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2

ANALYTICAL FRAMEWORK

Hypothesis 3 –
Individually the 
Organisational 
Climate variables will 
each have a positive 
impact on the 
Individual Attitude & 
Behaviour variables.
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2.1. Definitions of variables 

 

ORGANISATIONAL CLIMATE 

 

“Climate for initiative refers to formal and informal organisational practices and 

procedures guiding and supporting a proactive, self-starting, and persistent 

approach toward work” (Frese et al, 1996, 1997 in Baer & Frese, 2003: 48). 

 

“Climate for Psychological Safety is an employee’s sense of being able to show 

and employ one’s self without fear of negative consequences of self-image, status 

or career” (Kahn, 1990: 708 in Baer & Frese, 2003: 50).  

 

“In-Company IR Climate is defined as the aggregated perceptions of IR 

Systems operating within organisations” (Bluen & Donald, 1991: 12). 

 

Communications  

“Generalised organisation communication system and communication systems 

specific to IR communication structures, each with its own unique function, are 

prerequisite to a sound in-company IR system. These are the grievance procedure 

for constructive conflict resolution” (Gordon & Miller, 1984 in Bluen & Donald 

1991: 13), “the disciplinary procedure to reduce managerial inconsistencies, set 

standards and prevent conflict escalation” (Beary, 1985 in Bluen & Donald 1991: 

13) “and the employee representation structure which provides a formalised 

framework for in-company labour-management decision making” (Hyman, 1977 

in Bluen & Donald 1991: 13) “and serves to protect employee rights” (Bluen & 

Donald, 1991:13).  

 

Worker Representation 

As discussed under communications, “the employee representation structure 

provides a formalized framework for in-company labour-management decision 

making” (Hyman, 1977 in Bluen & Donald 1991: 13) “and serves to protect 

employee rights” (Bluen & Donald 1991: 13). 
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WORKPLACE CONTEXT 

 

“Interpersonal trust at work refers to the extent to which one is willing to 

ascribe good intentions to and have confidence in the words and actions of other 

people. This willingness will in turn affect the way in which one behaves towards 

others” (Cook & Wall, 1980: 39).  

 

 

Personal need non-fulfilment (participation in decision making) refers to “the 

needs of people in non-managerial and non-professional jobs where the 

opportunities for the satisfaction of such needs are relatively restricted by the 

nature of the tasks performed. Job redesign programs are moving towards 

incorporating into job structures the possibility of increasing higher order need 

satisfaction” (Cook & Wall, 1980: 41).  

 

 

Supervision 

“Competent supervision is management’s representative on the shop-floor, 

enacting regulatory processes, dealing with employee problems and profoundly 

influencing the functioning of both formal and informal IR processes” (Baer, 

1970; Briggs, 1981; Piron et al, 1983 in Bluen & Donald 1991: 13).   

 

INDIVIDUAL ATTITUDES and BEHAVIOURS 

 

“Job Satisfaction is the degree to which a person reports satisfaction with 

intrinsic and extrinsic features of the job. Total job satisfaction is the sum of all 

separate items, and overall job satisfaction is reported satisfaction with the job as 

a whole. Intrinsic satisfaction is satisfaction toward personal achievement and 

extrinsic satisfaction arises from features such as additional pay or good working 

conditions” (Warr, Cook & Wall, 1979: 133).  
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“Organisational Commitment refers to a person’s affective reactions to 

characteristics of his employing organisation. It is concerned with the feelings of 

attachment to the goals and values of the organisation, one’s role in relation to 

this, and attachment to the organisation for its own sake rather than for its strictly 

instrumental value. As a positive outcome of the quality of work experience, the 

concept can be regarded as a factor contributing to the subjective well-being at 

work” (Cook & Wall, 1980: 40).   

 

Intrinsic Job Motivation as defined by Warr, Cook & Wall (1979: 133) is 

viewed as the degree to which a person wants to work well in his or her job in 

order to achieve intrinsic satisfaction.  

 
 
2.2. LITERATURE REVIEW 
LP strategies are implemented by organisations seeking to align themselves with 

world class manufacturing and state of the art techniques as well as to improve 

efficiency and profits, thus becoming more competitive. LP strategies such as 

HR/IR or process innovation and initiatives need to be accompanied by climates 

that complement the adoption and implementation of such innovation (Baer and 

Frese, 2003). 

 

Successful implementation of LP requires the support of various strategies and 

climates within the organisation. The LP or lean thinking paradigm stresses the 

building of high-trust relationships, and the development of non-adversarial 

systems of HR/IR. In turn, and as agreed by Clark and Clegg (2000), enhanced 

communication has to go hand in hand with a restructuring of HR/IR away from 

adversarialism and centralisation toward a more participative system. 

 

There is a wide variety of constructs that are associated with employment 

practices in the context of LP process implementation and the organisational 

climate that complements the adoption of such innovations. LP proponents 

(Womack et al, 1996; Hays, 2002; Baer & Frese, 2003) argue that manufacturers 
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seeking the successful implementation of LP practices must develop a receptive 

organisational climate that includes changes in employment practices. 

 

2.2.1. Organisational Climates  
 

“Climate refers to surface level manifestations of underlying values and 

assumptions” (Denison, 1996, cited in Baer and Frese, 2003: 48). Climates are 

individual, but inter-dependent constructs that make up a culture. “Culture 

constitutes a ‘deeper, less consciously held set of meanings than most of what has 

been called organisational climate” (Reichers and Schneider, 1990: 24, in Baer 

and Frese, 2003: 48). 

 

One such climate is HR/IR. There is strong evidence in the literature to support 

the argument that effective implementation of LP would require a HR/IR climate 

that includes workers as participating and contributing individuals.  Proponents of 

LP (Womack et al, 1996; Hays, 2002; Baer & Frese, 2003) argue that multi-

directional communication and cultural change are the cornerstones of LP's 

success in all structures and levels of the organisation.  In turn, communication 

and climate change are central to HR/IR strategies within an organisation.  

Therefore, the success of LP implementation in a South African (SA) organisation 

requires a change in HR/IR climate. This means that LP implementation will 

require a major shift in the context of people relationships and their perspective of 

Industrial Relations (IR) and system changes in SA. 

 

2.2.1.1. In-Company HR / IR Policy 
Traditional methods of management can be defined as the use of an authoritarian 

approach where “management reserves the exclusive right to direct and control 

methods of processes and means of handling work” (Lewchuck and Robertson, 

1997: 5, cited Babson, Vol.18, 1993:7)   Traditional methods in HR/IR practices 

within traditionally organised plants are not compatible with LP. Pfeffer et al 

(1995) argue that changing HR/IR practices should be closely associated with LP 

as achieving competitive success through people involves fundamentally altering 
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how managers think about the workforce and the employment relationship.  

This statement falls within Clarke and Clegg’s (2000) argument that organisations 

develop a deep-rooted organisational culture as a basis from which to organise 

transformation in the workplace.   

 

Bluen & Donald (1991: 13) explain how the IR climate develops through internal 

communication and in-company relationships. HR/IR systems act as guidelines 

and communication strategies support inclusion of worker participation in 

decisions around developments which affect their jobs.    Hay (2002) argues that 

teamwork calls for a move toward collective effort, joint goal sharing, increased 

interdependency and the promotion of co-operative orientation. This implies that 

work environments where the workers function as an integral part of 

interdependent and collective systems such as HR/IR will promote further co-

operation (Hay 2002). 

 

2.2.1.2. In-Company IR in South Africa 
South Africa faces a mammoth task to change an entire country's way of thinking 

after political change. As industry in South Africa seeks to change their internal 

company climate, it needs to attempt this within a changing society that is 

adjusting to political change and the correction of past injustices.  This 

organisational change not only has to accommodate change in the way people 

communicate and respect each other in the work environment, but also has to deal 

with the country's major restructuring away from the values and beliefs of the 

apartheid system. Serious consideration has to be given to attitudes of workers 

and management alike, particularly where there are cases of previously 

disadvantaged workers and previously advantaged managers.  As often is the case, 

traditionalist managers find it difficult to adjust and accept worker contribution to 

direct or control methods of work, and thus slow the process of development 

toward modern styles of HR/IR. Previously adversarial parties have to overcome 

issues of the past in order to develop trust.   

 

 

 

 

 



 25
IR Climate is argued by Bluen & Donald (1991) to be made up of various 

constructs including: Company IR Policy, Communication, Supervision, and 

Worker Representation. Bluen and Donald (1991) “provide an in-depth view of 

in-company IR in South African industry”, basing their argument on Nicholson’s 

(1979) view that the IR climate develops through internal communication and 

labour/management relationships. Therefore, in-company IR in turn will show the 

organisation’s HR/IR climate.  

 

They studied components of in-company IR, namely, industrial relations policy, 

supervision, worker representation, grievance procedures, disciplinary procedures 

and organisational communications. Their study was based on information from 

members of three South African mines. Bluen & Donald (1991: 12) supported 

Nicholson’s (1979) view that investigating the  IR climate can help explain 

labour/management relations by providing a link between relevant and/or 

organisational structures (i.e. in-company IR systems) and industrial conflict. 

They suggest that “aspects of IR climate have been related to organisational 

performance, inter group conflict, labour turnover, absenteeism and 

communications” (Bluen & Donald, 1991: 12). Four of these components, 

namely, In-Company IR, Supervision, Worker Representation and organisational 

communication have been used in this study. Grievance and Disciplinary 

procedures were left out as triangulating results against factual documentation 

would prove a problem in environments where the organisation is not open to 

allow external studies of their documentation, as was the case at Xco. 

 

“In-company IR is shaped by the rules and procedures governing labour-

management relations and the actions of workers and management; therefore, a 

viable, fair IR policy, acceptable to both parties, provides the basis for sound in-

company IR” (Brewster, Gill & Richbell, 1981; Salamon, 1987, in Bluen & 

Donald, 1991: 13). An efficient organisational communication system is essential 

for In-Company IR to be effective (Bendix, 1989, in Bluen & Donald, 1991: 13). 

Clear, open channels of labour-management communication can thus reduce the 

potential for conflict. Therefore, workers’ attitudes to IR policy are reflections of 
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the worker / management relationship and reflect whether the IR policy works 

to link the two. It is the contention here that Company IR policies will affect 

worker participation in decision making and communication.  

 
2.2.1.3.  Climate for Initiative 
Evidence suggests that individual-level personal initiative is related to better 

performance.  Frequently, initiative is not welcome as some are threatened by 

those who come up with new ideas; however, long term gains include smoother 

production, better implementation of innovations and, ultimately, better 

performance (Baer & Frese, 2003: 49). 

 

Baer & Frese (2003: 48) argue that formal and informal organisational practices 

and procedures, guiding and supporting a proactive, self-starting, and persistent 

approach toward work are potentially helpful in increasing organisational 

performance through encouraging a high level of initiative in the workforce.  In 

such a climate, actions and ideas that help production are self-started even if 

nobody is around to help or give orders, and difficulties and problems are met 

with persistence to overcome them. All of these factors should help to increase 

smooth production, thereby increasing company performance. A climate for 

initiative should therefore increase the general organisational level of performance 

(Baer & Frese, 2003: 49). 

 

Their results suggested that climates for initiative and psychological safety should 

be incorporated into conceptualisation of change management processes. Climate 

for initiative encourages and leads to proactive behaviour. A hypothesis tested in 

this study, therefore, is that a measure of climate for initiative will lead to a viable 

climate for Psychological safety and, in turn, to improved communication, 

understanding and participation in decision making.  

 

2.2.1.4.  Climate for Psychological Safety 
“Psychological safety refers to a work environment where employees are safe to 

speak up without being rejected or punished” (Baer and Frese, 2003: 50). It also 

refers to feeling safe to communicate openly without fear. 

 

 

 

 



 27
Brown & Leigh (1996, in Baer and Frese, 2003: 50) studied the process by 

which employee perceptions of the organisational environment are related to job 

involvement, effort and performance. They found direct psychological safety 

linkages related to job involvement and indirect linkages to effort and work 

performance in an organisational environment. Literature on the subject reveal 

that, when employees perceive the potential for satisfying their psychological 

needs in the workplace, they engage themselves more completely and invest 

greater time and effort in the organisation’s work. Baer & Frese (2003:, 50) cited 

Brown & Leigh (1996) who adopted Khan’s (1990) definition of psychological 

safety as the employee’s “sense of being able to show and employ one’s self 

without fear of negative consequences to self-image, status, or career”.  

 

“Team psychological safety can be defined as a shared belief that a team is safe 

for taking inter-personal risks” (Baer & Frese, 2003: 46). They found strong 

support for team psychological safety and team learning behaviour, which in turn 

was related to team performance.   

 

Psychological safety, as discussed by various authors, contributes to the climate 

for initiative, interpersonal trust, communications, and participation in decision 

making, as it creates the safe space for workers to develop these constructs.  

Therefore, it is expected that psychological safety will show relationships to 

climate for initiative, interpersonal trust, communications, and participation in 

decision making. 

 

2.2.1.5. Communication 
The strength of the links in communication determines the quality of outcomes in 

relationships, and the overall success of concepts such as LP.  LP demands the 

effort of team-based quality communication and the openness of communication 

is in turn an important aspect of the overall organisational climate.  The same 

applies to non-adversarial Industrial Relations and high trust relationships which 

are central to the concept of LP. Improved communication is a fundamental link 

to system improvement and climates that support such improvements. “Improved 
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communication may increase the opportunities for worker participation where it 

includes and involves workers in day-to-day problem solving. With some 

influence over how [workers] perform their work, it creates opportunity to 

enhance the quality of their working life” (Lewchuck and Robertson, 1997: 2). 

Therefore, an improvement in the level of communication between workers and 

management will indicate the current level and/or quality of their relationships. 

The measure of communication is expected to indicate the extent to which 

workers participate in decision making. 

 
2.2.1.6. Worker Representation 
Worker representation forms an integral part of the organisational communication 

system. Worker representatives represent the shop floor and negotiate on behalf of 

labour. They also participate and consult with management on decisions around 

development within the organisation.  They bargain and negotiate on all levels 

within the organisation and outside the organisation.  This includes presenting to 

colleagues, HR/IR, Production, Manufacturing, Executive management, and 

externally to the union who, in turn, represents them at bargaining council and 

industry level.  Therefore, it is expected that the survey will indicate the strength 

of the worker representative position and its relationship to other constructs. 

 
2.2.2. Workplace Contexts 
2.2.2.1. Interpersonal Trust 
A South African study concentrating on trust, by Hay (2002), investigated 

employee / management trust and found that, without trust, communication within 

the organisation cannot drive successful and lasting change. People need to trust 

each other in order to place faith in the process of change. This study further 

found that trust between team members was fundamental to the functioning of the 

organisation and saliently promoted co-operative behaviour. Their findings further 

suggested that trust between team members is positively associated with more 

open communications.  

 

Trust facilitates change in teams toward open communication in LP practices 

where problems are easily identified and solved (Payne, 1990; Helms, 1990; 
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Peters, 1994, cited in Hay, 2002: 43, 46). “Teamwork also calls for a move 

toward collective effort, joint goal sharing, increased interdependency and the 

promotion of co-operative orientation” (Safizadeh, 1991, cited in Hay, 2002: 43). 

Therefore, communication is expected to determine how much interpersonal trust 

exists.  

 

2.2.2.2. Supervision  
Supervision relates to communication and company IR policy as well as having 

links to all the other variables. Supervisors communicate with workers as first line 

management on behalf of top management. This is the most common interaction 

between management and workers.  Workers, in turn, communicate to worker 

representatives who in turn report to HR/IR and the union on behalf of workers. 

Therefore, it is expected that these four constructs will show inter-relations.   

 

2.2.2.3. Participation in decision making 
Participation in decision making refers to Cook and Wall’s (1980) Maslow type of 

higher order of needs scale. Personal needs non-fulfilment, as used by Cook and 

Wall (1980), imply that the needs in question are not fulfilled.  Cook and Wall’s 

questions focused on “the degree to which Maslow-type ‘higher’ needs are 

satisfied in a job or work environment and not on the individual differences” 

(Cook and Wall, 1980: 41).  However, this study focuses on questions which 

address those needs which allow the worker to participate in decision making with 

regard to his / her job. The survey questions, addressing personal needs non-

fulfilment, were adjusted to reflect levels of participation in decision making. 

 

2.2.2.4. (i) Traditional methods 
“Sometimes traditional managers purposely try to reduce their employees’ 

influence and control over organisational matters. They seem to believe that 

organisational control is a fixed, finite entity that emanates unilaterally from the 

top of the organisational hierarchy” (Abdel-Halim, A.A., 1983b, in Sagie & 

Koslowsky, 2000: 21). “According to this method, worker participation should be 

avoided, because an increase in the subordinates’ control implies that 

management loses an equal amount of control” (Sagie & Koslowsky, 2000: 21). 
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“Thus there is little potential for independent actions and no respect for 

workers’ contributing knowledge, intelligence and skill, resulting in a waste of the 

creative potential of production workers” (Womack et al, 1990, cited in Lewchuk 

and Robertson, 1997:3). Traditional managers thus exclude workers from decision 

making around work, exploit workers, and treat workers in a condescending 

manner. These managers can be abrasive in the extreme.   

 

“Contemporary models of work organisation claim to make better use of worker 

knowledge of the production process, enhancing the role of individual workers in 

workplace decision making, and blurring the division of labour between 

management and production workers. For policy makers, these new models of 

work organisation, based on the concept of flexible empowered workers, are 

increasingly seen as the key to employment and productivity gains” (Lewchuck & 

Robertson, 1997: 2). “They are also promoted as a form of work organisation 

which will give workers more control over their work environment, thereby 

enhancing their quality of working life” (Womack et al, 1990, cited in Lewchuck 

& Robertson, 1997: 2).  

 

2.2.2.4. (ii) Worker Participation 
This paper argues that it is necessary for HR/IR to promote worker participation 

in decision making as part of HR/IR strategy to the process of LP implementation. 

HR & IR should form an integral part of LP. Pfeffer et al (1995) argued that 

HR/IR practices are closely associated with LP in order to achieve competitive 

success through people. “In order to remain competitive companies in the auto 

component industry need to adopt new and innovative HR/IR practices” (Pfeffer 

et al, 1995: 9), a trend that emphasizes higher worker involvement in decision-

making, in order to benefit from worker experience.  “Workers seen as intelligent, 

competent and valued partners respond positively and co-operate with 

management toward common goals” (Sagie & Koslowsky, 2000: 20, cited in 

French, Israel and As, 1960). In effect, relationships between workers and 

managers drive the process toward LP.   
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Sagie & Koslowsky (2000: 19) cited Erez and Arad (1986), Locke, Latham and 

Erez (1988) and Vroom and Yetton (1973). They discuss the importance of 

worker participation in decision making, how it includes their immediate interest 

and motivates worker acceptance of decisions made as a result of their 

participation. “The importance of workers buying into new concepts of change is 

fundamental to its success. The motivational mediators considered are 

recognition, role and task clarity, sense of meaning, sense of control, self-efficacy, 

extended goal level, commitment to the joint decisions, shared values, trust in and 

identification with management” (Sagie & Koslowsky, 2000: 19, citing Erez & 

Arad, 1986; Locke, Latham, & Erez, 1988; Vroom & Yetton,1973).  

 

“Through effective mediating variables, management participatory practices affect 

work outcomes.  Without these variables no positive outcomes can be expected”. 

(Sagie & Koslowsky, 2000: 23).  The level of worker participation in decision 

making with regard to new concepts and policies relates to their organisational 

commitment in that they buy into such concepts by way of their participation. At 

the same time this can be an indication of management’s support for new concepts 

and theories of power and responsibility sharing. Therefore, it is expected that 

organisational commitment is improved by workers’ participation in decision 

making. 

 

“Management directly influence worker motivation through their choice of 

management style and methods.  There are two fundamental determinants of 

sustainable success. The first is managing people more effectively. The second is 

that the change in culture - how people are managed and the effects of this on 

their behaviour and skills needs to be comprehensive” (Pfeffer et al, 1995: 2 

(online)).  

 
Individual outcomes of trust and commitment as well as initiative are 

requirements for successful employee participation. The adoption of appropriate 

individual attitudes impact climate change and motivates workers to drive 

business outcomes as the outcome determines the success, or otherwise, of LP 
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implementation.  This emphasises the importance of communication among 

employees. “Without the fundamentals of open communication it will prove 

difficult to have success among employees working in teams or inter-related 

groups” (Hay, 2002: 46). 

 
2.3 Detailed Hypothesised Model, Figure 3. 
It is hypothesised that Organisational Climates, made up of Climate of Initiative, 

Climate for Psychological Safety, Company IR Policy, Communication and 

Worker Representation provide the Workplace context conducive to higher levels 

of Interpersonal Trust, Participation in Decision Making, and Supervision. This in 

turn has a positive impact on Individual Attitudes and Behaviours measured by 

Job Satisfaction, Organisational Commitment and Intrinsic Job Motivation.  

 

The desired outcome of the project is to find a response to the research questions 

and support for the hypotheses as shown in the framework presented in Figure 2 

and further detailed in Figure 3. 
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2.3.1. Hypotheses as depicted in Figure 3 and discussed in the literature 

review. 

This section explains the relationships between variables depicted in Figure 3, 

which are discussed in the literature review earlier in this chapter. 

 

1. Organisational Climate (comprising the Climate for Initiative, the Climate 

for Psychological Safety, the In-Company IR Policy, Communication and 

Worker Representation) has a positive impact on Workplace Context 

variables (Interpersonal Trust, Participation in Decision Making and 

Supervision). 
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2. Workplace Context variables (comprising Interpersonal Trust, 

Participation in Decision Making and Supervision) are expected to have a 

positive impact on the Individual Attitude & Behaviour variables (Intrinsic 

Job Motivation, Job Satisfaction and Organisational Commitment). 

3. Organisational Climate variables (Climate for Psychological Safety, 

Climate for Initiative, and In-Company IR Policy, Communication and 

Worker Representation) will each have a positive impact on the Individual 

Attitude & Behaviour variables (Intrinsic Job Motivation, Job Satisfaction 

and Organisational Commitment).  

4. All independent variables (under the Organisational Climate heading) - 

Climate for Initiative, Climate for Psychological Safety, In-Company IR 

Policy, Communication and Worker Representation – co-vary with one 

another.  

5. The Workplace Context variables (Interpersonal Trust, Participation in 

Decision Making and Supervision) co-vary with one another.  

6. The Individual Attitude & Behaviour variables (Intrinsic Job Motivation, 

Job Satisfaction and Organisational Commitment) co-vary with one 

another. 

 

Figures 2 and 3 attempt to simplify the presentation of the links discussed above 

and earlier in this chapter. These frameworks also allow the resulting discussion 

to be structured in such a way that the hypotheses can be addressed according to 

the diagrams. 

 
 
2.4. Conclusion 
 

In sum, the analytical framework seeks to address whether Organisational 

Climates have a positive impact on workplace context. This in turn is expected to 

influence outcomes in worker attitudes and behaviours, and thus provide a more 

favourable environment for the LP implementation process in the long term.   
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The literature review provides reason for the variables chosen in this study. The 

argument in this project is that organisational climates are indirectly responsible 

for worker attitudes and behaviours, which in turn build the fundamental 

foundation for the success of long term systems like Lean Production.  

This project also aims to draw attention to variables often considered as least 

important to strategy by organisations, when in actual fact they should be among 

the fundamental considerations in organisational change. 
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CHAPTER 3 
 
3. RESEARCH  METHODS 
 

A combination of methods was chosen for this study because it provides an 

opportunity to study the in-company HR/IR relationships from more than one 

perspective. This paper uses two methods for collecting and analyzing data:  

1. Interviews with role players (qualitative research which will allow in depth 

study). 

2. A survey of worker attitudes (quantitative research). 

 

A case study is suitable to a small-scale investigation, in this instance, chosen as it 

is used to increase understanding of worker perspectives of HR/IR. In this case, 

the focus of attention is on the case and not the industry (Nunan, 1986:76). The 

empirical research of experience and observation focuses on management 

initiative and worker attitude in a South African organisation using both 

qualitative and quantitative methods. 

 

The quantitative element involved a survey of worker attitudes while the 

qualitative element included interviews with role players within Xco. Qualitative 

methods were used to gather the background information on the company and to 

provide the context within which the study took place. The recent history of the 

organisation with reference to relationships, culture and climate is drawn from 

interviews with the CEO, change agent, managers and the union representatives. 

Xco policies, procedures and records are not readily available for public scrutiny 

and were treated as confidential company information. This complicated the 

collection of data from company records. The broader organisational changes, 

discussed in Chapter 4, are drawn from the interviews to address the macro 

context of the study and research questions relating to the relationship between 

organisational change, the Organisational Climates that support these changes and 

Individual Attitudes and Behaviours that contribute to the Organisational Climate. 
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In many cases company records may reflect only management perspectives. In 

many instances influential factors may have been eliminated or just left out of 

records and minutes, as records do not reflect management errors or matters 

which will tarnish the company’s reputation. On these grounds, a survey of 

worker perspectives was chosen to overcome associated problems and uncover the 

story from the worker perspective, as in-company IR reflects the IR climate and 

effectiveness of the IR system of the organisation (Bluen & Donald, 1991: 13).  

Quantitative research methods were used to analyse the research questions based 

on the results of a survey questionnaire to collect the data from workers.  

 

3.1  Data collection process 
The general background information was gathered in a series of meetings ranging 

from November 2005 to July 2007, with the Continuous Improvement Consultant. 

The purpose of the meetings was firstly, to ascertain if the study was acceptable 

for the organisation and suitable for the project as well as to arrange access to the 

organisation and, secondly, to uncover the background information that would 

form the context for the study. Arranging access created many challenges. 

However, after a few months, the HR/IR manager was appointed as the survey 

contact person. The study was discussed in detail and the questions for the survey 

were approved by the HR/IR manager. Key role players were identified and the 

arrangements for the interviews went ahead.    

 

The study was not introduced to the workers before hand to exclude co-worker 

and or union strategy which would influence the study outcome. Therefore, the 

questions were tested on external and unrelated workers for ease of understanding 

and to test the time required for each respondent to complete the questions. 

 

Ten key role players were interviewed within the organisation using semi-

structured questions and their responses were recorded.  Issues arising out of 

interviews and relating to change and actual events were noted.  All data was 

collected during the survey at the work site. 
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3.2. Interview process  (Qualitative Methods) 
Semi-structured interviews were used to obtain the history of individual accounts 

of events, to collect the background information and to formulate a context within 

which the survey took place. Worker representatives and managers were 

interviewed on their experience with the aim of getting their direct view of the 

change process.  In the interviews, topics relative to the project were covered and 

each interview took about 1 hour. Each person gave insight to their department 

and their department’s experience of HR/IR. The identical semi-structured and 

open questions were used for each interview. The questions for these interviews 

were not the same as those for workers. These questions were directed at 

gathering contextual information for the background of the study as well as to 

triangulate what the thoughts were around the hypothesis question. The results of 

these interviews are presented in Chapter 4. 

 

3.3. Survey (Quantitative Methods) 
Workers were not tested for literacy skills before doing questionnaires.  It was 

taken for granted that the majority would be comfortable with English. Only one 

person indicated that he needed assistance. The questionnaire was based on 

previously tested questionnaires to best suit the organisation. However, it was not 

translated into other South African languages.   

 

Surveys were conducted in May 2006 and again in June 2007. The same 

questionnaires were used for both surveys but the same workers were not 

necessarily surveyed on both occasions. 

 

A sample of 60 workers out of production employees, randomly selected, was 

used for the first survey in May 2006 and 70 in June 2007.  Though sampling was 

random, a stratified sampling approach was adopted so that the number of 

workers surveyed per department is relative to the department size. Survey 

respondents took about 40 minutes to complete their questionnaires. Shop-floor 

workers completed their questionnaires individually, four at a time. While 

completing the surveys they were free to ask the researcher questions of 
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clarification. This process continued for two full days to cause the least 

disruption to the production process. In total, the survey took 40 work hours, 

spread over the two day period to cover all shifts, including morning, afternoon 

and night shift, starting at 07h00 and ending around 00h00.   

 

The process was repeated in June 2007 although the groups of respondents were 

bigger as production processes went off line at the time of the survey.  This 

allowed more workers to be seen at the same time, as they would not be able to 

spare them once the line was up and running again due to work time lost.  Each 

division sent workers in groups when they were between routine operations. This 

meant that production influenced the process of selection. The questionnaires 

were filled in, in the presence of an assistant and collected immediately. 

 

3.4 The Survey Instrument 
The survey instrument draws questions from a variety of previous studies. The 

attitudinal survey instruments measuring In-company IR and Communication 

have previously been verified by Bluen & Donald (1991) whose questions reflect 

the current IR status of an organisation.  Questions from Warr, Cook & Wall 

(1979) address the current worker attitudes with regard to job satisfaction and 

intrinsic job motivation. Baer & Frese’s (2003) questions assess the climate for 

initiative and climate for psychological safety, and Cook and Wall’s (1980) 

measures of organisational commitment, interpersonal trust at work and personal 

need non-fulfilment (Worker Participation) were used. The above authors 

designed and verified these questions for use in further studies, and they are still 

widely used in current studies. 

 

3.4.1. Measures 
 
Eleven measures were used in this study. All measures used a 5-point scale 

ranging from 1 (not at all) to 5 (always), except in the set of questions for Job 

Satisfaction, which had a 7-point scale ranging from 1 (Very dissatisfied) to 7 

(Very satisfied).  The job satisfaction measure of 7 points was re-scaled using the 

factor 0.714 (i.e. 5/7) in order to facilitate comparisons of the means.  Where the 
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Cronbach alpha for the questions exceeded 0.6, variables were created by 

aggregating the results into a composite measure.  All measures then became 

comparable. The number of items per set varied and open ended questions was not 

used for analysis as they provided information for background context.  In the 

final analyses, scoring for the negative keyed questions was reversed.  

 

3.5  Validity 
Questionnaires used have been previously tested and the same questionnaires 

were used for each survey. In order to test internal validity, triangulation of 

background information was attempted; however, formal documentation was not 

available to test system implementation, procedures and processes, but then 

information from interviews appear in alignment with each other and with survey 

results.   

 

Demographic distributions in Chapter 5 show no significant difference in the two 

survey samples.  As the samples were drawn at random, it is not known how 

many respondents participated in both surveys of 2006 and 2007. In order to 

protect the survey from being skewed by preconceived ideas, respondents had no 

prior knowledge of the survey content.  

 

3.6  Data Analysis Process 
Two cross sectional studies were done on site at Xco, one in May 2006 and the 

other in June 2007. The 2007 study was carried out in order to address research 

question 2, “What are workers’ present attitudes to HR/IR practices?”, relative to 

change in HR/IR and production over a one year period. The method of analysis 

includes correlation and partial correlations using SPSS.  The results of the two 

surveys are compared. The means and standard deviations of   the total scores of 

both studies together are used to discuss the 11 measures.  The Cronbach alpha 

will be used to assess whether or not the measure is reliable. Then, a comparative 

study is done between the first study and the second study. The data from the 

survey will determine the difference in worker attitudes to HR/IR practices over 

the period.  Further, a conceptual model is produced from the results to show the 
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strength of relationships between variables based on the hypotheses discussed 

in Chapter 2. 

 

The survey analysis of worker perspectives and the interpretation of the survey are 

presented in Chapter Five.  The questionnaire used for the survey is presented in 

Annexure I. 

 

 

 

 



 42
CHAPTER  4 
 

This chapter informs the contextual survey background and provides an 

understanding of the organisational changes and challenges experienced at 

Xco. 

 

4. ORGANISATION Background at XCO 
Xco hosted the research where all surveys and interviews took place on site. This 

chapter introduces the organisation, its history, strategies, HR/IR and the current 

context within which the research took place. Diagrams explain the organisation’s 

strategies, the effects on operational change and departmental changes toward LP 

and WCM.   

 

The information and diagrams in this chapter are compiled from a variety of 

interviews held with the relevant department managers and union representatives 

from 2006 to 2007. Departments and people interviewed included CEO, 

Manufacturing, Finance, Production, HR, IR, Training, Benefits and Union 

representatives. In order to keep the interviewees anonymous, names and 

positions are not always referenced. 

 

4.1.  Business Environment 
 

4.1.1.  Organisation Background 
The company is located in an industrial area, set away from the city, surrounded 

by a town developed into a low income housing community for the workers who 

supply labour to the industry. The local community is rife with social problems 

including unemployment, drugs and gangsterism. Cost of living is relatively high 

since only one shopping centre services the area and there are no local social 

outlets for a working class which cannot afford private transport to travel to 

neighbouring towns. Industry in the area originated in the apartheid era when 

government funded and offered huge tax rebates to set up business in the area.   
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History of Organisation 

Xco has an interesting history. It was established in 1983 as an independent firm. 

Then, about three years later, it joined a parastatal. At the time, as a government 

parastatal, Xco enjoyed relief from certain tax duties and government protected 

certain industries by limiting international trade of certain goods and placing very 

high tariffs on imports. In 1994, the Board of Trade and Tariffs reduced trade 

barriers and began to reduce import and export tariffs.  Xco continued to export 

and lost revenue on the trade adjustment to international importation of the same 

components.  

 

In 1998, the parastatal unbundled and, in 2000, Xco became a private company. 

The change of ownership meant the withdrawal of government funding and the 

loss of large government contracts.   Around the year 2001, the demand for this 

type of product dropped by 60% due to the new import / export tariffs.  In 

addition, the cancellation of a large export order in 2001 saw a 50% reduction in 

turnover, accompanied by a cancellation of a local order which led to a negative 

cash flow and unprofitable operations. At the time, 2001, Xco supplied non-core 

components to local suppliers and was awarded a European contract for the same. 

However, this part of the business was later closed, around 2005/6, due to 

financial pressure. A 2001 supply contract promised to keep the company afloat 

for a period of 18 months. 

 

In 2002, a new shareholder acquired Xco and a capital investment of about R200-

million was made and set to create about four hundred jobs and two more 

machining lines by 2004. This investment also promised to include efficiency 

improvements, the exchange of tooling to enable the shift from one product to 

another, the development of products and joint marketing in the UK. This 

investment should have enabled Xco to negotiate international contracts to meet 

global market requirements. It was predicted that Xco would employ 1000 

workers by 2006. However, this has taken a lot longer than expected and after a 

lot of hardship, it seems to be showing benefits mid-2007. In 2003, a parastatal 

partnership venture enabled R60-million to be spent on the organisation’s 
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expansion of a third production line. The deal includes a trust and that a portion 

of the government’s dividends will be ploughed back into the community through 

training and education. Since 2003 the company has been in a financial crisis   

(details of, and references to, the above related articles will be withheld in order to 

protect Xco’s identity). 

 

Recent times (2006/7) 

Currently, Xco is split into two major sections, namely, the Press Plant and the 

Machining Plant. On the same premises as the Press Plant are the Tool / Die Shop 

and the main administration block for Xco that houses all the managers, HR/IR, 

training officers and clerks. Diagonally across the street, on separate premises, is 

the much larger Machining Plant where there is an administration area to support 

the plant, and offices for an IR Officer and the Production Managers.   

 

In May 2006, there were 443 shop floor workers at the plant, 50 office workers 

and 8 senior managers.  The company has grown from 180 workers, before year 

2000, to about 470.   In April 2006, 31 workers left, 11 of them were retrenched, 

12 were contractors, 8 resigned and some were recruited into other sections.  

Changes in employment are shown in Table 1 below. Resignation and 

retrenchment information were not made available to the researcher. 

 

 

 

 

 

 



 45
 
Xco now owns the Tool / Die Shop (17 workers) & Press Plant (105 workers) and 

the Machining line 2 (74 workers).     Machine line 1 (98 workers) is rented from 

a client and Xco has a contract to manage the line for the client. Machine line 3 

(14 workers) is a sales / lease agreement with a client, to purchase the line over a 

period and will eventually become Xco’s property. Current investment is focused 

on developing technology or technology acquisition, die shop development and a 

UK investment for product research and development (Interview with Production 

Management, March 2007). 

 

Globally, Xco is one of only four producers of similar components.  They have 

the largest and most modern press in southern Africa.  All tools and dies are 

manufactured in-house, in-process quality checks are performed at all key process 

areas and mechanical properties are checked at an on-site metallurgical laboratory. 

Xco operates to VDA6, ISO9002 and QS9000 compliant standards. This enables 

them to meet the highest possible standards in terms of product quality and 

service excellence. 

 

4.1.2.  Organisation  Strategies – Figure 4 
Business strategy and strategic planning are in the hands of the CEO and the 

Board of Directors.  The Board of Directors, in conjunction with sub-committees, 

make decisions about operational improvement levels, costs, quality, product 

range and  critical issues to be discussed / negotiated with the shop stewards. 

 

Figure 4 below attempts to plot and link the organisation’s strategies for 2006/7. It 

shows that Client / Shareholder requirements affect Business and Production 

strategies, and how business and production strategies affect and ripple through 

HR/IR and filter into Operational Changes either directly or through HR/IR. This 

diagram is a detailed description of Xco’s organisational strategies and individual 

innovation implementation per department in order for strategies to be actualised 

on the shop floor. It also sets the tone of the overall direction and flow of the 

organisation’s development.  
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The information in this chapter and the diagrams in this chapter were compiled 

from a variety of interviews held with relative department managers, and union 

representatives from 2006 to 2007. In order to keep the interviewees anonymous, 

names and positions are not always referenced. 

 

 

 

 



 47

 

 

 

 

 



 48
4.1.3. From traditional practice to prepare for LP & WCM  
 
The entire top structure of the organisation was re-organised as five department 

managers left the company, leaving only two experienced managers. To fill the 

gaps, one middle manager was promoted and four new managers were recruited. 

This is a serious loss in terms of experience and in-depth process knowledge in 

the organisation. In the words of the Manufacturing Manager, “it takes 5 to 10 

years to replace lost skills and experience, and the company has had huge losses 

over the past 3 years as people resigned and took retirement packages.” This re-

organisation of management was not seen as a strategic move but rather a 

necessary shift as two senior members of executive management passed away 

(2005/6) and created a ripple effect in the top management ranks. 

 

Xco Board of Directors have recognised that lean production, as a system of 

production, cannot be successful in isolation, and are currently doing research to 

identify ways to improve and develop climates for lean production by discussing 

strategies to focus attention on worker value and HR/IR.  The search for process 

improvement includes system performance measurement per zone area in the 

plant to identify areas for improvement, particularly in areas where bottlenecking 

occurs. Examples of measurement include down time, maintenance time, 

throughput time and causes of stoppages and shortages. The research tests for 

efficiency, identifies problem areas for attention and makes recommendations for 

improvement. 

 

A skills best practice audit was done to highlight problem areas that needed 

attention. A full audit, focused on flow-through, was done in order to identify 

problem areas that needed fixing.  One of the problems is that there are existing 

technical training learnerships in place, that started 2 or 3 years ago, but there is 

currently no new training. 
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Long development cycles and the introduction of new products put a strain on 

productivity, as limited funds are available. New products together with old 

machinery and limited skills are of the many challenges they face.  

 

Of two sites, each has a production and maintenance section. Each production 

section is split into 2 groups. One group has 2 shifts and the other group works 3 

shifts. The system is a flow line, a conveyer belt system that runs a 5-day week 

and is a 24 hours a day operation.   The employees are split into morning, 

afternoon & night shifts, and work a week of each shift on a rotational basis.  

Another shift works only on weekends and gets paid for a full week’s work  

(Interview with Maintenance & Production Managers).   

 

Up until July 2007, Xco was not in a financial position to implement full Lean 

Production or WCM methods. They did, however, use the time to phase in various 

systems that would prepare the organisation for further LP processes. Tables 3, 4 

and 5 show Xco bridging the gap from a fully fledged traditional system toward 

LP and WCM methods and ways of thinking.  

 

The tables below show the pre-lean phase of Xco.  These indicate what 

operational issues and changes have affected the workplace from 2005 to July 

2007.   The diagram has a column for each section in the organisation.  This 

information was put together from interviews with various managers involved in 

production and manufacturing over the period from 2005 to July 2007. 

 

Table 2 provides an overview of organisational changes describing the current 

operations, management structure, and production system in each of the plants. 

The table shows the major changes and challenges endured by this organisation. 

The most significant changes are highlighted in Table 2, where major changes 

include top management restructuring and production system changes.  Many new 

managers were employed to replace those who left and those remaining from the 

previous structure moved departments. System changes in production involved 
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small group activities, improvement in standard operating procedures, visual 

management and feedback systems. 

 

 

Table 3 provides an overview of the LP and WCM innovations and initiatives that 

have been implemented on each line from 2005 to June 2007, bearing in mind that 

advancement of any kind was limited by finances at the time. They did the best 

with the available resources. The most significant changes are highlighted in 

Table 3. In Table 3, LP implementation has seen team leaders progress to first line 

management and pre-lean concepts like housekeeping and the implementation of 

small group activity.  Other changes include improvement of cycle times, visual 

management, fault finding and resolution, improved production control, training 

and maintenance. 

 

Table 4 provides an overview of HR/IR changes implemented during the period 

studied. These changes were not driven by HR/IR but rather by the introduction of 

production and manufacturing initiatives which then used HR/IR as the logistics 

vehicle. 

Table 4 introduces HR/IR changes which were limited to their role in training, 

reorganising shift structures in conjunction with production management and 

disciplinary processes.
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4.2.  HR / IR 
Corporate governance, transformation, leadership compliance, experiential 

training, policy development, quality and remuneration structures are current 

strategic issues discussed at board level.  Draft policies are then discussed at 

management level and later second drafts are presented to the union at the 

Employment Equity Forum. Monthly meetings with the unions inform the union of 

company strategy developments. 

 

HR/IR is purely driven by management with workers consulted on some issues but 

there is no worker input in the HR/IR system. 

 

As indicated in Figure 3, HR Strategies have in the last few years been directed at 

upgrading policies, systems and processes. HR/IR Strategies are in the process of 

change.  However, both the HR department and the Union reported that workers 

are excluded from policy formation in a sense that new policies are presented to 

workers, but their input is not addressed.  HR feels that workers need training on 

how to participate, before their participation can be effective.  The union is 

currently in the process of formally disputing one or more new policies, due to 

their exclusion from the policy formation process. 

 

Standard operating procedures are set out in the ISO Quality manual, and are sign 

posted next to each work station.  The HR/IR department work according to 

procedure as set out in the company policy document. However, HR/IR 

documentation is not open to public scrutiny and the union has to make application 

through the management rank structure to access company information and/or 

documentation.  Though the union is included on committees to improve HR/IR 

related issues, policies and procedures, any union contribution appears to be 

overshadowed by management prerogative. 

 

About three years ago (2005), the majority of worker issues were raised at regional 

union level. Since 2006, the plant union representatives address issues with the IR 

Officer in their plant and the next level manager (team leader). Each level manager 
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is consulted if necessary. Only if matters are still unresolved is HR consulted 

and, if necessary, the local union office is used to mediate. This structure provides 

the opportunity for issues to be raised and resolved at the lowest levels, involving 

line management where necessary. In management’s view, communication with 

the union has since improved dramatically. 

 

The HR/IR department is not set up to engage when production improvements are 

introduced and only gets involved in recruitment, induction training, on-the-job 

training and disciplinary issues. On-the-job training addresses new employees and 

re-training of existing employees.  Other department managers reported that 

HR/IR operated in isolation and that they had no idea what strategies and plans 

were happening around HR/IR. 

 

In 2005, the IR department conducted extensive research within the organisation to 

find out what the organisation’s training requirements were.  Xco found sixty level 

1, 2 & 3 recruits for English and Numeracy Classes. However the classes were 

cancelled due to financial constraints. Another assessment was done for Individual 

Development Plans (IDP), which allowed HR/IR to put together a personal profile 

for each worker, based on their position and current qualifications to ascertain 

what qualifications were required to improve their performance and follow their 

career path. The improvement of qualifications was also cancelled due to the 

financial constraint.  This has left the workers disappointed and frustrated. They 

have not voiced this directly to management because they are afraid to speak to 

management; however, word reaches management through the worker 

representatives (Management interview). 

 

4.3. Union membership  
There are two representative unions in the work place. The minority union 

historically represented the white collar workers but it eventually extended to all 

structures in the organisation. Non-union members are only represented on the 

statutory workplace forum. Both unions have members in the Tool & Die Shop / 
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Press plant and consult on issues and work together to reach consensus. The 

majority union also have representatives and members in the Machining Plant. 

 

The unions operate under the main industry agreement, negotiated annually by 

NUMSA. In-house agreements have expired and they await discussion to renew 

these. Union representatives meet weekly with each other, and monthly with 

management. The union members meet for one hour per month, inclusive of all 

employees, who get one hour paid time-off to attend. 

 

The union is included in negotiation around issues like shutdowns, wage increases 

and bonus negotiations.  Management meets frequently with the union at times of 

crises to find a common solution, which can take weeks; however, the union feels 

that this should be continuous and not just in times of crises.  

 

Over the last few years the unions have moved from adversarial political positions 

to representing workers at management level to improve working conditions, but 

the current financial constraint limits opportunities.  This is the driving force 

behind the unions’ change in attitude toward negotiating with management, as they 

recognise that adversarial relationships will threaten an already fragile financial 

position. Changing union strategy to achieve common organisational goals is an 

asset that the union feels is not seen and appreciated by top management. It is the 

opinion of the union that when management is in crisis, they use the union to 

soften the blow to the workers, whereas the unions feel that the advantage of the 

relationship should flow in both directions. 

 

Managers view unions as loyal to the company and reasonable at negotiations.  

The unions’ opinion of management is that they still have a long way to go to 

meeting the union halfway. The unions have many issues that plague the current 

relationship with management. To mention a few, on occasion the unions accepted 

late pay, bonuses paid half in December and half in February the following year, 

no increases, going home when electrical shortages cut power supply to the 
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factory, more overtime hours per week than should be allowed, pension 

contributions not being paid for six months, and reduced worker insurance, etc.  

 

The unions negotiated short time, in times of financial constraint, so that it gave 

opportunity for more people to have jobs, and weekend shifts to cover shortfalls in 

production. (Key workers work Friday, Saturday and Sunday in place of Monday 

to Friday for a full weeks pay.)  Workers were aware that the company was in 

financial difficulty; however, they were not informed as to the reasons or 

contingency plans, while colleagues were being retrenched. Currently, the unions 

have a problem that the main shareholder is also the CEO as they feel that 

financial decisions may be taken at the cost of worker benefits. Workers feel that 

they are purposely kept in the dark regarding the company’s true financial status. 

 

The union representatives believe that the majority of the workers are left 

unsatisfied with the uncertainty regarding their job security due to the financial 

constraint, many dismissals, many resignations and some workers even just 

staying away without resigning. Exclusion from decisions made around their 

future job prospects adds fuel to the fire as old frustrations around little growth and 

no promotion of the past few years, prior to 2007, take effect. 

 

4.4. Key changes in Business Context  
 

In summary, this organisation has been through the simultaneous challenges of 

new ownership, management restructuring and expansion while under financial 

constraint. The Change Agent, by the authority of the Board of Directors, drives 

change and reorganisation toward LP and WCM methods through all systems 

under trying conditions.  Though the implemented changes appear small in 

comparison to huge machinery and process flow changes, which are yet to be 

implemented, it has taken a lot of research and development to get progress thus 

far.  The current system changes are also effective in addressing the peoples’ mind 

sets to adapt to LP and WCM thinking methods. These trends encourage other 

departments like HR/IR to step into its rightful position to drive the process.  The 
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process is currently driving HR/IR when, in actual fact, it should be the other 

way around. 

 

Key changes at Xco since the year 2000 have had a domino effect on the 

organisation’s current position. For this reason all changes at the organisation 

played a role in its development. The change of ownership in the year 2000 

affected the loss of government funding which led to financial crises which would 

ensue for the next several years. Though Xco faced challenging times, they 

consolidated their options to gain advancement in laying the foundation for Lean 

Production and future prospects through changing the strategic approach to the 

management and operation of their organisation’s business. This included the 

employ of a change agent and subsequent major top management restructuring. 

Simultaneously, the change agent employed Competitive Capabilities International 

(CCI) methods in production systems and supporting systems like HR/IR and the 

organisation’s relationship with the union. 

 

 

One of the tasks of this study is to create awareness of the relationships between 

various organisational climates and how these variables are fundamental to, and 

form the foundation of, change for Xco and HR/IR.  
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CHAPTER  5 
 

  

5.  DATA ANALYSIS  
 

This chapter presents the results of the data analysis of two surveys of employees 

conducted in 2006 and 2007.  SPSS statistical package was used to analyse the 

data. Questionnaires with close-ended questions were used to collect the data 

which was then coded. Descriptive statistics were used to present a general 

description of the variables investigated in this study. Descriptive statistics 

describe the phenomena of interest (Sekaran, 2003, cited in Bull, 2005: 69) and are 

used for classifying and summarising numerical data. It includes the analysis of 

data frequencies, dispersions of dependent and independent variables and 

measures of central tendency and variability (Sekaran, 2003, cited in Bull, 2005: 

69). The variables presented include, In-company IR Policy, Communications, 

Climate for Initiative, Climate for Psychological Safety, Job Motivation, 

Organisational Commitment, Interpersonal Commitment, and Workers’ 

Participation in Decision making. 

 

Two cross sectional surveys were conducted on site at Xco, one in May 2006 and 

the other in June 2007.  The demographic distributions are reported in Tables 5 to 

9. They show that the two samples do not differ significantly on Age, Education, 

Gender, Race and Union membership. However, it is not known to which extent 

the same workers were sampled in both surveys.   

 

The Table in Appendix III contains bivariate correlations of all variables used in 

this study, in order to identify the relationships between variables. The conceptual 

model (see Figure 6) derived from the Locke et al (1988) framework, is then 

analysed and investigated using the data in tables 12 to 15.  The results are then 

further interpreted relative to the literature and other research consulted.  

 
The method of analysis includes correlation and covariances using SPSS.  The 

means and standard deviations of the total scores of both studies together are used 
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to discuss the 11 measures in Table 10.  The Cronbach alpha will be used to 

assess whether or not the measure is reliable. Then, the results of the first study 

and the second study are compared in Table 11. Further, a conceptual model is 

produced from the results to show the strength of relationships between variables 

based on the hypotheses discussed in Chapter 2. 

 

Eleven constructs are measured in the surveys, which were conducted about one 

year apart.  Validities and reliabilities of measures used had previously been 

verified in published international and South African literature. These eleven 

constructs were grouped as follows:  

a) Organisational Climate includes the variables Climates for Initiative, 

Climate for Psychological Safety, In-Company IR Policy, and 

Communication. 

b) Workplace Context variables are Interpersonal Trust, Participation in 

Decision Making and Supervision. 

c) The variables for Individual Attitudes and Behaviour are Job Satisfaction, 

Organisational Commitment and Intrinsic Job Motivation. 

These constructs are illustrated in Figure 6.  

 

The first objective of this analysis is to establish whether or not the constructs 

above covary with other constructs grouped within the composite constructs 

Organisational Climate, Workplace Context and Individual Attitudes and 

Behaviours respectively. This corresponds to hypotheses 4, 5 and 6. Cronbach 

alpha will be used as a measure of internal consistency of each of the three 

constructs.  The main hypotheses will then be tested. 

 

Descriptive statistics of the eleven variables are presented together with Cronbach 

alpha values.  The strength of the paths between the elements will be tested by 

regression analysis and r2 is used as a measure of the strengths of these 

relationships. 
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Correlation tables will be used to highlight relationships between constructs and 

the elements of the secondary variable. These are purported to be related to, as 

presented in the model, Figure 6 (and propounded in hypotheses 1 to 3). The size 

and significance of the standardised regression coefficients will be used to test this 

relationship.   No attempt at any stepwise regression will be made.  

 

A bivariate regression table will be constructed for the secondary measures. Partial 

regression coefficients between each of two measures, keeping the third measure 

constant, will be tendered as proxies for path coefficients. Changes on each of the 

eleven variables between the two surveys are compared by means of the 

independent sample t-test. 

 
5.1 Description of the sample 

The following Tables 5 to 9 show no significant difference in the description of the 

sample for both surveys. 

 
Table 5.  – Age Distribution 

 
 
There were more respondents in the 46-55 age group in the second survey. 
 
Table 6. - Highest Education Qualification Levels Cross-tabulation 
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Although there are more respondents in the Std 6-8 category in the 2nd survey, 

the difference in levels of education between the two surveys is not statistically 

significant. 

 

Table 7. -  Gender Distribution  

 
P=>0.9.   There is no significant gender difference between the two surveys. 

 

Table 8. - Racial Distribution 

 
χ2 =7.84, p=0.112 
The Racial Distributions do not differ significantly between the surveys. 

 

Table 9. – Union membership by interview session 

 
 

There is no significant difference in Union membership between the two periods 
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5.2. Descriptive Statistics 

 

The descriptive statistics for the two surveys are presented in Table 10.  Measures 

were re-scaled according to the number of questions to provide an easier basis for 

comparison.  The means and standard deviations of both studies together are used 

to discuss the eleven measures in Table 10.  The Cronbach alpha results show that 

the measures are moderately reliable.  

 

Table 10 – Descriptive statistics of study variables 

 
 

 

Most of the means are around the mid-value of 2.5 except Intrinsic Job Motivation 

at 4.01 and Organisational Commitment at 3.38, which suggest a rather high value 

for this sample. However, the Cronbach alpha of Organisational Commitment is 

below 0.6 and considered not very reliable.  The mean for Communication at 1.86, 

In-Company IR Policy at 2.23 and Participation in Decision Making at 2.33 are 

low values, which suggest that these variables are less prominent in the 

organisation than the other variables. 
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All Cronbach alpha values are acceptable except Organisational Commitment at 

0.59, 0.01 below the acceptable 0.6, and therefore still considered useful.  This 

could possibly be due to the phrasing of some of the questions, which could have 

been misunderstood and subsequently left out by respondents.  For example, the 

not in the statement “If offered more money with another employer I would not 

seriously think of changing my job” could easily be misread by missing the word 

not in the statement.  A bivariate correlation of the elements of Organisational 

Commitment in a spreadsheet gives the only significant negative correlation 

between questions 23.4,  “To what extent do you agree that even if the firm were 

not doing well financially, I would be reluctant to change jobs?”, and 23.7, “To 

what extent do you agree that if offered more money with another employer I 

would not seriously think of changing my job.”, which suggests that the question 

may have been wrongly read or misunderstood by the respondents. The research 

instrument is therefore not completely portable for all environments.   

 

Factor analysis was used to eliminate two poorly answered questions in the sub-set 

of Organisational Commitment. (Questions 23.3 and 23.4 had eleven missing 

answers and when these are excluded then Cronbach alpha rises to 0.591). This 

particular measure needs to be reassessed for future research using this variable.  

The psychometric properties of Organizational Commitment thus need further 

investigation in future studies.    

 

The mean for Organisational Climate is at the mid-point of the scale, suggesting 

that employees do not regard these climates in a strongly positive light. However, 

the results suggest that employees are somewhat more positive about the Climate 

for Initiative, Climate for Psychological Safety and Worker Representation than 

they are with Company IR Policy and Communications. 

 

Workplace Context overall mean is 2.74, with Interpersonal Trust and Supervision 

showing a more positive result than Participation in Decision Making. 
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Individual Attitudes and Behaviours show stronger overall means at 3.25 with 

Organisational Commitment and Intrinsic Job Motivation showing more positive 

results than Job Satisfaction. Below, we test these results using correlation and 

regression models to show whether relationships exist between variables and the 

respective strength of those relationships respectively. 

 

A comparison between the overall results of the first and the second surveys is 

presented in Table 11.  The difference between the 2006 survey and the 2007 

survey can be measured using the t-test.   

 

Table 11 – 2006 and 2007 surveys compared 
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These results apply to research question 2, “What are workers’ present attitudes 

to HR/IR practices?”. Table 11 suggests that the level of Worker Representation 

improved most significantly over the period. The positive changes in Level of 

Communication and Job Satisfaction are all marginally significant. Although the 

measures are not strong indicators, these positive changes should be noted. 

 

The number of respondents is particularly low for Intrinsic Job Motivation and Job 

Satisfaction for the 2006 survey, due to case wise deletions; however, the mean is 

derived from the strength of the responses and not the number of responses. 

Consequently, the improvement in Job Satisfaction should be treated with caution. 

 

FIGURE 5 -  Web Diagram presenting Table 11 variables. 

 

 
The web diagram is a visual representation of the means in Table 11.  It shows that 

there has been progress from 2006 to 2007 in all variables except Psychological 

Safety and Participation for Decision making.  
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5.3 The Conceptual Model of Hypotheses 

To provide an overview, the analysis of Climate for Initiative, Psychological 

Safety, In Company IR Policy, Communication and Worker Representation are 

combined under the construct termed Organisational Climate; Interpersonal Trust, 

Participation in Decision making and Supervision are brought together under the 

construct called Work Place Context; and Job Satisfaction, Organisational 

Commitment and Intrinsic Job Motivation under the term Individual Attitudes and 

Behaviour.  The model is repeated below, in Figure 3. In the analysis below we 

consider Hypotheses 1, 2 and 3 sequentially and conclude with an assessment of 

the relationships between composite constructs for Organisational Climate, 

Workplace Context and Individual Attitudes and Behaviours.  

 

It is hypothesised that Hypothesis 1 precedes Hypothesis 2. In practice, however, 

the relationship is likely to run in both directions over time. For the purpose of 

this study, the focus is on the predominant relationship patterns; however, it 

recognises that other constructs may exist. 

 

Variables are grouped in accordance to their immediate effect. The sub constructs 

of the questions used in the survey are taken into account when grouping the 

variables.  Variables grouped into organisational climate are those constructs 

which characterise the organisation. Other variables describe the workplace 

context, and individual attitudes and behaviours are those of individual workers. 

 

The analysis strategy first shows that the secondary constructs are homogeneous 

by examining the bivariate correlations of its component variables, and then to 

analyse the relations between the variables, as proposed in the model, Figure 3. 
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Figure 6 Conceptual framework detailed discussion  
– indicating the hypotheses and expected relationships between variables 
 

 
 
 
5.4 Organisational Climate and Workplace Context  

 

Hypothesis 1 – Organisational Climate variables have a positive impact on the 

Workplace Context conducive to higher levels of Interpersonal Trust, Worker 

Participation and Supervision. 

 

Hypothesis 2 – Positive Workplace Context in turn leads to more positive 

Individual Attitudes & Behaviour as measured by Job Satisfaction, 

Organisational Commitment and Intrinsic Job Motivation. 
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Hypothesis 3 –Organisational Climate variables will each have a positive impact 

on the Individual Attitude & Behaviour variables. 

 

Hypothesis 4 – All independent variables (under the Organisational Climate 

heading) - Climate for Initiative, Climate for Psychological Safety, In-Company 

IR policy, Communication and Worker Representation – co-vary with one 

another.  

 

Hypothesis 5 – The Workplace Context variables (Interpersonal Trust, 

Participation in Decision Making and Supervision) – co-vary with one another.  

 

Hypothesis 6 – The Individual Attitude & Behaviour variables - Intrinsic Job 

Motivation, Job Satisfaction and Organisational Commitment – co-vary with one 

another. 

 

Literature predicts that Psychological Safety co varies with Climate for Initiative. 

The correlation between the two are low (Appendix iii); however, it may be due 

to all the issues raised, but mostly that the organisation is still in the early stage of 

LP added to which the Climate for Initiative may be positively influenced with 

time as the Organisational Climate settles from  the major shifts from within. 

 

Applicable to hypotheses 4 and 5: Independent Organisational Climate variables 

indicate covariant relationships between Climate for Initiative, Climate for 

Psychological Safety and Worker Representation of 0.3 to 0.4 and 

Communication and In-Company IR at 0.7. Hypothesis 4 is therefore supported 

by the data. Workplace context variables indicated covariant relationships of 0.4 

to 0.5. Therefore, hypothesis 5 is also supported by the data. 

 

For each composite construct, Organisational Climate and Workplace Context 

there are positive co-variances between constructs. Covariant results of the thesis 

constructs support the use of the constructs as proposed in models 2 and 3. 
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5.5 Analysis of Composite Constructs 
 
To provide an overview of the analysis that follows, Table 12 reports the 

correlation between the composite measures of Organisational Climate, 

Workplace Context, and Individual Attitude and Behaviour. Table 12 shows that 

composites are compatible for measurement. 

 
Table 12 – Bivariate correlation table of the composite constructs 

 
 

All the correlations are significant and support the broad hypotheses. The limited 

number of complete cases is a concern, however. This result suggests that this 

study needs be repeated with larger samples and include more companies.   

 
 
 
Table 13 -  Regression coefficients Organisational Climate Construct as the  
  Independent variable and Workplace Context as Dependent variable 
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Hypothesis 1 – Organisational Climate variables have a positive impact on the 

Workplace Context conducive to higher levels of Interpersonal Trust, Worker 

Participation and Supervision. 

 

The regression analysis in Table 13 supports Hypothesis 1 as Organisational 

Climate is a strong predictor of Workplace Context (r2 = 0.701,  p<0.001).  

Existing literature, as referenced in Chapter 2, suggest that Organisational 

Climates support Workplace Contexts through conducive variables that will 

sustain workplace contexts.  Climate for Initiative, Climate for Psychological 

Safety and Communication help to create an atmosphere in which In-Company IR 

Policies and Worker Representation can be positively influenced to find common 

solutions for both workers and management. Simultaneously, these positive 

Organisational Climate variables provide the platform for Interpersonal Trust, 

Participative Decision Making and Supervision to be positively nurtured. 

 

Hypothesis 1 is thus proven.  Tables 14 and 15 show correlations between 

constructs  in Hypothesis 1 in individual variable correlations. 

 

Table 14 –  Regression with Organisational Climate Variables as the 
Independent variables and Workplace Context Composite 
Construct as the Dependent Variable 
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Workplace context can, in part, be predicted from Climate for Psychological 

Safety and Communication. The Climate for Initiative, In-Company IR Policy and 

Worker Representation are not statistically significant predictors. 

 

Multiple regression using the five constructs of Organisational Climate as the 

independent variables and Workplace Context (i.e. Interpersonal trust, Worker 

Participation and Supervision) as the dependent variable is shown in Table 14. The 

regression coefficients (r2 = 0.721) suggest that the five variables in the construct 

“Organisational Climate” account for 72% of the variance in the dependent 

variable Workplace Context. However, from this analysis it appears that In-

Company IR policy, the Climate for Initiative and Worker Representation are not 

significant predictors of the Workplace Context composite construct. This is 

explored further in Table 15. 

 

Table 15 -  Bivariate Correlations between Organizational Climate and  

Workplace Context Variables 
 

 
All the variables are significantly correlated with p<0.0005, i.e., all of the 

correlations differ significantly from zero at p<0.0005.   

 

For simplicity, a correlation of 0 to 0.3 is considered a low positive correlation 

while 0.4 to 0.5 is moderate and 0.6 plus is a strong positive correlation. From the 
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Table above, one can see that most correlations are moderate, with the exception 

of Climate for Psychological Safety and Interpersonal Trust with a low correlation 

of 0.3 and Psychological Safety with Participation in Decision Making and 

Supervision at 0.6. Therefore, it can be said that Climate for Psychological Safety 

is a strong predictor of both Participation in Decision Making and Supervision as 

dependent variables. 

 

One positive outcome of this test is that all correlations show some level of 

relationships. (Factor analysis has not been considered because of limited sample 

size and missing data.) 

 
 
5.6. Workplace Context and Individual Attitudes and Behaviour  
 
Hypothesis 2 – Positive Workplace Context in turn leads to more positive 

Individual Attitudes & Behaviour as measured by Job Satisfaction, Organisational 

Commitment and Intrinsic Job Motivation. 

 

Hypothesis 5 – The Workplace Context variables (Interpersonal Trust, 

Participation in Decision Making and Supervision) – co-vary with one another. 

 

Workplace context comprises of the variables Interpersonal Trust, Participation in 

Decision Making and Supervision which also co-vary between 0.4 and 0.5, a 

moderate positive correlation. 

 

Hypothesis  6 –  The Individual Attitude & Behaviour variables - Intrinsic Job 

Motivation, Job Satisfaction and Organisational Commitment – co-vary with one 

another. 

 

The independent variables of Individual Attitudes and Behaviours co-vary between 

0.4 and 0.5, a moderate positive correlation.  
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Table 16 -  Regression Coefficients with Work Place Context Composite 

  Construct as the Independent variable and Individual Attitudes 

  and Behaviours Composite Construct as the Dependent                  

  Variable 

 

 
 
It is suggested by r2 = .496 that the results reported in Table 16, where Workplace 

Context is the Independent variable, account for 50% of the variation in Individual 

Attitudes and Behaviours.  

 

Hypothesis 2 is thus 50% proven in Table 16, with moderate support in Table 17. 

However, covariance in Table 18 show stronger support. 

 

Table 17 - Regression coefficients with Workplace Context variables as the 

Independent variables and Individual Attitudes & Behaviours Composite 

Construct as the Dependent Variable 

 

 
 
Table 17 indicates that 48% of the variance in Individual Attitudes and Behaviour 

can be explained by the Workplace Context variables Participation in Decision 

Making, Supervision and Interpersonal Trust. Therefore, hypothesis 2 can be 

considered as only moderately supported. Participation in decision-making 
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provided the only statistically significant regression coefficient at the 95% 

confidence level, although Supervision is moderately significant at the 90% 

confidence level. However, Interpersonal Trust shows an insignificant regression 

coefficient.  It is possible that the construct Individual Attitudes and Behaviour 

and/or Work Place context needs to be reconsidered.   

 

Workplace Context leads to more positive Attitudes and Behaviours in Job 

Satisfaction, as seen in Table 18. Although the results for Organisational 

Commitment should be treated with caution, as mentioned earlier, the construct is 

moderately correlated with all Workplace Context variables (see Table 18 below).  

 

Table 18 - Bivariate Correlations between Workplace Context and Individual 

Attitude and Behaviour Variables 

 
 
Correlations between Workplace Context variables and Individual Attitude and 

Behaviour variables in Table 18 are varied. Results in Table 18 indicate that 

Intrinsic Job Motivation has a very low correlation below 0.3 with all the 

Workplace Context variables, Interpersonal Trust, Participation in Decision 

Making and Supervision. Job Satisfaction is strongly predicted by Participative 

Decision-making & Supervision while other predictors are much weaker. 

Participative Decision Making and Job Satisfaction show a strong relationship 

with an “r” value of 0.618. This result indicates that Worker Participation in 

Decision Making is strongly associated with higher levels of Job Satisfaction.  
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Interpersonal trust has a weak but positive influence on Intrinsic Job Motivation 

and a moderately positive influence on Job Satisfaction. Supervision has a 

moderate correlation (0.560) with Job Satisfaction, which indicates that when they 

have an approachable and fair supervisor who is able to assist them, job 

satisfaction is enhanced. The lower correlation between Supervision and Intrinsic 

Job Motivation (0.213) is not surprising as the impact of supervision is only likely 

to be indirect. 

 

All the variables correlate positively with one another; however, the lowest is 

between Intrinsic Job Motivation and Supervision at 0.213.  This correlation is 

only significant at the 90% level (p=0.06) but, as the correlation coefficient is 

0.62, the relationship can be regarded as relatively strong. Hypothesis 2 of 

covariance can therefore be considered supported. 

 

5.7 Organisational Climate and Individual Attitudes and Behaviour  

 

Hypothesis 3: Individually the Organisational Climate variables - Climate for 

Psychological Safety, Climate for Initiative, and In-Company IR Policy, 

Communication and Worker Representation - will each have a positive impact 

on the Individual Attitude & Behaviour variables - Intrinsic Job Motivation, 

Job Satisfaction and Organisational Commitment.  

 

Table 19 -  Regression with Organisational Climate Composite Construct as 

Independent and Individual Attitudes & Behaviours Composite 

Construct as Dependent variable. 
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When the Organisational Climate variables are aggregated (see Table 19), 

Organisational Climates account for about 40% of the variation in Individual 

Attitudes and Behaviours.  Therefore, hypothesis 3 is largely supported. 

 

Table 20 –  Regression Coefficients  with Organisational Climate variables 

as Independent and Individual Attitude & Behaviour Composite Construct as 

the Dependent Variable.  

 
 

Overall, results in Table 20 indicate that the Organisational Climate variables have 

a moderate (r2 = 0.422) direct effect on Individual Attitude & Behaviour. 

However, none of the Organisational Climate variables is significant at the 95% 

confidence level. The results suggest that Climate for Psychological Safety and 

Communication have a moderate direct influence on Individual Attitudes and 

Behaviours (p<.10).   
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Table 21 - Bivariate Correlations between Organizational Climate 

Variables and  Individual Attitude and Behaviour Variables 

 
 

 

Results in Table 21 indicate that Climate for Psychological Safety and Job 

Satisfaction holds the highest correlation of 0.575, which is significant at a very 

low p-value.  Each of the Organisational Climate Variables has a low correlation 

with Intrinsic Job Motivation, which suggests that Organisational Climate 

constructs do not have a strong direct positive influence on Intrinsic Job 

Motivation. 

 

Climate for Initiative has a moderate correlation relation with each of the 

dependent variables of Job Satisfaction but weak with Intrinsic Job Motivation. As 

discussed earlier in the literature review, this suggests that the Organisational 

Climate does not directly influence Individual Attitudes and Behaviours.  

 

In-Company IR Policy, Communication and Worker Representation have a 

moderate positive influence on Job Satisfaction. Therefore, improving In-

Company IR Policy, Communication and Worker Representation are useful and 

valuable tools for the organisation to build on during the implementation of LP 

systems. Communication and Intrinsic Job Motivation has the weakest (non 

significant) correlation.  
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The relatively higher bivariate correlations between Workplace Context and 

Individual Attitude and Behaviour Variables (see Table 18) suggest that 

Workplace Context has relatively more direct influence on individual Attitude and 

Behaviour than the Organisational Context variables. This is not surprising. 

Hypothesis 3 is thus moderately supported. 

 

 
5.8 Conclusion 
Overall, there is a relatively high level of Intrinsic job motivation (mean=4.0), 

most other constructs are only evident to some extent (means between 2 and 3), 

with Communications the poorest (1.86), suggesting that respondents regard it as 

only evident to a little extent. 

 
With reference to Table 11 and Figure 5, present worker attitudes to HR/IR related 

variables may have low to moderate results; however, there is improvement over 

the period studied.  

 

Each variable in this study relates to Organisational Climate and HR/IR Climate is 

a construct within Organisational Climate.  Variables were chosen relative to the 

literature reviewed and the questions used in the survey. From those variable 

correlations discussed, relationships vary from one variable to another. It is in the 

discussion of each table where the independent relationships give an overview of 

the current HR/IR climate. The current Organisational Climate is moderately 

supportive of LP implementation, but the areas for improvement are apparent in 

the results. Recent changes between 2006 and 2007 appear to have had a positive 

impact on worker attitudes as the improvement, though small, is evidenced in 

Table 11. 

 

The hypotheses modelled in Figure 3 proved useful to guide the study and group 

the results in order to draw out the conclusions.  From the analysis, it can be 

concluded that all variables have shown positive correlations. Though in some 

cases the correlation was low, the relationships between variables were shown to 

exist and need further development in order for the system and the organisation to 
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benefit from those variables. The results have shown how constructs proposed 

in the model are inter-dependent. The relatively low ratings in answers to many 

questions for most variables may explain why the resultant relationships between 

constructs are only moderate.    

 

It can be concluded that Xco, with consideration to their experience of the 

“change” challenge, have the foundation on which to monitor the impact of 

organisational change in the future. To build a healthy Organisational Climate, 

much work is needed from internal departments like HR/IR to assist in 

fundamental developments of weaker climates.  An aim of this paper is that 

managers and workers must learn the value of Organisational Climates and, even 

more importantly that they understand, on a holistic level, how it works and to 

appreciate the delicate system of which they all form a part. 
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CHAPTER 6 
 
6.  DISCUSSION and CONCLUSION    

 

Over the period studied, the organisation experienced many strategic changes as 

discussed in detail in Chapter 4.  These changes include Structural reorganising, 

Management restructuring, Operational restructuring, Union Representation 

changes, and HR/IR structure, policy and procedure changes.  These factors, in 

addition to the constant pressure of financial constraint, form the background and 

context within which this study took place. Bearing this in mind, this chapter leads 

to a conclusion based on findings and results relative to the literature reviewed. 

 

This chapter will discuss the Analytical Framework Model in Figure 2 in relation 

to the hypotheses and results. A discussion comparing results in the Web Diagram 

of Figure 5 (Results of Table 11 plotted in the Web Diagram) and Figure 6 

(Conceptual Framework) to authors referenced in the literature review will follow. 

There is a short discussion on HR/IR and research questions followed by a concise 

summary of the conclusion. The chapter ends with a short discussion of study 

limitations and further research suggestions.  Recommendations are not necessary 

in this case as discussion and conclusions draw out the areas for further attention 

and development. 

 

6.1 The Analytical Framework Model Figure 2 
The practical usage of the Analytical Framework Model guided the steps that lead 

to positive Individual Attitudes and Behaviour. That means that the model depicts 

the concept “Work Place Context” with “Organisational Climate” as a prior.  The 

inter-correlation table of these variables (Chapter 5.5) suggests the effects to be 

more diffuse.  Larger and more detailed follow up studies may be necessary.  

 

6.2 Hypotheses 1 and 2 
It is hypothesised that Organisational Climates set Workplace Contexts which, in 

turn, drive Individual Attitudes and Behaviours. This hypothesis suggests that 

Individual Attitudes and Behaviours are influenced by Organisational Climates. 
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The results show that Organisational Climates account for 72% of the variance 

in Workplace Context, which in turn accounts for 46% of the variance in 

Individual Attitudes and Behaviours.  

 

Therefore, the first and second hypotheses are supported by the results. It is 

recognised that the study is done on a scale too small to generalise; however, it 

does indicate further that the investigation on a larger scale will be fruitful with 

possibilities of similar findings.  This study uncovered the idea that effectively 

organisations are to some extent accountable for the individual Attitudes and 

Behaviours of employees.  In the same way, it also indicates that there is 

something that organisations together with management can do to change 

organisational climates and subsequent Work Place Context to affect individual 

Attitudes and Behaviours for the benefit of the bigger picture. This bigger picture 

would be to progress the pre-requisites that organisational climate and cultures 

require for the long term successful implementation of LP. 

 

The above discussion leads to the paper’s main argument that HR/IR should be 

central to the development of Organisational Climates. If Climates, as shown in 

this study, have such strong influence over the Work Place Context, which in turn 

accounts for 46% of the variance of individual Attitudes and Behaviours, under  

the rather adverse conditions that prevailed in the organisation under study, it is 

possible to imagine the endless potential that this chain reaction can yield.  It is 

here that organisations fail to take advantage of uncaptured energy that fuels the 

growth and progress of LP implementation. 

 

Relating to Authors in the Literature Review 

This study is guided by the Analytical Framework in Figure 2. The variables are 

grouped under Organisational Climate, Work Place Context and Individual 

Attitudes and Behaviours. The authors discussed reviewed variables as seen in the 

hypotheses. This section gives logical explanation to the links between the 

variables and LP principles. Variable correlations identified by authors Baer & 
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Frese (2003) and Hay (2002) fall in the category of Hypothesis 1. Cook & 

Wall’s (1980) variable correlations are covered in Hypotheses 2 and 3. 

 

As seen in the literature review, these variables are paired and grouped in different 

ways by other authors depending on their study focus. 

 

Baer & Frese’s (2003: 57, 61) study on Climate for Initiative and Climate for 

Psychological Safety found that Climate for Initiative was significantly related to 

firm goal achievement and return on assets, and that Psychological Safety, 

significantly predicted firm goal achievement and return on assets. Their results 

suggest that companies which encourage their employees to engage in self starting 

behaviours and provide a personally non-threatening work environment, are more 

successful in firm goal achievement and return on assets. Their research results 

further suggested that Climates for Initiative and Psychological Safety should be 

incorporated into conceptualisations of the change management processes. In this 

study Climate for Psychological Safety had a strong positive correlation (of 0.6) 

with Participation in Decision Making and Supervision. This study’s results 

support the Baer and Frese (2003) suggestion. In addition, it suggests that 

Psychological Safety creates a safe space for Participation in Decision Making and 

better relations with Supervision. 

 

Hay (2002) found significant changes in trust over time. Variables, Team, Inter-

Team and Management, showed significant inter-correlation, suggesting that trust 

promotes more open communication between team members, but that trust also 

decreased over a period of 11 months. However, the study suggested that trust is 

more visible by its absence and subsequent mistrust resulted in a number of 

consequences for new work practices. For this reason, it is important to include 

measures of trust in preliminary preparation for implementation of LP.  In this 

study Interpersonal Trust showed moderate correlations of 0.5 with Climate for 

Initiative, In-Company IR Policy and Communications. Correlations are  moderate 

(r=0.4) between Interpersonal Trust and Worker Representation.  Therefore, 
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although trust exists at a moderate level which, under the organisation’s difficult 

circumstances, is a positive element, there is much opportunity for development. 

 
Cook and Wall’s (1980) questions, on organisational commitment and 

interpersonal trust at work, were used in a study by Coyle-Shapiro, Jacqueline A-

M. & Morrow, Paula C. (2003: 19). Their study found organisational commitment 

was positively related to teamwork and allegiance to quality, but no significant 

effects were found for active involvement or personal accountability. Trust in 

colleagues was positively related to teamwork but no significant effects were 

found for continuous improvement. They found that individual level factors 

(variables) studied were relatively better predictors of Total Quality Management 

(TQM) orientation and consequently suggested that understanding how individuals 

respond to TQM and other change initiatives would be enhanced through a more 

balanced perspective that considers both organisational and individual antecedents. 

Their study suggests that organisational leaders could improve individual 

employee acceptance of organisational change efforts like TQM through greater 

consideration of individual differences.  In effect, the investigation of individual 

attitudes and behaviours in the present study seeks such understanding.  Although 

the results of the present study indicate positive relationships between constructs, 

the research is not set up to show leadership intervention in practice. Organisation 

leaders are still in the process of change toward the development of the individual. 

This study is based on the individual worker perspective and, although scores are 

low, they are positive. In lieu of the holistic view of Organisational Climate and its 

various variables, the current study shows that there is a premise on which to build 

allegiance to organisational strategies aligned with the successful implementation 

of LP. 

 

Berg, A & Ohlsson, F. (2005) set out to work at Volvo Truck Production Australia 

and focused on a Lean Production implementation plan, but, instead, found that 

preparations had to be done first and a stable foundation for the implementation 

needed to be created. One of the key building blocks was that workers needed to 

be included in the planning and development of such implementation so that they 
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could take ownership and responsibility for their part in it.  This thinking 

influenced the current study to test the organisation’s preparedness for lean 

production implementation.  Though positive, this study’s results are generally low 

(varying between midpoint and below midpoint in Table 10),  which may be an 

indication that the organisation is at the beginning phase of LP implementation. 

However, the results are clear indicators that workers need to be involved in the 

early stages of implementation. 

 
6.3 Discussion relating to Hypothesis 3 
It is hypothesised that the Organisational Climate variables will each have a 

positive impact on the Individual Attitude and Behaviour variables. This 

hypothesis is 40% supported by the results in the sense that Organisational Climate 

directly influences Individual Attitudes and Behaviours by 40%.   

 

It is assumed that existence of organisational climates is broadly accepted.  This 

study adds to the debate of how much weight organisational climate carries in the 

contribution to an organisation’s overall success. This paper aims to recognise that 

organisational climates do in actual fact have effect on the individuals’ attitudes 

and behaviours. This paper suggests that organisational climate, to some extent, 

influences Job Satisfaction, Organisational Commitment and Intrinsic Job 

Motivation. 

 

With this knowledge, it brings into focus that organisations and managers have a 

lot more potential in terms of unlocking employee resources at their disposal than 

they were previously willing to acknowledge.  One can even go as far as saying 

that, under South Africa’s historical apartheid conditions, our traditional managers 

were in practice operating in reverse mode.  In actual fact they did everything in 

their power to eliminate such employee potential, and sadly this still appears to be 

the norm in many cases. With management attitudes turned around, organisations 

have the potential to grow in areas that they have not previously been willing to 

acknowledge. It is in the development of the individual that organisations have 

their real strength.  
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Cook and Wall (1980) measured the quality of working life applicable to blue 

collar workers in Britain and found that all trust scales correlated substantially 

with all organisational commitment subscales, with the exception that trust in 

peers was unrelated to organisational loyalty. They also found that trust correlated 

negatively with Personal Need Non Fulfilment (Worker Participation) and, in turn, 

inversely correlated with all the organisational commitment subscales. 

 

The present study did not review variable subscales in order to limit the scope of 

the study; however, there were no negative correlations between variables. Trust 

had a low correlation with commitment and a moderate 0.4 with Participation in 

Decision Making. However, overall, Intrinsic Job Motivation correlation scores 

with all the other variables are low and this is clear indication of an area for 

development.  

 

Warr, Cook and Wall (1979) assessed the quality of working life and found 

positive correlations between Intrinsic Job Motivation and Job Satisfaction. 

However, their other subscale correlations are not variables discussed in this paper. 

In comparison, this study found moderate positive correlations between the two 

variables. 

 

Warr, Cook & Wall’s (1979) questions on Intrinsic Job Motivation were used for 

the Society for Industrial & Organisational Psychology Inc. (SIOP) Conference 

paper by Kerrie L.Unsworth, Hilary Brown and Lauren McQuire (2000).  The aim 

of their study was to further understand employee innovation. They hypothesised 

innovation to be influenced, via the mediating effect of idea generation, by 

creative personality, job competence and intrinsic motivation. They found a 

measure of adequate alpha coefficient of reliability (alpha=0.68) for Intrinsic Job 

Motivation. Their results showed that the effects of creative personality and 

motivation on innovation were related. In this study Intrinsic Job Motivation has a 

Cronbach alpha of 0.65, and this did not change over the period studied. Though 

present with a higher than average mean, workers appear individually motivated, 

although the results do not show exactly what the motivating factors are. It can 
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then be assumed that workers find changes in HR/IR and production motivating 

as this provides promise of a better future for them. 

 

This study’s one year follow up at Xco found worker representation and job 

satisfaction to have undergone the biggest change. This is particularly remarkable 

since there were no significant increase in union membership over the period. 

However, there had been a change of worker representative over the period and 

this indicates the first element for change. An increase in Climate for Initiative, In-

Company IR Policy, and Communication are strong contributing factors to the 

increase in Job Satisfaction. However, this may be in parallel with the positive 

effects of changes in HR/IR and production systems.  

 

Bluen and Donald (1991) investigated IR climate and found significant 

correlations between In-Company IR Climate Scale and subscales. “Past research 

has found significant relationships between measures of IR Climate and both job 

satisfaction” (Dastmalchian et al, 1982; Fryxell & Gordon, 1989; Hartley, 1984; 

Klandermans, 1986 in Bluen & Donald, 1991: 13), “and organisational 

commitment” (Dalton & Todor, 1982; Welsh & Lavan, 1981 in Bluen & Donald 

1991: 13). Bluen and Donald’s (1991) results suggest that perceptions of IR 

Climate are associated with conceptually related work attitudes. 

 
In the present study, Job Satisfaction showed moderate positive correlations of 4.5 

with Climate for Initiative, Communications, Worker Representation, 

Interpersonal Trust, Supervision, and Intrinsic Job Motivation. However, Job 

Satisfaction showed correlations of 0.6 with Participation in Decision Making.  

This is an indication that Participation in Decision Making exists. At this stage in 

the organisation, participation in decision making is practiced at a minimum, but 

the results show its development potential. This result supports Sagie and 

Koslowsky (2000) who said that workers respond positively to participation in 

decision making and also supports Pfeffer et al (1995) who maintain that HR/IR 

should form the integral part of LP achieving success through people. 
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6.4  Data Summary 
This study’s data reveals that there is overall a relatively high level of Intrinsic Job 

Motivation (mean=4.0). Most other measures are low (means of 2-3), with 

Communications the poorest (1.86). 

 
The strongest positive correlations of 0.6 and 0.7 were found between Job 

Satisfaction, Psychological Safety and Participation in Decision Making, between 

Supervision and Psychological Safety and between In-company IR Policy and 

Communication.  The weakest correlations, although positive at 0.1, are between 

Communication and Intrinsic Job Motivation. 

 

These results yield clear indicators of areas for improvement and, even more so, 

existing areas that can be developed into the organisation’s strengths. People are 

the organisation’s strongest assets, and it is through them that development can 

shape the organisation’s future as well as their own. 

 
6.5  HR/IR  & The Research Questions 
Indications are that the HR/IR initiatives and initiatives implemented on the 

production lines over the period have contributed positively to the change in 

workers’ attitudes, but other internal politics, for example, the change of their 

union representative and a more interactive relationship between management and 

the union cannot be entirely excluded. However, there is more evidence of change 

in strategies and initiatives that have contributed positively to the change of 

worker attitudes than the latter.  

 

Research question 1 asks: ”What HR/IR and production changes have been 

implemented in recent years?”. Figure 4, Strategies – year 2006/7 and links, in 

Chapter 4, gives a brief overview of production and HR/IR changes. In addition, 

Tables 3 and 4 show change in Production and HR/IR over the period. This 

included the promotion of 30 setters to team leaders and their training which led to 

the re-structuring of the entire shop-floor, 60 new employees being trained and the 

start up of a new line. The survey itself may have had some effect on the survey 
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results as this may have been perceived by workers as assistance to positive 

change.    

 
The survey data reveals that workers respond positively to change initiatives in 

HR/IR and production, as discussed in the beginning of this chapter and in the 

section responding to research question 2.  Figure 5, the web diagram presented in 

Table 11, compares the study results of 2006 to 2007 and shows an improvement 

in all variables over the period, except Psychological Safety and Participation for 

Decision Making. The extent of HR/IR and production changes on worker 

attitudes can be seen on the web diagram in Figure 5.  Survey results comparing 

the two surveys show that workers respond positively to change initiatives in 

production and HR/IR. 

 

In response to the second research question: “What are workers’ present attitudes 

to HR/IR practices?”, the overall results showed that change initiatives improved 

HR/IR parameters over the period studied.  The result scores were positive but 

between midpoint and below midpoint, and current HR/IR climates and practices 

still need to strengthen in order to meet pre-requisite requirements for the 

successful long term implementation of LP. It must be noted that the organisation 

under study was in financial crisis over the period; therefore, these results are good 

under the circumstances.    

The present study contends that Individual Attitudes and Behaviours (Job 

Satisfaction, Organisational Commitment and Intrinsic Job Motivation) are largely 

mediated via Workplace Context and initial Organisational Climate processes in 

LP, in which HR/IR is the effective agent. Although the Organisational 

Commitment Cronbach alpha measure is weaker by comparison, it has a strong 

mean, but Job Satisfaction under the circumstances has the strongest outcome 

amongst the hypotheses. 
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6.6  Summary  
The data gave only moderate support for the Analytical Model in  the sense that 

the results reflected moderate p-values for hypotheses. The low significance levels 

in the data may not necessarily weaken the model, but could rather reflect Xco’s  

youth in its development toward LP, laden as it was with  financial and other 

problems, which would imply that the model may not fit organizations that are 

young in their development towards LP. Therefore, this outcome may reflect an 

early stage in the transition to LP.  It would thus be necessary to follow up 

developments at XCo.  To seek a cause-effect using correlation as in this situation 

may very well be an over simplification, since changes in company practice and 

modes of production as well as changes in management practice are jointly 

necessary for the development of LP.    

 

Correlations that were expected to show direct relationships with reference to the 

conceptual model of hypotheses in Figure 6 can be seen in the correlation table of 

Appendix III. Regression tables are not conclusive; however, the independent and 

dependent variables give an idea of the direction of the flow of influence between 

the different variables and also provide an idea of the strength of the relationships. 

Minimally, there are no negative relations between variables which places this 

organisation in a good position and shows improvement in implementation 

planning in all areas. 

 

HR/IR is in a good position to harness the potential climate that this survey results 

reveal. It is a broadly accepted concept that someone in particular takes 

responsibility for task co-ordination, while it is all participants’ responsibility to 

ensure that the task is carried out. In this case, it is HR/IR that should be central to 

the harnessing of organisational climate. As discussed in this study, HR/IR has full 

opportunity to be the central driving force to unleash the potential of individual 

workers’ attitudes and behaviours through entrenching cultures within all 

structures to recognise, appreciate and develop a positive organisational climate 
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which in turn provide Work Place Context for the development of individual 

attitudes and behaviours. 

 

6.7. Study Limitations 
In sum, the analytical framework sought to address whether Organisational 

Climates have a positive impact on Workplace Context. This in turn was expected 

to influence outcomes in workers’ Individual Attitudes and Behaviours, and thus 

provide a more favourable environment for the LP implementation process in the 

long term.  Confirmation that changes in HR/IR and production processes caused 

an improvement in attitudes and behaviour of workers by a positive impact in the 

work place context needs to be investigated in studies done over a longer period of 

time, as conclusive causality may not be possible to infer from a cross sectional 

study. 

 

The literature review provides reason for the variables chosen in this study. The 

argument in this project was that organisational climates are responsible for 

worker attitudes and behaviours, which in turn build the fundamental foundation 

for the success of long term systems like Lean Production. The measurement of LP 

presents a problem on its own and no such measure has been standardized. If there 

is indeed a measure of LP so that changes in LP over time can be traced, the 

elements which make up these measures may be very difficult to derive since 

management may not be amenable or prepared to provide data from which LP 

change can be derived.  In the present study, it was virtually impossible to pin 

down this type of information. 

 

The organisation did not allow access to documentation and policies and, 

therefore, the survey interviews failed to draw out the documented history of the 

organisation and records of system changes and restructuring strategies. It also 

failed to find the exact reasons for the slow HR/IR development toward LP 

implementation strategies other than pointing out financial constraints.  HR/IR at 

Xco is left to the discretion of the HR Manager and the system is not set up to link 

or make HR/IR accountable to other departments. This made fact finding and 
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triangulation difficult, added to which other department managers could not 

assist in the exploration of details. 

 

6.8  Further research 
Based on the findings of this research as well as those areas that were excluded in 

the design, the following future research projects are suggested: 

• To track the development of the change process and repeat the survey 

annually. 

• Variables with low Cronbach alpha may need to be reassessed. 

• Research HR/IR in more detail to follow progress and establish clear and 

direct  relationships between HR/IR and Worker Attitudes and Behaviours. 

• HR/IR best practice comparison with other organisations or countries. 

• Do larger studies at larger organisations. 

• Compare findings of similar studies on an organisation with a similar 

background. 
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APPENDIX I 
QUESTIONNAIRE OF EMPLOYEES 
 Interviewer:.......................................................... Questionnaire No: 
  
Location in factory ……………………………………….. 
 
1. Gender    Female   Male 
 
2. Which race do you identify yourself as?   Black   African      Coloured    
Indian    White 
 
3. Highest Education Qualification: 
    No Formal   Primary school   Std 6-8   Std 9-10 
    Diploma/degree incomplete    Diploma/degree complete 
 
4. Current Age: 
    18-25  26-35  36-45  46-55  56-65 
 66+ 
 
5. Are you a member of UNION?  Yes   No 
 
6. When did you first join a trade union? 
    1960s   1970s   1980s   1990s since 2000- 
6a.Indicate union name if not NUMSA 
 
7. What year did you start working for this company? 
 
8. If you previously worked for a company  that has now joined the main group, 
what year did you start  working for them and what company was it? 
 
9. Which occupational category? 
    unskilled    semi-skilled operator skilled   supervisor 
    clerical    artisan/technician    professional 
 other(specify:.................................) 
 
10. Which plant do you work in here?  
 
11. Describe the training you have received since you started working for the 
company.  
 
12. Do you have any plans to further your studies or training in the near future?
 Yes  No 
      If yes, describe briefly.  
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      Is your proposed study in line with company goals?   
 Yes      No 
 
13. If the company offered to pay for your training / studies would this encourage 
you to start studying sooner? Yes   No 

State reasons 
 
14.  What do you think about participating in a program where you are required to 
be multi-skilled? 
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1155..  CCOOMMPPAANNYY IIRR  PPOOLLIICCYY  

NNoott  
aatt  
aallll 

TToo  aa  
lliittttllee  

eexxtteenntt 

TToo  
ssoommee  
eexxtteenntt 

TToo  aa  
ggrreeaatt  
eexxtteenntt  Always  

NNoott  
ssuurree  

 

1155..11  TToo  wwhhaatt  eexxtteenntt  iiss  tthhee  ccoommppaannyy  
ppoolliiccyy  ttoowwaarrddss  tthhee  uunniioonn  aacccceeppttaabbllee  ttoo  
wwoorrkkeerrss??  11 22 33 44 55    

 

           
1155..22  TToo  wwhhaatt  eexxtteenntt  aarree  tthhee  vviieewwss  aanndd  
ooppiinniioonnss  ooff  wwoorrkkeerrss  ccoonnssiiddeerreedd  wwhheenn  
mmaannaaggeemmeenntt  mmaakkeess  ddeecciissiioonnss??  11 22 33 44 55    

 

           
1155..33  TToo  wwhhaatt  eexxtteenntt  iiss  tthhee  ccoommppaannyy  aa  
ffaaiirr  aanndd  jjuusstt  eemmppllooyyeerr??  11 22 33 44 55    

 

           
1155..44  TToo  wwhhaatt  eexxtteenntt  iiss  tthhee  ccoommppaannyy''ss  
aapppprrooaacchh  ttoo  wwoorrkkeerr  //  mmaannaaggeemmeenntt  
rreellaattiioonnss  tthhee  rriigghhtt  oonnee??  11 22 33 44 55    

 

           
1155..55  TToo  wwhhaatt  eexxtteenntt  hhaass  tthhee  ccoommppaannyy  
ssuucccceeeeddeedd  iinn  eessttaabblliisshhiinngg  aa  ggoooodd  
rreellaattiioonnsshhiipp  wwiitthh wwoorrkkeerrss??  11 22 33 44 55    

 

  
  NNOO    YYEESS    

 

1166..  CCOOMMMMUUNNIICCAATTIIOONNSS  

NNoott  
aatt  
aallll 

TToo  aa  
lliittttllee  

eexxtteenntt 

TToo  
ssoommee  
eexxtteenntt 

TToo  aa  
ggrreeaatt  
eexxtteenntt  Always  

NNoott  
ssuurree  

 

1166..11  HHooww  uupp  ttoo  ddaattee  aarree  wwoorrkkeerrss  kkeepptt  
oonn  mmaatttteerrss  tthhaatt  aaffffeecctt  tthheeiirr  jjoobb  ((ee..gg..  
PPeennssiioonnss,,  ppaayy,,  eettcc..))??  11 22 33 44 55    

 

           
1166..22  TToo  wwhhaatt  eexxtteenntt  aarree  tthhee  rreeaassoonnss  
ffoorr  cchhaannggeess  iinn  tthhee  ccoommppaannyy  eexxppllaaiinneedd  
ttoo  wwoorrkkeerrss??  11 22 33 44 55    

 

           
1166..33  TToo  wwhhaatt  eexxtteenntt  ddooeess  tthhee  ccoommppaannyy  
iinnffoorrmm  wwoorrkkeerrss  ooff  wwhhaatt  tthheeyy  wwaanntt  ttoo  
kknnooww??  11 22 33 44 55    

 

           
1166..44  TToo  wwhhaatt  eexxtteenntt  iiss  iitt  ppoossssiibbllee  ttoo  
oobbttaaiinn  rreelleevvaanntt  iinnffoorrmmaattiioonn  wwhheenn  yyoouu  
nneeeedd  iitt??  11 22 33 44 55    

 

           
1166..55  TToo  wwhhaatt  eexxtteenntt  iiss  iinnffoorrmmaattiioonn  
ggiivveenn  bbyy  mmaannaaggeemmeenntt  ttoo  wwoorrkkeerrss  
rreelliiaabbllee??  11 22 33 44 55    

 

           
1166..66  TToo  wwhhaatt  eexxtteenntt  hhaass  tthhee  ssttyyllee  ooff  
ccoommmmuunniiccaattiioonnss  cchhaannggeedd  iinn  tthhee  ppaasstt  
yyeeaarrss??  ((ii..ee..  ssiinnccee  tthhee  nneeww  cchhaannggeess  
hhaavvee  bbeeeenn  iimmpplleemmeenntteedd))  
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1177  SSUUPPEERRVVIISSIIOONN  

NNoott  
aatt  
aallll 

TToo  aa  
lliittttllee  

eexxtteenntt 

TToo  
ssoommee  
eexxtteenntt 

TToo  aa  
ggrreeaatt  
eexxtteenntt  Always  

NNoott  
ssuurree  

 

1177..11  HHooww  eeaassyy  ttoo  aapppprrooaacchh  iiss  yyoouurr  
ssuuppeerrvviissoorr//sseeccttiioonn  lleeaaddeerr??  
  11 22 33 44 55    

 

1177..22  TToo  wwhhaatt  eexxtteenntt  iiss  yyoouurr  
ssuuppeerrvviissoorr//sseeccttiioonn  lleeaaddeerr  wwiilllliinngg  ttoo  
ddiissccuussss  pprroobblleemmss??  
  11 22 33 44 55    

 

1177..33  HHooww  mmuucchh  ddooeess  yyoouurr  
ssuuppeerrvviissoorr//sseeccttiioonn  lleeaaddeerr  hheellpp  yyoouu  
wwiitthh  yyoouurr  pprroobblleemmss??  
  11 22 33 44 55    

 

1177..44  TToo  wwhhaatt  eexxtteenntt  iiss  yyoouurr  
ssuuppeerrvviissoorr//sseeccttiioonn  lleeaaddeerr  ccaappaabbllee  ooff  
ssoollvviinngg  yyoouurr  pprroobblleemmss??  11 22 33 44 55    

 

  
1177..55  TToo  wwhhaatt  eexxtteenntt  iiss  ddooeess  yyoouurr  
ssuuppeerrvviissoorr//sseeccttiioonn  lleeaaddeerr  ttrreeaatt  aallll  
wwoorrkkeerrss  ffaaiirrllyy  aanndd  eeqquuiittaabbllyy??  11 22 33 44 55    

 

             
 
 
 
 
                    

1188..  WWOORRKKEERR  RREEPPRREESSEENNTTAATTIIOONN  
  

NNoott  
aatt  
aallll 

TToo  aa  
lliittttllee  

eexxtteenntt 

TToo  
ssoommee  
eexxtteenntt 

TToo  aa  
ggrreeaatt  
eexxtteenntt AAllwwaayyss  NNoott  ssuurree 

          
1188..11  TToo  wwhhaatt  eexxtteenntt  aarree  rreepprreesseennttaattiivveess  
ttrruullyy  rreepprreesseennttaattiivvee  ooff  tthhee  wwoorrkkffoorrccee??
    11 22 33 44 55    
1188..22  TToo  wwhhaatt  eexxtteenntt  aarree  wwoorrkkeerrss  aabbllee  ttoo  
aapppprrooaacchh  tthheeiirr  rreepprreesseennttaattiivveess??  11 22 33 44 55    
1188..33  HHooww  mmuucchh  ddoo  rreepprreesseennttaattiivveess  hheellpp  
wwoorrkkeerrss  wwiitthh  tthheeiirr  pprroobblleemmss??  11 22 33 44 55    
1188..44  TToo  wwhhaatt  eexxtteenntt  ddoo  rreepprreesseennttaattiivveess  ttaakkee  
wwoorrkkeerr  pprroobblleemmss ttoo  mmaannaaggeemmeenntt?? 11 22 33 44 55    
1188..55  TToo  wwhhaatt  eexxtteenntt  ddoo  rreepprreesseennttaattiivveess  
rreeppoorrtt  bbaacckk  oonn  wwhhaatt  hhaass  bbeeeenn  ddiissccuusssseedd  
wwiitthh  mmaannaaggeemmeenntt??  11 22 33 44 55    
1188..66  TToo  wwhhaatt  eexxtteenntt  aarree  yyoouu  ssaattiissffiieedd  wwiitthh  
tthhee  rreellaattiioonnsshhiipp  bbeettwweeeenn  mmaannaaggeemmeenntt  aanndd  
tthhee  uunniioonn??    11 22 33 44 55    
1188..77  HHooww  wwoouulldd  yyoouu  ddeessccrriibbee  tthhee  
rreellaattiioonnsshhiipp  aanndd  hhooww  ddoo  yyoouu  tthhiinnkk  iitt  ccoouulldd  
bbee  iimmpprroovveedd??  
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1199..  CCLLIIMMAATTEE FFOORR  IINNIITTIIAATTIIVVEE 

NNoott  
aatt  
aallll 

TToo  aa  
lliittttllee  

eexxtteenntt 

TToo  
ssoommee  
eexxtteenntt 

TToo  aa  
ggrreeaatt  
eexxtteenntt  Always  NNoott  ssuurree 

 

TToo  wwhhaatt  eexxtteenntt  ddoo  yyoouu  aaggrreeee  tthhaatt  
        

 

1199..11  WWoorrkkeerrss  aatt  tthhiiss  ffaaccttoorryy  aaccttiivveellyy  
aattttaacckk  pprroobblleemmss 11 22 33 44 55    

 

         
1199..22  WWhheenneevveerr  ssoommeetthhiinngg  ggooeess  wwrroonngg,,  
mmeemmbbeerrss  ooff  oouurr  cceellll  sseeaarrcchh  ffoorr  aa  ssoolluuttiioonn  
iimmmmeeddiiaatteellyy..  11 22 33 44 55    
            
1199..33  WWhheenneevveerr  tthheerree  iiss  aa  cchhaannccee  ttoo  ggeett  
aaccttiivveellyy  iinnvvoollvveedd,,  ppeeooppllee  iinn  oouurr  cceellll  ttaakkee  
iitt..  11 22 33 44 55    
          
1199..44  PPeeooppllee  iinn  oouurr  cceellll  ttaakkee  iinniittiiaattiivvee  
iimmmmeeddiiaatteellyy,,  mmoorree  oofftteenn  tthhaann  iinn  ootthheerr  
cceellllss..  11 22 33 44 55    
          
1199..55  PPeeooppllee  iinn  oouurr  cceellll  uussee  ooppppoorrttuunniittiieess  
qquuiicckkllyy  iinn  oorrddeerr ttoo  aattttaaiinn  ggooaallss..  11 22 33 44 55    
          
1199..66  PPeeooppllee  iinn  oouurr  cceellll  uussuuaallllyy  ddoo  mmoorree  
tthhaann  tthheeyy  aarree  aasskkeedd  ttoo  ddoo..  11 22 33 44 55    
          
1199..77  PPeeooppllee  iinn  oouurr  cceellll  aarree  ppaarrttiiccuullaarrllyy  
ggoooodd  aatt  ttrraannssllaattiinngg  iiddeeaass  iinnttoo  aaccttiioonn.. 11 22 33 44 55    
          
 
 
 
 
 
 
IInnttrroodduuccttiioonn::  TThhee  nneexxtt  sseett  ooff  iitteemmss  ddeeaallss  wwiitthh  vvaarriioouuss  aassppeeccttss  ooff  yyoouurr  jjoobb..    PPlleeaassee  ddeessccrriibbee  hhooww  
ssaattiissffiieedd  oorr  ddiissssaattiissffiieedd  yyoouu  ffeeeell  wwiitthh  eeaacchh  ooff  tthheessee  ffeeaattuurreess  ooff  yyoouurr  pprreesseenntt  jjoobb,,  uussiinngg  tthhee  ssccaallee  
20. JJOOBB  
SSAATTIISSFFAACCTTIIOONN   Dissatisfied                                                                   Satisfied 

  VVeerryy  

  
  
  

DDiiss--
ssaattiissffiieedd 

SSoommee--
wwhhaatt  

NNoott  
ssuurree 

SSoommee--
wwhhaatt  

ssaattiissffiieedd 

  
  

SSaattiissffiieedd  
VVeerryy  
ssaattiissffiieedd  

2200..11  TThhee  pphhyyssiiccaall  wwoorrkk  
ccoonnddiittiioonnss..  11  

  
22 33 44 55 

  
66          77  

                     
2200..22  TThhee  ffrreeeeddoomm  ttoo  
cchhoooossee  yyoouurr  oowwnn  mmeetthhoodd  
ooff  wwoorrkkiinngg..  11  22 33 44 55 66            77  
                     
2200..33..  YYoouurr  ffeellllooww  
wwoorrkkeerrss..  11  22 33 44 55 66            77  
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2200..44..  TThhee  rreeccooggnniittiioonn  
yyoouu  ggeett  ffoorr  ggoooodd wwoorrkk..  11  22 33 44 55 66            77  
                     
2200..55..  YYoouurr  iimmmmeeddiiaattee  
bboossss..  11  22 33 44 55 66            77  
  AApppprrooaacchhaabbllee??      OOppeenn  
DDoooorr  PPoolliiccyy??                   
2200..66..  TThhee  aammoouunntt  ooff  
rreessppoonnssiibbiilliittyy  yyoouu  aarree  
ggiivveenn..  11  22 33 44 55 66            77  
                     
2200..77..  YYoouurr  rraattee  ooff  ppaayy..  11  22 33 44 55 66            77  
                     
2200..88..  YYoouurr  ooppppoorrttuunniittyy  
ttoo  uussee  yyoouurr  aabbiilliittiieess..  11  22 33 44 55 66            77  
                     
2200..99..    IInndduussttrriiaall  rreellaattiioonnss  
bbeettwweeeenn  mmaannaaggeemmeenntt  
aanndd  wwoorrkkeerrss..  11  

  
22 33 44 55 

  
66            77  

                     
2200..1100  HHooww  ddoo  yyoouu  ffeeeell  
aabboouutt  yyoouurr  cchhaanncceess  ffoorr  
pprroommoottiioonn  11  

  
22 33 44 55 

  
66            77  

                     
2200..1111..  TThhee  wwaayy  yyoouurr  
ffiirrmm  iiss  mmaannaaggeedd.. 11  22 33 44 55 66            77  
                      
2200..1122..  TThhee  aatttteennttiioonn  ppaaiidd  
ttoo  ssuuggggeessttiioonnss  yyoouu  mmaakkee..  11  

  
22 33 44 55 

  
66            77  

                      
2200..1133  AArree  yyoouu  iinncclluuddeedd  
iinn  ddeecciissiioonn  mmaakkiinngg  wwiitthh  
rreeggaarrddss  ttoo  yyoouurr  jjoobb..  11  

  
22  

33 44 55 

  
66  

          77  
                      
2200..1144..  TThhee  aammoouunntt  ooff  
vvaarriieettyy  iinn  yyoouurr  jjoobb..  11  

  
22 33 44 55 

  
66            77  

                      
2200..1155  DDooeess  tthhee  cclliimmaattee  
ssuuppppoorrtt  ooppeenn  
ccoommmmuunniiccaattiioonn.. 11  

  
  

22 33 44 55 

  
  
66            77  

                      
2200..1166..  TTaakkiinngg  eevveerryytthhiinngg  
iinnttoo  ccoonnssiiddeerraattiioonn,,  hhooww  
ddoo  yyoouu  ffeeeell  aabboouutt  yyoouurr  
jjoobb  aass  aa  wwhhoollee?? 11  

  
  
  

22 33 44 55 

  
  
  
66            77  
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2211..  CCLLIIMMAATTEE  FFOORR  
PPSSYYCCHHOOLLOOGGIICCAALL  SSAAFFEETTYY  

NNoott  
aatt  
aallll 

TToo  aa  
lliittttllee  

eexxtteenntt 

TToo  
ssoommee  
eexxtteenntt 

TToo  aa  
ggrreeaatt  
eexxtteenntt  Always  

NNoott  
ssuurree  

TToo  wwhhaatt  eexxtteenntt  ddoo  yyoouu  aaggrreeee  tthhaatt           
2211..11  AAtt  tthhiiss  ccoommppaannyy  ssoommee  eemmppllooyyeeeess  
aarree  rreejjeecctteedd  ffoorr  bbeeiinngg  ddiiffffeerreenntt..  11 22 33 44 55  

  

          
2211..22  WWhheenn  ssoommeeoonnee  aatt  tthhiiss  ccoommppaannyy  
mmaakkeess  aa  mmiissttaakkee,,  iitt  iiss  oofftteenn  hheelldd  
aaggaaiinnsstt  tthheemm..  11 22 33 44 55  

  

          
2211..33  PPeeooppllee  aatt  wwoorrkk  wwoouulldd  ddeelliibbeerraatteellyy  
aacctt  iinn  aa  wwaayy  tthhaatt  uunnddeerrmmiinneess  ootthheerrss''  
eeffffoorrttss..  11 22 33 44 55  

  

          
2211..44  IItt  iiss  ddiiffffiiccuulltt  ttoo  aasskk  ootthheerrss  ffoorr  hheellpp  
aatt  wwoorrkk  11 22 33 44 55  

  

          
2211..55  AAtt  wwoorrkk  oonnee iiss  ffrreeee  ttoo  ttaakkee  rriisskkss.. 11 22 33 44 55    
          
2211..66  TThhee  ppeeooppllee  aatt  wwoorrkk  vvaalluuee  ootthheerrss''  
uunniiqquuee  sskkiillllss  aanndd ttaalleennttss..  11 22 33 44 55  

  

          
2211..77  AAss  aann  eemmppllooyyeeee  aatt  tthhiiss  ccoommppaannyy  
oonnee  iiss  aabbllee  ttoo  bbrriinngg  uupp  pprroobblleemmss  aanndd  
ttoouugghh  iissssuueess..  11 22 33 44 55  

  

 
21.8  Are there times when you are afraid to speak up and why? 
 
 
 
  
2222..  IINNTTRRIINNSSIICC  JJOOBB  
MMOOTTIIVVAATTIIOONN NNOO    YYEESS  

  

2222..11  HHooww  ddoo  yyoouu  ppeerrssoonnaallllyy  ffeeeell  
aabboouutt  yyoouurr  pprreesseenntt  jjoobb??    

NNoott  
aatt  
aallll 

TToo  aa  
lliittttllee  

eexxtteenntt 

TToo  
ssoommee  
eexxtteenntt 

TToo  aa  
ggrreeaatt  
eexxtteenntt  Always  

NNoott  
ssuurree  

           
2222..22  II  ffeeeell  aa  sseennssee  ooff  ppeerrssoonnaall  
ssaattiissffaaccttiioonn  wwhheenn II  ddoo  aa  jjoobb  wweellll.. 11 22 33 44 55  

  

                
2222..33  MMyy  ooppiinniioonn  ooff  mmyysseellff  ggooeess  
ddoowwnn  wwhheenn  II  ddoo mmyy  jjoobb  bbaaddllyy..  11 22 33 44 55  

  

                
2222..44  II  ttaakkee  pprriiddee  iinn  ddooiinngg  mmyy  jjoobb  aass  
wweellll  aass  II  ccaann..  11 22 33 44 55  

  

                
2222..55  II  ffeeeell  uunnhhaappppyy  wwhheenn  mmyy  wwoorrkk  
iiss  nnoott  uupp  ttoo  mmyy  uussuuaall  ssttaannddaarrdd..  11 22 33 44 55  
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2222..66  II  lliikkee  ttoo  llooookk  bbaacckk  oonn  tthhee  ddaayy''ss  
wwoorrkk  wwiitthh  aa  sseennssee  ooff  aa  jjoobb  wweellll  
ddoonnee..  11 22 33 44 55  

  

                
2222..77  II  ttrryy  ttoo  tthhiinnkk  ooff  wwaayyss  ooff  ddooiinngg  
mmyy  jjoobb  eeffffeeccttiivveellyy..  11 22 33 44 55  

  

 
 
22.8 What motivates you or encourages you to do your job well? 
 
           
           

23. OORRGGAANNIISSAATTIIOONNAALL  
CCOOMMMMIITTMMEENNTT      

NNoott  
aatt  
aallll 

TToo  aa  
lliittttllee  

eexxtteenntt 

TToo  
ssoommee  
eexxtteenntt 

TToo  aa  
ggrreeaatt  
eexxtteenntt  Always

NNoott    
ssuurree  

AAss  aa  mmeemmbbeerr  ooff  tthhiiss  ccoommppaannyy..  TToo  
wwhhaatt  eexxtteenntt  ddoo  yyoouu  aaggrreeee??       

  

2233..11  II  aamm  qquuiittee  pprroouudd  ttoo  bbee  aabbllee  ttoo  
tteellll  ppeeooppllee  wwhhoo iitt iiss  II  wwoorrkk  ffoorr..  11 22 33 44 55 

  

              
2233..22  II  ssoommeettiimmeess  ffeeeell  lliikkee  lleeaavviinngg  
tthhiiss  eemmppllooyymmeenntt ffoorr  ggoooodd..  11 22 33 44 55 

  

              
2233..33  II  aamm  nnoott  wwiilllliinngg  ttoo  ppuutt  mmyysseellff  
oouutt  jjuusstt  ttoo  hheellpp  tthhee  oorrggaanniissaattiioonn..  11 22 33 44 55 

  

              
2233..44  EEvveenn  iiff  tthhee  ffiirrmm  wweerree  nnoott  ddooiinngg  
wweellll  ffiinnaanncciiaallllyy,,  II  wwoouulldd  bbee  rreelluuccttaanntt  
ttoo  cchhaannggee  jjoobbss..  11 22 33 44 55 

  

              
2233..55  II  ffeeeell  mmyysseellff  ttoo  bbee  ppaarrtt  ooff  tthhee  
oorrggaanniissaattiioonn..  11 22 33 44 55 

  

              
2233..66  II  lliikkee  ttoo  ffeeeell  tthhaatt  II  aamm  mmaakkiinngg  
ssoommee  eeffffoorrtt,,  nnoott  jjuusstt  ffoorr  mmyysseellff  bbuutt  
ffoorr  tthhee  oorrggaanniissaattiioonn  aass  wweellll  11 22 33 44 55 

  

              
2233..77  IIff  ooffffeerreedd  mmoorree  mmoonneeyy  wwiitthh  
aannootthheerr  eemmppllooyyeerr  II  wwoouulldd  nnoott  
sseerriioouussllyy  tthhiinnkk  ooff cchhaannggiinngg  mmyy  jjoobb.. 11 22 33 44 55 

  

              
2233..88  II  wwoouulldd  nnoott  rreeccoommmmeenndd  aa  cclloossee  
ffrriieenndd  ttoo  jjooiinn  oouurr ssttaaffff..  11 22 33 44 55 

  

              
2233..99  TToo  kknnooww  tthhaatt  mmyy  oowwnn  wwoorrkk  hhaadd  
mmaaddee  aa  ccoonnttrriibbuuttiioonn,,  ttoo  tthhee  ggoooodd  ooff  
tthhee  oorrggaanniissaattiioonn wwoouulldd  pplleeaassee  mmee.. 11 22 33 44 55 

  

 
23.10 What do you like  
 

(a) most and  
 
(b) least about working for this company? 
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2244..  IINNTTEERRPPEERRSSOONNAALL  TTRRUUSSTT  
AATT  WWOORRKK  ((PPeerrcceeppttiioonn  ooff  CClliimmaattee)) 

NNoott  
aatt  
aallll 

TToo  aa  
lliittttllee  

eexxtteenntt 

TToo  
ssoommee  
eexxtteenntt 

TToo  aa  
ggrreeaatt  
eexxtteenntt  AAllwwaayyss  

NNoott  
ssuurree  

            
TToo  wwhhaatt  eexxtteenntt  ddoo  yyoouu  aaggrreeee  wwiitthh  
tthheessee  ssttaatteemmeennttss  aabboouutt  ccoonnffiiddeennccee  
aanndd  ttrruusstt       

  

22 44 .. 11   

MMaannaaggeemmeenntt  aatt  mmyy  ffiirrmm  iiss  
ssiinncceerree  iinn  iittss  aatttteemmpptt  ttoo  mmeeeett  
tthhee  wwoorrkkeerrss''  ppooiinntt  ooff  vviieeww..  11 22 33 44 55    

            

22 44 .. 22   

IIff  II  ggoott  iinnttoo  ddiiffffiiccuullttiieess  aatt  wwoorrkk  
II  kknnooww  mmyy  wwoorrkkmmaatteess  wwoouulldd  
ttrryy  aanndd  hheellpp  mmee  oouutt..  11 22 33 44 55    

            

22 44 .. 33   

MMaannaaggeemmeenntt  ccaann  bbee  ttrruusstteedd  ttoo  
mmaakkee  sseennssiibbllee  ddeecciissiioonnss  ffoorr  tthhee  
ffiirrmm''ss  ffuuttuurree..  11 22 33 44 55    

            

22 44 .. 44   
II  hhaavvee  ffuullll  ccoonnffiiddeennccee  iinn  tthhee  
sskkiillllss  ooff  mmyy  wwoorrkkmmaatteess..  11 22 33 44 55    

            

22 44 .. 55   

MMoosstt  ooff  mmyy  ffeellllooww  wwoorrkkeerrss  
wwoouulldd  ggeett  oonn  wwiitthh  tthheeiirr  wwoorrkk  
eevveenn  iiff  ssuuppeerrvviissoorrss  wweerree  nnoott  
aarroouunndd..  11 22 33 44 55    

            

22 44 .. 66   

II  ccaann  rreellyy  oonn  ootthheerr  wwoorrkkeerrss  nnoott  
ttoo  mmaakkee  mmyy  jjoobb  mmoorree  ddiiffffiiccuulltt  
bbyy  ccaarreelleessss wwoorrkk..  11 22 33 44 55  

  
  

            

  
2244..77   

TThheerree  iiss  aa  hhiigghh  lleevveell  of trust 
between Coloureds and Blacks 
at this company 11 22 33 44 55    

            

2244..88   

TThheerree  iiss  aa  hhiigghh  lleevveell  of trust 
between whites and others at 
this company 11 22 33 44 55    

            

2244..99   

TThheerree  iiss  aa  hhiigghh  lleevveell  of trust 
between people from different 
towns in this company 11 22 33 44 55    

            
            

 
At this company, what do you think about the level of trust  
 

(a) among employees, and  
 
 

(b) between management and workers?  
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25. PERSONAL NEED NON-FULFILMENT   
( Participation in decision-making) 

    
NO        YES   

 

NNoott
aatt  
aallll 

TToo  aa  
lliittttllee  

eexxtteenntt

TToo  
ssoommee
eexxtteenntt

TToo  aa  
ggrreeaatt  
eexxtteenntt Always 

 Not  
sure 
  

         

25.1 
Are you consulted when changes are made 
to your job or your work environment? 1 2 3 4 55    
         

25.2 
Do you have influence on decisions made 
about your job? 1 2 3 4 55    
         

25.3 
Does your Supervisor give you freedom to 
make decisions? 1 2 3 4 55    
         

25.4 

Do you have the opportunity to exercise 
your own initiative and judgement in 
carrying out your work? 1 2 3 4 5   
         

25.5 
Do you have the opportunity to discuss or 
question instructions about work. 1 2 3 4 5   

         

25.6 

How often does 1st line management step in 
and make decisions that should be made by 
the team? 1 2 3 4 5   
         

25.7 
Do you receive recognition for your 
achievements? 1 2 3 4 5   
         

25.8 
Do you receive feedback from management 
concerning problems identified at meetings? 1 2 3 4 5   
         

25.9 
Have you received sufficient training on 
how to participate effectively at meetings?  1 2 3 4 5   
         

Which of the following topics are discussed at  
meetings? 

This 
a.m.

This 
week

Last 
week

Last 
month

Not for 
6 
months Never 

         
25.10  Previous days problems        
         
25.11  Planned production        
         
25.12  Machinery Set up        
         
25.13 Process improvements        
         
25.14  Individual suggestions to job improvement        
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25.15 Other issues (please describe)      
  
  

  
This 
a.m.

This 
week

Last 
week

Last 
month

Not for 
6 
months 

 Never 
  

25.16   When was the last time you attended a   
meeting ?        
         
25.17  When did you last speak up/participate at 
your    meeting?        
         
OOTTHHEERR  CCOOMMMMEENNTTSS  
 

 

 

 

 



 111
  
APPENDIX II 
 
AUTHORS OF MEASURES USED 
 
15. COMPANY IR POLICY 
16. COMMUNICATIONS 
17. SUPERVISION 
18. WORKER REPRESENTATION 
Bluen, S. D. & Donald, C. (1991). The nature & measurement of In-Company 
Industrial Relations Climate. South African Journal of Psychology, Vol. 21:12-20. 
 
 
19. CLIMATE FOR INITIATIVE  & 
21. CLIMATE FOR PSYCHOLOGICAL SAFETY 
Baer, M. & M. Frese (2003). Innovation is not enough: Climates for initiative and  
psychological safety, process innovation, and firm performance. Journal of  
Organisational Behaviour. Germany: John Wiley & Sons Ltd, Vol. 24: 45-68. 

 
20. JOB SATISFACTION 
Warr, P., Cook, J. & Wall, T. (1979). Scales for the measurement of some work 
attitudes and aspects of psychological well-being.  Journal of Occupational 
Psychology, Vol. 52: 145-148. 
 
22. INTRINSIC JOB MOTIVATION 
Warr, P., Cook, J. & Wall, T. (1979). Scales for the measurement of some work 
attitudes and aspects of psychological well-being.  Journal of Occupational 
Psychology, Vol. 52: 145-148. 
 
 
23. ORGANISATIONAL COMMITMENT  -  
Developed from Cook, J. & Wall, T. (1980). New work attitude measures of trust, 
organisational commitment and personal need non-fulfilment. Journal of 
Occupational Psychology, Vol. 53: 39-52. 
 
 
24. INTERPERSONAL TRUST AT WORK (Perception of Climate) 
 
25. PERSONAL NEED NON-FULFILMENT  (Participation) 
Developed from Cook, J. & Wall, T. (1980). New work attitude measures of trust, 
organisational commitment and personal need non-fulfilment. Journal of 
Occupational Psychology, Vol. 53: 39-52.  
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APPENDIX 
III  - Bivariate 
Correlations of 
Measures   

In-Co.  
IR Pol. 

15 
Comm 

16
Suprvsn 

17 
Worker 
Rep. 18 

Climate 
for 

Initiative 
19 

Job 
Satisfctn 

20 

Psych. 
Safety  

21 

Intrinsic 
Job 

Motivation 
22 

Org. 
Comtmnt 

23 
Int. Trust 

24 

Participation 
in Decisions 

25 

IN-Co.IR Policy PC 1.000    
Q15 S2t .    
 N 103    
Communication PC 0.721 1.000    
Q16 S2t 0.000 .    
 N 97 123    

Supervision PC 0.483 0.491 1.000    
Q17 S2t 0.000 0.000 .    
 N 92 109 117    
Worker  PC 0.342 0.468 0.419 1.000    
representation S2t 0.001 0.000 0.000 .    
Q18 N 95 110 105 116    
Climate for  PC 0.337 0.309 0.431 0.481 1.000   
Initiative S2t 0.001 0.001 0.000 0.000 .   
Q19 N 99 114 108 109 121   
Job  PC 0.405 0.486 0.560 0.475 0.343 1.000   
Satisfaction S2t 0.003 0.000 0.000 0.000 0.007 .   
Q29 N 53 59 56 59 61 62   
Psychological  PC 0.481 0.331 0.631 0.437 0.396 0.575 1.000   
safety S2t 0.000 0.002 0.000 0.000 0.000 0.000 .   
Q21 N 74 83 76 81 83 50 87   
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APPENDIX III 
- Bivariate 
Correlations 
of Measures   

In-Co.  
IR Pol. 

15 

Commun-
ication 

16
Suprvsn 

17
Worker 

Rep. 18

Climate 
for 

Initiative 
19 

Job 
Satisfctn 

20

Psych. 
Safety 

21

Intrinsic 
Job 

Motivation 
22

Org. 
Comtmnt 

23
Int. Trust 

24 

Participation 
in Decisions 

25 
Intrinsic Job  PC 0.245 0.182 0.213 0.203 0.282 0.469 0.263 1.000   
Motivation S2t 0.053 0.110 0.062 0.087 0.012 0.001 0.050 .   
Q22 N 63 78 77 72 78 48 56 83   
Organisational PC 0.288 0.354 0.388 0.313 0.341 0.519 0.412 0.541 1.000   
Commitment S2t 0.006 0.000 0.000 0.002 0.001 0.000 0.000 0.000 .   
Q23 N 89 103 92 95 98 56 78 72 103   
Interpersonal  PC 0.548 0.580 0.400 0.474 0.553 0.403 0.396 0.270 0.335 1.000  
Trust S2t 0.000 0.000 0.000 0.000 0.000 0.002 0.000 0.029 0.001 .  
Q24 N 91 102 96 96 102 55 80 66 90 106  
Participation 
in  PC 0.504 0.527 0.522 0.434 0.431 0.618 0.616 0.256 0.393 0.458 1.000 
Decisions S2t 0.000 0.000 0.000 0.000 0.000 0.000 0.000 0.035 0.000 0.000 . 
Q25 N 88 104 96 98 103 54 79 68 89 92 109 
** Correlation is significant at the 0.01 level (2-tailed).       
* Correlation is significant at the 0.05 level (2-tailed).       

 
 
PC  =  Pearson Correlation 
S2t  =  Sig. (2-tailed) 
N    =   No. of respondents

0 is no correlation 
0.1 / 0.2 -  Closer to zero is a weak positive 
correlation 
0.3 low positive correlation 
0.5       moderate positive correlation 
0.7       strong positive correlation 
+1 perfect positive correlation 
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