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ABSTRACT

This research study is concerned with the effects and dynamics
of 'integrated' schemes of employee participation, where
workers are involved in both work-related decision-making, and
also share in the profits of their employer.

Prior research and the literature on employee participation
has tended to concentrate on the process and effects of either
financial participation in isolation, or of decision-making
participation, but seldom on situations where both are
employed simultaneously. Based on a thorough literature
review, this study presents a 'Model of Integrated Employee
Participation (incorporating moderating effects)'. The model
explicates a process through which both types of worker
involvement may operate together, leading to a set of
behavioural and performance outcomes. Where the formal
participation schemes are operationalised such that, combined,
they lead to perceptions equivalent to 'psychological
ownership', a substantial goal-congruence and integration of
the employee with the organisation occurs. These processes
lead, in turn, to influences on individual and organisational
outcomes.

Antecedent and moderating variables to the operation of such
'integrated' participation schemes are identified in the
model. Specifically, the effects of the schemes are postulated
to be moderated by employees' biographical and personality
factors, by their perceptions of managerial commitment to
employee participation, and by their perceptions of aspects of
the organisation's managerial system of communication and
control. The relevance and implications of the model to the
South African gold-mining industry are discussed.

Major pillars of this 'Model of Integrated Employee
Participation (incorporating moderating effects)' were tested
within a detailed investigation of the participation schemes
in operation at a profitable South African gold-mining
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company. This investigation was longitudinal in nature, with
two major surveys being performed over a ten-month period. The
findings suggested that while the effects of the 'integrated'
schemes on employees' job satisfaction, performance and
stability were as anticipated, the proposed moderating effects

were generally non-existent or insignificant.

In order to obtain greater clarity of the dynamics of
'integrated' schemes of employee participation, a path
analytic exploration of the interrelationships between the
measured variables of the study was then undertaken. A
detailed path model was developed and then tested, at three
levels of the organisational hierarchy as well as on the
entire workforce. The path model was substantially supported
for the 'entire workforce', and for the largest stratum of the
mine's employees, being the 'unskilled and semi-skilled’'
workers. Satisfaction with participation was found to be
positively and significantly associated with perceived extent
of participation. This applied to both the financial and
decisional elements of the schemes. Job satisfaction and
employee performance were also found to be positively
associated with perceived extent of participation and / or
satisfaction therewith. Employees' perceptions of managerial
commitment to 'integrated participation' predicted their
satisfaction therewith. Aspects of the organisation's system
of managerial communication and control were found to
significantly affect levels of job satisfaction and employee

performance in the participative environment of the mine.

The model was only partially supported, however, at the more
senior levels of 'management' and 'supervisors and artisans’'.
It thus appeared that 'integrated participation' schemes may
not enhance job satisfaction and performance at the higher
levels of the organisational hierarchy, and that the schemes'
effects may thus be moderated by employee seniority.

The empirical findings were supportive of much of the
literature on participation programmes. They were particularly
consistent with 'affective' and 'contingency' explanatory
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models of the effects of participation. The findings did not,

however, support 'cognitive' explanatory models of the effects
of participation.



Page iv -

ACKNOWLEDGEMENTS

I wish to express my sincere thanks to the many people and
organisations for the assistance provided in this study.
Particularly I would like to thank the following:

Professor David Coldwell, for his patience, guidance and
helpful supervision.

My colleagues in the research group of the Department of
Accounting and Finance at the University of Natal, and
particularly Professor Trevor Crossman, for their help in the
initial formulation of the study.

Doctors Julian Hofmeyr and Michael Murray for their assistance
on statistical aspects of the research.

Ms Patsy Clarke of Computer Services, for her invaluable
assistance with mastering the S.A.S. statistical programme.

The organisation which most generously offered subjects for
the research surveys, and interviewing personnel.

Finally, and most importantly, my wife Denise and our sons
Richard and James, who encouraged me to persevere with the
project, and who made substantial sacrifices throughout.



Page

I hereby declare that the work contained in this research,
unless specifically indicated to the contrary in the text, 1is
my own original work, and has not previously in its entirety
or in part been submitted for any degree at any other
university.

I further declare that opinions expressed and conclusions
reached are my own and are not to be regarded as representing

the views of any other person or institution.



Page vi

CONTENTS
PAGE
ABSTRACT o o w o © 5 w-o & lp & @ & @ = = = = & @ & & @ i
ACKNOWLEDGEMENTS . . . . .+ &+« +« « 4 o o o o o o o « o« = iv
LIST OF TABLES . 5 s « 5 5 a & % s & w @ = » » = » w Xgiv
LIST OF PIGUREBS . . &« ©+ « o o = o o o o o o« o &« s « xxix
CHAPTER 1
INTRODUCTION
The need for the study 1
The aims and purposes of the study . . . . 3
The scope and limitations of the study 5
The plan of the thesis . . . . . 6
THEME 1: THEORETICAL . . . <« « =« o o o o o s s » o o 9
CHAPTER 2
AN OVERVIEW OF PARTICIPATIVE MANAGEMENT
Introductlon . o % wiv 6 % @ o7 % & ¥ W oW @ ®w = ox 0 « 40
Defining participative management . . . . . . . . . . 11
2.3 Conceptual frameworks for participative management . . 13
2.3.1 Jain's framework for industrial relations and
participative processes . . . . . .« .« .+ .« « . . 13
2.3.2 Jones and Maree's continuum of worker
participation . in. cont¥ol . . . ¢ « « o ¢« s = & 15

2.3.3 Brownell's framework of participative budgeting 16

2.4 Variates of participative management . . . . . . . . . 17
2.4.1 Variates of decision-making participation . . . 18
2.4.2 Variates of financial participation . . . . . . 20
2.4.3 Combining decision-making participation and

fginancial patticipation « « + » .6 5 & % x 5 o RO

2.5 International trends in participative management . . . 22
2.5.1 European trends . s i e o @ 'w s & 5 8 5 8 w5 5 8 23

2.5.1.1 Germany . . . « « 4 4 4 4 e e 4 e o . . 24
2.5.1.2 The United Kingdom . . . . . . . . . . 25
2.5.1.3 Other European states . . . . . . . . . 26

2.5.2 United States' trends . . . . . . . . . . . . . 28



3

.4

Page vii

PAGE
2.5.3 Japanese trends . . . . . . . .+« < +« « <« « . . . 30
2.5.4 Cross-national studies of participation . . . . 31
2.5.5 A South African perspective . . . . . . . . . . 32
Controversy: does participative management 'work'? . . 35
Explanatory models of the effects of participative
MEnNAgement v w o o w.e = & ® @ @ & @ s © = w s u & @ @ IO
2.7.1 Cognitive models of participation : « « s « « - 37
2.7.2 Affective models of participation . . . . . . . 38
2.7.3 Contingency models of participation . . . . . . 38
Conelugion « + « » + &« % = % s % & @ ®w ® % % & 4 @ x g I3

CHAPTER 3
THE EFFECTS OF EMPLOYEE PARTICIPATION IN DECISION-MAKING:
A THEORETICAL AND EMPIRICAL REVIEW

Introduction . . . . . . . ¢+ 4 4 4 e e e e e e e o. . 41

Classifying the literature . . . . . . . . . . . . . . 42

The literature on the theoretical foundations

of employee incentives and motivation: a review . . . 44

3.3.1 Maslow's hierarchy of needs . . . . . . . . . . 44

3.3.1.1 Empirical studies relating to Maslow's

LHBOTY v . % 5 » 5 % % = % % » &« % % = @b

3.3.2 Herzberg's two-factor theory of motivation . . 48

3.3.2.1 Empirical studies relating to
Herzberg's theory . . . . . . . . . . . 49
3.3.3 Vroom's expectancy theory . . . . . . . . . . . 50
3.3.3.1 Empirical studies relating to Vroom's

EROOEY & w = w w » % = w » = @ = = & = SO

3.3.4 Adams' equity theory . . . « « « + « ¢« « s« « « b5l
3.3.4.1 Empirical studies relating to Adams'

EHEOYY .« %' = % % 3 % 4 % ® % % & 3 & & D2

3.3.5 Porter and Lawler's model of motivation . . . . 53

3.3.5.1 Empirical studies relating to Porter
and Lawler's model . . . . . . . . . . 56
The literature on the effects of employee
participation in decision-making . . . . . . . . . . . 57
The literature on the effects of employee
participation in decision-making on their work-related
attitudes . . . . . . . . . . . . . .+ . . . < . . . 59



3y

« 10

Page viii

3.5.1 Propositions and theory-building

3.5.2 Empirical studies: hypothesis-testing research

The literature on the effects of employee

participation in decision-making on their productivity

and performance

3.6.1 Propositions and theory-building

3.6.2 Empirical studies: hypothesis-testing research

The literature on the effects of employee

participation in decision-making on their absenteeism

and turnover

3.7.1 Propositions and theory-building

3.7.2 Empirical studies: hypothesis-testing research

The literature on other effects of employee

participation in decision-making

3.8.1 Propositions and theory-building

3.8.2 Empirical studies: hypothesis-testing research

The literature on the effects of employee

participation in decision-making relating to specific

work-issues

3.9.1° The literature on the effects of employee
participation in work-goal setting
3.9.1.1 Propositions and theory-building
3.9.1.2 Empirical studies: hypothesis-testing

research . . « .« « &

3.9.2 The literature on the effects of employee
participation in budget-setting . . . . . . . .
3.9.2.1 Propositions and theory-building
3.9.2.2 Empirical studies: hypothesis-testing

research

3.9.3 The literature on the effects of employee
participation in decision-making relating to
other specific work issues ..
3.9.3.1 Propositions and theory-building
3.9.3.2 Empirical studies: hypothesis-testing

research

The literature on the effects of actual versus

perceived extents of employee participation in

decision-making . . . . . . . . . . . .

PAGE
59
61

65
65
65

68

68

68

69

69

70

72

T2
72

73

76
76

77

79

19

80

81



3.11 The literature on the empirical testing of explanatory

Page ix

3.10.1 Propositions and theory-building
3.10.2 Empirical studies: hypothesis-testing research

models of the effects of employee participation in

decision-making

3.11.1 Empirical support for cognitive models of
participation

3.11.2 Empirical support for affective models of
participation

3.11.3 Empirical support for contingency models of
participation

The literature on potential moderators of the effects

of employee participation in decision-making

3.12.1 Propositions and theory-building

3.12.2 Empirical studies: hypothesis-testing research

The literature on other issues regarding the effects

of employee participation in decision-making

Implications for this study . .

Conclusion . . . . . .

CHAPTER 4

FINANCIAL PARTICIPATION BY EMPLOYEES:

A THEORETICAL AND EMPIRICAL REVIEW

Introduction . < « ¢« & o s wim w v e

The role of financial participation programmes

The literature on the use of pay as an incentive for

employees: theoretical perspectives . . . . . .

4.3.1 Result-based payment plans: eastern and
western approaches

4.3.2 Variates of result-based payment plans

4.3.3 Collective bonuses based on profits generated
4.3.3.1 Profit sharing and cost saving schemes
4.3.3.2 Non-cash-based profit-sharing schemes

The literature on the effects of result-based payment

PLANs . o « « 2 5 & @« o = % @ & 5 o @

4.4.1 The literature on the effects of result-based
payment plans on employees' attitudes and
motivation

PAGE

81

81

82

83

84

84

85

85

86

87

87
88

89
90

91
92
94
95
96
96

97

99



Page x

4.4.1.1 Propositions and theory-building

4.4.1.2 Empirical studies: hypothesis-testing
research

4.4.2 The literature on the effects of result-based

payment plans on employees' productivity and

performance

4.4.2.1 Propositions and theory-building

4.4.2.2 Empirical studies: hypothesis-testing
research

4.4.3 The literature on other effects of result-based

payment plans e
4.4.3.1 Propositions and theory-building
4.4.3.2 Empirical studies: hypothesis-testing
research
Caveats in the literature regarding the design and
implementation of result-based payment plans
A contingency approach to designing a system of
remuneration and reward
Implications for this study
Conclusion . . . . .

CHAPTER 5

THE EFFECTS OF INTEGRATED SYSTEMS OF FINANCIAL

AND DECISION-MAKING PARTICIPATION BY EMPLOYEES:

A THEORETICAL AND EMPIRICAL REVIEW

TRETOAOCEION » 5 = = » 5 = &« w 5 ‘& %

The literature on the effects of integrated systems
of financial and decision-making participation by
employees

5.2.1 Propositions and theory-building

5.2.2 Empirical studies: hypothesis-testing research
Implications for this study

Conclusion . .

CHAPTER 6

EMPLOYEES' ATTITUDES AND WORK BEHAVIOUR:
A THEORETICAL AND EMPIRICAL REVIEW
Introduction

PAGE

99

101

102

102

103

106
106

106

108

110

g 1 s
111

113

114
115
122
128
128

130



Page xi

PAGE
The literature on the relationships between employees'
attitudes and their behaviour . . . . . . . . . . . 1.3
6.2.1 Propositions and theory-building . . . . . . 131
6.2.2 Empirical studies: hypothesis-testing research 137
Implications for this study . . . . . . . . . . . . 143
CONCLUS1ION . < s« 5 + s =+ « & 2 = o = « = o o s &« = o 144
CHAPTER 7

FACTORS THAT MODERATE THE EFFECTS OF EMPLOYEE
PARTICIPATION SCHEMES:
A THEORETICAL AND EMPIRICAL REVIEW
Introducbion v = v ¢ s s % & 6 s s 5 s & w5 85 & € 146
The literature on factors that moderate the effects of
employee participation schemes . . . . . . . . . . . 146
7.2.1 Propositions and theory-building . . . . . . 146
7.2.1.1 The moderating effects of individual
biographical factors . « « + « s« & s 148
7.2.1.2 The moderating effects of individual
personality factors . « « « « & s« = 149
7.2.1.3 The moderating effect of managerial
commitment to employee participation 151
7.2.1.4 The moderating effects of aspects of
the organisation's system of managerial
communication and control . . . . . . 153
7.2.1.5 The moderating effects of other
FRCEO®E . « « & « s & & s & = & % & 156
7.2.2 Empirical studies: hypothesis-testing research 159
7.2.2.1 Results of research into the moderating
effects of individual biographical
factors . . . . . . . . . . 0. ... 159
7.2.2.2 Results of research into the moderating
effects of individual personality
factors <« = & = o s 2. & 5 & » % = a 160
7.2.2.3 Results of research into the moderating
effect of managerial commitment to

employee participation . . . . . . . 161



Page xii

PAGE
7.2.2.4 Results of research into the moderating
effects of aspects of the
organisation's system of managerial
communication and control . . . . . . 163

7.2.2.5 Results of research into the moderating

effects of other factors . . . . . . 165
Implications for this s8tady . « ~ s« s « 5 & s s & = 166
ConclusSion . . . . . v e e e e e e e e e e e e e e 167

CHAPTER 8
THE DEVELOPMENT OF A MODEL OF
INTEGRATED EMPLOYEE PARTICIPATION

Introduction . . . . . . . . . . . . 0 e e e e e 168
Propositions arising from the literature review . . 170
8.2.1 Proposition 1: the forms of participation . . 170
8.2.2 Proposition 2: the object of participation . 171
8.2.3 Proposition 3: the extent of participation . 172

8.2.4 Proposition 4: operationalised integrated
PArticipabioll « ¢ « = w & % & ¥ » v B W & % = 173
8.2.5 Proposition 5: the moderating impact of aspects
of the organisation's system of managerial
communication and control . « . - ¢« &+ &« & & 174
8.2.5.1 Proposition 6: the moderating impact of
work-goal attainability . « « « « « . 175
8.2.5.2 Proposition 7: the moderating impact of
supervisors' evaluation styles . . . 176
8.2.5.3 Proposition 8: the moderating impact of
performance and information feedback 176
8.2.5.4 Proposition 9: the moderating impact of
the overlap of assigned areas of
responsibility and control . . ... . 177
8.2.6 Propositions 10 and 11: the effects of
management's commitment to employee
participation . . . . . . . . . . . . . . . . 177
8.2.7 Propositions 12 and 13: the state of perceived
('psychological') participation . . . . . . . 178
8.2.8 Individual moderators of the effects of
PREEICIPBEION « s & 5 + & & » & 4 5 % & % & = 180



Page xiii

PAGE

8.2.8.1 Proposition 14: the moderating effects
of employee biographical attributes . 180

8.2.8.2 Proposition 15: the moderating effects
of employee personality attributes 180

8.2.9 Propositions 16, 17 and 18: worker integration 181

8.2.10 Propositions 19 and 20: the behavioural effects

of participation
The implications of the model for this study
Conclusion

THEME 2: METHODOLOGICAL

CHAPTER 9

THE RESEARCH PROBLEM AND HYPOTHESES

Introduction

The research problem . . . . . . . . . . .

9.2.1 Formulating the problem

9.2.2 The statement of the problem

Research subproblems and hypotheses

9.3.1 Subproblem 1l: Associations between
participation, attitudes and performance
9.3.1.1 Hypothesis 1
9.3.1.2 Hypothesis 2
9.3.1.3 Hypothesis 3 . .
9.3.1.4 Hypothesis 4
9.3.1.5 Hypothesis 5 . . . . . .

9.3.2 Subproblem 2: Moderating effects
9.3.2.1 Hypothesis 6
9.3.2.2 Hypothesis 7 . . . . . . . . .
9.3.2.3 Hypothesis 8

9.3.3 Subproblem 3: Work-level consistency of
moderating effects . . . . . . . .
9.3.3.1 Bypothegis 9: . « + » s =

9.3.4 Subproblem 4: Work-site consistency of
moderating effects
9.3.4.1 Hypothesis 10

9.3.5 Subproblem 5: Longitudinal consistency of
moderating effects

182
183
184

187

188
188
189
189
190

190

190

191

191

s 191
192

S 192
192

193

193

194
194

195
195

195



9.3.6

path model

9.4 Conclusion

CHAPTER 10
THE RESEARCH DESIGN AND METHODOLOGY
10.1 Introduction

9.3.5.1 Hypothesis 11
Subproblem 6: Longitudinal support for a

10.2 The methodological and epistemological foundations
of the study P
10.3 The statistical hypotheses

10.3.1
10.3.2
10.3.3
10.3.4
10.
10
10.

10.4 The research design

10.4.1
10.4.2
10.4.3

10.4.4

Hypothesis
Hypothesis
Hypothesis
Hypothesis
Hypothesis
Hypothesis
Hypothesis
Hypothesis
Hypothesis

.10 Hypothesis
.11 Hypothesis

1

W o 3 o L1 B W N

.
.
.
.

R
R o
.

The research strategy

Selecting the subject organisation

Selecting the respondent samples
10.4.3.1 The pilot study
10.4.3.2 The first survey . . . . . .

10.4.3.3 The second survey

Selecting the variables to be measured

10.5 The measuring instruments

10 .5.1

Instruments to measure employees'

extent of participation

10.5.1.1 The Perceived Extent of Financial

Participation instrument

Page Xiv

PAGE
195

196
197

198

198
201
201
202
202
202
203
203
203
204
204
204
205
205
205
209
212
213
213
215
218
220

perceived

222

222

10.5.1.2 The Perceived Extent of Participation

in General Work-Related Decision-

Making instrument

223



10.5.2

10.5.3

10.5.4

Page xXv

PAGE

10.5.1.3 The Perceived Extent of Participation

in Work Target Setting instrument . 224
10.5.1.4 The Perceived Extent of Participation

in Safety-Related Decision-Making

ingtroment  : . & o & = 2 ow s & w 3 225
Instruments to measure employee attitudes
towards participation and work . . . . . . . 226
10.5.2.1 The Satisfaction with Financial

Participation instrument . . . . . 226
10.5.2.2 The Satisfaction with Participation

in Work-Related Decision-Making

INngtErment . . &« v s w5 ¥ & = = 226
10.5.2.3 The Job Satisfaction instrument . . 227
10.5.2.4 The Organisational Commitment

inBErument . . & 5 « ¢ ow & b & wm s 230

10.5.2.5 The Propensity to Remain instrument 230
Instruments to measure aspects of employees'
personalities . . . . . . . . . . o . . . . 231
10.5.3.1 The Work Locus of Control instrument 231
10.5.3.2 The Need for Independence instrument 232
10.5.3.3 The Authoritarianism instrument . . 233
Instruments to measure employee perceptions of

the organisation's system of managerial

communication and control . . . . . . . . . 233
10.5.4.1 The Perceived Attainability of Work
Targets instrument . . . . . . . . 234

10.5.4.2 The Perceived Difficulty of Work
Targets instrument . . . . . . . . 234
10.5.4.3 The Perceived Fairness of Immediate
Supervisor's Style of Performance
Evaluation instrument . . . . . . . 234
10.5.4.4 The Perceived Ambiguity of Immediate
Supervisor's Style of Performance
Evaluation instrument . . . . . . . 235
10.5.4.5 The Perceived Extent of Overlap of
Employees' Assigned Areas of
Responsibility and Control
fnstrumant . « « « ¢ & 5 ¥ & e ° @ 235



10.6
10,
10.8

10

7

x3

Page xvi

PAGE
10.5.4.6 The Perceived Extent of Feedback
Relating to Employees' Performance
instrument . . . . . . . . . . . . 236

10.5.5 Instruments to measure employee perceptions of
management's commitment to employee
PAaTtiICIPation « « s = « = & % & & & & ® 5 @ 236
10.5.5.1 The Perceived Extent of Managerial
Commitment to Financial Participation
INSEXUMeNnt ..« « s « = 5 = & & % = 237
10.5.5.2 The Perceived Extent of Managerial
Commitment to Participation in
General Work-Related Decision-Making
IDBEEUMEDE + % « & s & s % & © = @ 237
10.5.5.3 The Perceived Extent of Managerial
Commitment to Participation in Work
Target Setting instrument . . . . . 238
10.5.5.4 The Perceived Extent of Managerial
Commitment to Participation in
Safety-Related Decision-Making
Ingtrament . « « v « 5 W © 5 W W s 239
10.5.6 Instruments to measure employee performance 239
10.5.6.1 The Employee Self-Rated Performance
INgtrumBNt . « & =« & 3 ° 9 8 @ = s 241

10.5.6.2 The Employee Supervisor-Rated

Performance instrument . . . . . . 242
The scoring techniques . . . . . . . . . . . . . . . 243
Translation into the vernaculars . . . . . . . . . . 244
The administration of the questionnaires . . . . . . 245
10.8.1 The pilot survey . . . . . v v v « « o o . . 246
10.8.2 The first data-collection survey . . . . . . 248
10.8.3 The second data-collection survey . . . . e 250
The statistical methodology . . . . . . . . . . . . 251
10.9.1 The reliability and validity of the measuring
INBETUMENLE « s 5 o s s w5 oW s ow W % w % 252
10.9.2 The levels of measurement issue . . . . . . 253
10.9.3 Determining the levels of significance . . . 256
10.9.4 Two-tailed tests . . . . . . . « « « .+ .« . . 257

10.9.5 Testing hypotheses of association . . . . . 257



Page xvii

PAGE

10.9.6 Testing hypotheses of moderating effects . . 257

10.9.7 Seeking support for an exploratory path model 259

10.10 Assumptions and limitations of the research . . . . 261

1010 Conclusion = = o & & '@ = 5 o' 5 3 % @ & & s & s 262

THEME 3: EMPIRICAL « « s » © = & @& & % = i @« & @ & @ 263
CHAPTER 11

THE RELIABILITY AND VALIDITY OF
THE MEASURING INSTRUMENTS

11.1l IHEYOduction . s » s = 5 = « s & % % & » & & = & % & 264
11.2 The reliability of the measuring instruments . . . . 264
11.3 The factor structure of the measuring instruments . 265

11.3.1 The factor analysis methodology . . . . . . 266

11.3.2 The factor structure of all the

questionnaire items . . . . . . . . . . . . 267
11.3.3 The factor structure of the instruments

measuring employees' perceived extent of

PALEICIPAELON I 5 &'s ™ & & & & @ e B 5 @ s 270

11.3.3.1 Discussion of the factors obtained 273
11.3.4 The factor structure of the instruments

measuring employee personality constructs . 275

11.3.4.1 Discussion of the factors obtained 277
11.3.5 The factor structure of the instruments

measuring employee perceptions of the

organisation's system of managerial

communication and control . . . . . & .« .« . 279

11.3.5.1 Discussion of the factors obtained 281
11.3.6 The factor structure of the instruments

measuring employee perceptions of management's

commitment to employee participation . . . . 285

11.3.6.1 Discussion of the factors obtained 287
11.3.7 The factor structure of the instruments

measuring employee attitudes towards

participation and work . . . . . . . . . . . 289

11.3.7.1 Discussion of the factors obtained 291



11.4

12.1
12.2

12.3

12.4

Page xviii

PAGE
11.3.8 The factor structure of the instruments
measuring employee performance and propensity

to remain in employment . . . . . . . . . . 294

11.3.8.1 Discussion of the factors obtained 295
11.3.9 Factor analysis results: summary . . . . . . 297
CONCIMSTON, = = & <« o & 2 = 5 & % = = & 2 = @ @ & = & 305
CHAPTER 12

THE RESULTS OF THE STATISTICAL ANALYSES AND THE TESTING
OF THE HYPOTHESES

INLrodUction « « « & « o = » o @« » % o % = » » ® = s 306
Descriptive statistics . . . . . . . . < . . < . . . 306
12.2.1 Descriptive statistics: first survey . . . . 307
12.2.2 Descriptive statistics: second survey . . . 307

12.2.3 Assessing the normality of distribution

Of Ehe-best dBtd . « » « x x ®m B ¥ s w o = 3 308
Results of the correlational analyses and the
testing of hypotheses 1 to 5 . . . . . . . . . . . . 309
12.3.1 First survey correlations . . . . . . . . . 309
12.3.2 Second survey correlations . . . . . . . . . 310
12.3.3 Testing hypotheses of association . . . . . 310
12.3.3.0 Bypotheris 1 = & & « = &« » » » = 3 310
12.3.3.2 Hypothesis 2 311
12.3.3.3 Hypothesis 3 . 5 G . 312
12.3.3.4 Hypothesis 4 314
12.3.3.5 Hypothesis 5 A e e e e 315
12.3.3.6 Summary and conclusion . . . . . . 316
Results of the moderated multiple regression
analyses and the testing of hypotheses 6 to 11 . . . 317
12.4.1 First survey results . . . . . . . . . . . . 319
12.4.2 Second survey results . . . . . . . . . . . 319
12.4.3 Testing hypotheses of moderating effects . . 320
12.4.3.1 Hypothesis 6 . . . . . . . . . . . 3211
12.4.3:.2 BYypothesig 7. . s s « « « « & = =+ = 322
12.4.3.3 Hypothesis 8 . . . . . . . . . . . 324
12.4.3.4 Hypothesis 9 . . . . . . . . . . . 325
12.4.3.5 Hypothesis 10 . . . . . . . . . . . 332
12.4.3.6 Bypothesig 11 . « s « ¢ « % « &« = 4 338



12.5 Conclusi

CHAPTER

Page xix

12.4.3.7 Summary and conclusion
on

43

THE RESULTS OF THE EXPLORATORY ANALYSES
13.1 Introduction

13.2 The results of the exploratory multiple regression

analyses
13.2.1

1.30..25.2

13 2.3

13:2.%

13+2.5

13.2.6

13.2.7

13.2.8

Predictors of the 'Satisfaction with Financial
Participation' wvariable scores

Predictors of the 'Satisfaction with
Participation in Work-Related Decision-Making'
variable scores

Predictors of the 'Organisational Commitment'
variable scores

Predictors of the 'Job Satisfaction'

variable scores . . . . . . . . . .
Predictors of the 'Employees' Propensity to
Remain' variable scores i & W W &
Predictors of the 'Employees' Self-Rated
Performance' variable scores

Predictors of the 'Employees' Supervisor-Rated

Performance' variable scores
Conclusion

13.3 The results of the exploratory moderated multiple

regressi

on analyses

13.4 The development and testing of a path model of

integrated employee participation

13.4.1
13.4.2

The development of the path model
The results of empirically testing the
path model & o & ¢ %« @ o = =
13.4.2.1 The results of testing the model on
the whole sample
13.4.2.1.1 First survey results:
whole sample
13.4.2.1.2 Second survey results:
whole sample

PAGE

340
341

342

343

344

347

349

351

354

L

387
359

360

366
366

376

379

379

382



Page xx

13.4.2.2 The results of testing the model on

the management stratum . . .

13.4.2.2.1 First survey results:
management stratum

13.4.2.2.2 Second survey results:

management stratum

13.4.2.3 The results of testing the model on

the supervisors and artisans stratum

13.4.2.3.1 First survey results:
supervisors and artisans
stratum

13.4.2.3.2 Second survey results:
supervisors and artisans

stratum .

13.4.2.4 The results of testing the model on

13.5 Conclusion

CHAPTER 14

the unskilled and semi-skilled
stratum . . . .

13.4.2.4.1 First survey results:

unskilled and semi-skilled

stratum . . . . . .
13.4.2.4.2 Second survey results:

unskilled and semi-skilled

stratum o .

THE RESULTS OF THE QUALITATIVE DATA ANALYSIS

14.1 Introduction

. B . . . . . . . o .

14.2 Analysis of responses to the open-ended

gquestionnaire items . . .

14.2.1 Financial participation: qualitative findings

14.2.1.1 Analysis of responses to the item:

'Things that I think are good about
the bonus scheme'

14.2.1.2 Analysis of responses to the item:

'Things that I think are bad about
the bonus scheme'

PAGE

385

385

385

390

391

393

396

396

396
401

403

404

404

404

407



Page xxi

PAGE
14.2.2 Decision-making participation:
qualitative findings 410
14.2.2.1 Analysis of responses to the item:
'Things that I think are good about
the (decision-making) participation
schemes' 410
14.2.2.2 Analysis of responses to the item:
'Things that I think are bad about
the (decision-making) participation
schemes' 413
14.3 Conclusion 416
CHAPTER 15
DISCUSSION OF THE FINDINGS, CONCLUSIONS AND
RECOMMENDATIONS
15.1 Introduction P % B W m O § W a ® E E AT & & 417
15.2 Discussion of the explanatory findings 418
15.2.1 Discussion of the results in relation to the
hypotheses of association . . 418
15.2.2 Discussion of the results in relation to the
hypotheses of moderating effects 422
15.2.3 Discussion of the results in relation to the
hypothesis of work-level specific moderating
effects s 424
15.2.4 Discussion of the results in relation to the
hypothesis of work-site specific moderating
effects . 425
15.2.5 Discussion of the results in relation to the
hypothesis of time-specific moderating
BEESCER. .« ¢ <% w & % = w5 @ 425
15.2.6 Discussion of the explanatory results in
relation to providing support for the 'Model
of Integrated Employee Participation
(incorporating moderating effects)' 428
15.2.7 Conclusion 429
15.3 Discussion of the exploratory results 429



15,

15.3:1

15432

15,3 .3

15.3.4

15,3.5
Summary
15.4.1

15.4.2

Page xxii

PAGE

Discussion of the results of the exploratory
'backward elimination' multiple regression
analyses s 430
Discussion of the results of the exploratory
moderated multiple regression analyses 431
Discussion of the results of testing the path
model of Integrated Employee Participation 436
15.3.3.1 Discussion of the results of testing

the path model on the whole sample 437
15.3.3.2 Discussion of the results of testing

the path model on the management

stratum . . 442
15.3.3.3 Discussion of the results of testing

the path model on the supervisors and

artisans stratum 444
15.3.3.4 Discussion of the results of testing

the path model on the unskilled and

semi-skilled stratum 445
Discussion of the exploratory results in
relation to providing support for the 'Model
of Integrated Employee Participation
(incorporating moderating effects)' 449
Conglugiom « « s 4 » ¢ & @ s & = & & 450
and conclusions . . . . . . . . 450
Themes and findings -
an overview and conclusions . . . . 450
15.4.1.1 Theme 1: theoretical 450
15.4.1.2 Theme 2: methodological . 452
15.4.1.3 Theme 3: empirical 453
Implications for current theories of employee
participation 454
15.4.2.1 Implications for cognitive

explanatory models of the effects of

employee participation 455
15.4.2.2 Implications for contingency

explanatory models of the effects of

employee participation 456



Page xxiii

15.4.2.3 Implications for affective

15.5 Limitations

explanatory models of the effects of

employee participation
of the study

15.6 Recommendations for further research

15.7 Conclusion

REFERENCES

APPENDIX A:

APPENDIX B:

APPENDIX C:

APPENDIX D:

APPENDIX E:

PARTICIPATION QUESTIONNATIRE

DESCRIPTIVE STATISTICS

INTERCORRELATION MATRICES

MODERATED MULTIPLE REGRESSION REPORTS

PATH ANALYSIS
MULTIPLE REGRESSION REPORTS

PAGE

457

458

460

461

464

514

530

538

567

619



Page xxiv

I.TST OF TABLES

TABLE PAGE
2iils Industrial relations system and participative
processes: a conceptual framework . . . . . . . . . . 14
Some types and levels of employee involvement . . . . 19

Summary of participation types found in
H.S.RuCo SBULVEY & & & % o o & 55 o & & = o & & & & » = 24
10.1 Hierarchical stratification of the employee

DOPUIALION . & 5 & & m.% B @ W ww w @ 8 & wm § % 213
10.2 Characteristics of the first sample . . . . . . . . 216
10.3 Characteristics of the second sample . . . . . . . 217
10.4 Variable codes and names . . . . . . + « « « « .+ . 219
10.5 Response rate: first data-wave . . . . . . . . . . 250
10.6 Response rate: second data-wave . . . . . . . . . . 251,
11.1 Cronbach alpha reliability coefficients . . . . . . 265
11.2 'Promax' rotated factor structure:

rparticipation variables? . . .« « & & & & & 3 & 4 @ 272
11.3 Factor correlation matrix:

'participation variables' . . . . . . . . . . . . . 272
11.4 ‘'Promax' rotated factor structure:

'personality variables' . . . . . . ¢ .« .+« e e . . 276
11.5 Factor correlation matrix:

‘personality variables' .« . « & + & « o w05 & s & = 277
11.6 'Promax' rotated factor structure:

'managerial control system variables' . . . . . . . 280
11.7 Factor correlation matrix:

'managerial control system variables' . . . . . . . 281
11.8 ‘'Promax' rotated factor structure:

'managerial commitment variables' . . . . . . . . . 286
11.9 Factor correlation matrix:

'managerial commitment variables' . . . . . . . . . 287
11.10 'Promax' rotated factor structure:

'satisfaction variables' . . . . . . . . . . . . . 292
11.11 Factor correlation matrix:

'satisfaction variables' . . . . . . . . . . . . . 292
11.12 'Promax' rotated factor structure:

'performance variables' . . . . . . . . . .+ .+ . . . 296



TABLE

Ll

11

i i

31.

11,

il

12,

12,

12,

12.

12.

13

14

15

16

157

18

12.6
12.7

12,

12

12

8

Page xxv

Summary of factor analysis procedures:

independent variables

Summary of factor analysis procedures:

personality moderator variables

Summary of factor analysis procedures:

managerial control system moderator variables
Summary of factor analysis procedures:

managerial commitment moderator variables

Summary of factor analysis procedures:

employee attitudinal dependent variables

Summary of factor analysis procedures:

employee behavioural dependent variables
Correlations between scores of:

job satisfaction and perceived extent of financial
participation

Correlations between scores of:

job satisfaction and perceived extent of
participation in general work-related
decision-making

Correlations between scores of:

job satisfaction and perceived extent of
participation in work target setting and perceived
extent of participation in safety-related decision-
making . . . . . . .

Correlations between scores of:

job satisfaction and employee self-rated performance
and employee supervisor-rated performance
Correlations between scores of:

job satisfaction and propensity to remain
Moderating effects: 'personality variables'
Moderating effects: 'managerial control system
variables® . & v 5 s & % o& % % ¥ w5 % &

Moderating effects: 'managerial commitment variable'

.9(a) Moderating effects: by work-level.

Moderators: personality variables

.9(b) Moderating effects: by work-level.

Moderators: managerial control system variables

PAGE

299

300

2 dak

302

303

304

311

312

313

314

316
321

323
324

328

329



Page xxvi

TABLE
12.9(c) Moderating effects: by work-level.
Moderator: managerial commitment
12.9(d) Summary of moderating effects: by work-level
12.10(a) Moderating effects: by work-site.
Moderators: personality variables
12.10(b) Moderating effects: by work-site.
Moderators: managerial control system variables
12.10(c) Moderating effects: by work-site.
Moderator: managerial commitment
12.10(d) Summary of moderation effects: by work-site
12.11 Summary of moderating effects:
longitudinal comparisons
13.1 Backward elimination multiple regression:
satisfaction with financial participation
13.2 Backward elimination multiple regression:
satisfaction with participation in work-related
decision-making
13.3 Backward elimination multiple regression:
organisational commitment
13.4 Backward elimination multiple regression:
job satisfaction . . . . . . . . . . . . . .
13.5 Backward elimination multiple regression:
employees' propensity to remain
(in current employment) . . . . . . . . . .
13.6 Backward elimination multiple regression:
employees' self-rated performance
13.7 Backward elimination multiple regression:
employee supervisor-rated performance
13.8 Moderating effects: personality variables
13.9 Moderating effects:
managerial control system variables . . . . .
13.10 Moderating effects: managerial commitment variable
13.11 Path model: structural equations . . . . .
13.12 Results: White's heteroscedasticity test
13.13 Path analysis structural equations:
whole sample (first survey)
13.14 Path analysis structural equations:

whole sample (second survey)

PAGE

330
331

334

335

336
337

339

345

347

350

352

354

356

358
363

364

365

369

379

380

382



TABLE

13.

13.

13.

13,

13.

13.

13

13

13..

13

14.

14.

14.

14.

15

16

17

18

19

20

oAl

.y

23

.24

Page xxvii

Path analysis test results: whole sample (lst and 2nd

surveys) Summary: exXplanatory power of structural
equations

Path analysis structural equations:

management stratum (first survey)

Path analysis structural equations:

management stratum (second survey)

Path analysis test results: management stratum

(1st and 2nd surveys). Summary:

explanatory power of structural equations

Path analysis structural equations: supervisors and
artisans ('category A') stratum (first survey)

Path analysis structural equations: supervisors and
artisans ('category A') stratum (second survey)
Path analysis test results: supervisors and artisans
('category A') stratum (lst and 2nd surveys).
Summary: explanatory power of structural equations
Path analysis structural equations: unskilled and
semi-skilled ('category B') stratum (first survey)
Path analysis structural equations: unskilled and
semi-skilled ('category B') stratum (second survey)
Path analysis test results: semi-skilled and
unskilled ('category B') stratum (1lst and 2nd
surveys). Summary: explanatory power of structural
equations

'Open-ended' questionnaire responses to the item:
'Things that I think are good about the bonus scheme'
'Open-ended' questionnaire responses to the item:
'Things that I think are bad about the bonus scheme’
'Open-ended' questionnaire responses to the item:
'Things that I think are good about the
(decision-making) participation schemes'
'Open-ended' questionnaire responses to the item:
'Things that I think are bad about the
(decision-making) participation schemes'

PAGE

384

386

388

390

391

393

395

397

399

401

405

408

411

414



TABLE
150

15.2

Page xxviii

Summary of 'main effects' and 'moderating effects'
(first survey). Independent variable: perceived
extent of financial participation; dependent
variable: job satisfaction

Summary of 'main effects' and 'moderating effects'
(first survey). Independent variable: perceived
extent of participation in general work-related
decision-making; dependent variable:

Job satigsfaction .:w « ¥ w & '8 =

PAGE

435

436



ILLTST OF FIGURES

Page xXXix

FIGURE PAGE
2.1 Continuum of worker participation in control 16
3.1 Herzberg's two-factor theory 48
3.2 Porter and Lawler's model of motivation 54
3.3 A model of the effect of participation in

standard-setting 78
5.1 The roles of worker participation and productivity

bonuses in gainsharing programmes 117

A conceptual model of job attitudes 132

The employee turnover decision process . . . . 134

A role and expectancy perceptions model of employee

participation . . . . . . . 147
8.1 A model of integrated employee participation

(incorporating moderating effects) 169
13.1 A path model of integrated employee participation . 368
13.2 Path analysis results: whole sample (first survey) . 381
13.3 Path analysis results: whole sample (second survey) 383
13.4 Path analysis results:

management stratum (first survey) e 387
13.5 Path analysis results:

management stratum (second survey) 389
13.6 Path analysis results:

supervisors & artisans stratum (first survey) o e 392
13.7 Path analysis results:

supervisors & artisans stratum (second survey) 394
13.8 Path analysis results:

unskilled & semi-skilled stratum (first survey) 398
13.9 Path analysis results:

unskilled & semi-skilled stratum (second survey) 400
15.1 Revised path model (whole sample) o 8 % & B ® 441
15.2 Revised path model (management stratum) 443
15.3 Revised path model

(supervisors and artisans stratum) . 446
15.4 Revised path model

(unskilled and semi-skilled stratum) 448



Page 1

CHAPTER 1

INTRODUCTION

1.1 THE NEED FOR THE STUDY

This study is concerned with the implementation, effects and
dynamics of 'integrated' employee participation schemes, where
workers participate in both the profits of their employer, and
in work-related decision-making.

Such combinations of 'participatory management' initiatives
are practised within the South African gold-mining industry,
where negotiated or management-imposed profit-sharing and / or
cost-containment bonus schemes have been introduced on certain
mines. Also, participation in decision-making has been
steadily introduced, in various forms, across the industry in
recent years.

Cordova (1982) suggested that while employee financial-
participation schemes had often have been conceived in times
of economic growth for purposes of wealth creation, they were
steeled in times of recession when tougher questions of co-
operative endeavour for purposes of organisational survival
and job security had to be addressed. This comment is
particularly relevant to the South African mining industry in
the 1990s, which has been characterised by weak commodity
prices and escalating working costs. The resulting pressure on
profits has turned previously-profitable mines into marginal
or loss-making operations, thus threatening their future
existence and the job security of their employees. In December
1992, the Chamber of Mines negotiated, with relevant trades
union, a profit-sharing scheme for certain of its members'
mines. The profit-shares payable in terms thereof replaced
fixed annual increases in basic wage-rates, but were only
payable above pre-set levels of profitability and / or if the
gold-price (in South African rands) was maintained above
certain levels. These targets varied from mine to mine.

Thus mine-survival and employment levels were intended by both
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management and trades union to be somewhat protected by these
schemes, which were renewed, after protracted negotiations, in
1993 and 1994.

Simultaneously with the introduction of incentive pay schemes,
the industry has implemented various other forms of
participatory management. These are designed to involve
workers in decision-making relating to aspects of their jobs,
including work practices, health and safety, and productivity.
The programmes include works councils, suggestion schemes,
green areas and health and safety committees. No consistency
exists across the industry, however, in respect of either the
form or extent of employee decision-making involvement offered
to employees. Together with the various forms and extents of
financial participation provided, there are thus many
potential permutations of 'integrated participation schemes'
in the industry.

This variety of involvement-scheme characteristics is also
reflected in the literature, in which many types of
participatory systems, an assortment of research designs, and
contextual differences are found. Not unsurprisingly, there
has been a lack of consistency in the results of empirical
studies linking participation with employee attitudes and
work-related behaviour. Such studies are therefore difficult
to integrate.

The specific effects and dynamics of 'integrated employee
participation schemes', as practised within the South African
gold-mining industry, thus awaited empirical exploration and
testing. Support for hypothesised positive relationships
between the introduction of such programmes and improved
employee attitudes, performance and stability would be useful
to compensation strategists, corporate planners and mine
management. Further, the identification of factors, both
within and outside of management's control, that might enhance
such relationships would be of assistance in the effective

design and implementation of employee involvement programmes.
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There was thus a need to build on the extant literature, and
to develop an empirically testable model that detailed the
characteristics of 'integrated' employee participation in both
profits and decision-making. Such a model needed to describe
the processes through which such combinations of participation
operated, leading to a specific set of hypothesised employee
attitudinal and behavioural outcomes. It also needed to
specify factors that might enhance or moderate the effects of
'integrated' participation programmes. The model then required
empirical testing to evaluate its explanatory utility. It was
to these needs that the 'explanatory' section of this research
study was addressed.

The literature contains a number of different explanatory
models of how employee participation has been postulated to
affect job-related attitudes and performance. These can be
categorised, broadly, into 'cognitive', 'contingency' and
'‘affective' models (Miller and Monge, 1986). Each category of
models emphasises a different explanatory mechanism by which
worker involvement has been proposed to enhance job
satisfaction and work-place behaviour. A detailed study of
'integrated' participation schemes needed to identify which of
these explanatory mechanisms were plausible in the case of the
South African gold-mining industry. Thus the dynamics of the
involvement programmes, in terms of the interrelationships
between participation, employee attitudes and performance, and
various organisational factors (e.g. aspects of the firm's
managerial system of communication and control) needed to be
investigated. Also, empirical support for the causal direction
of such relationships would be useful. It was to these needs
that the 'exploratory' section of this research study was
addressed.

1.2 THE AIMS AND PURPOSES OF THE STUDY
The aims of this study were as follows:

- firstly, based on the theoretical propositions and
empirical research results from the literature, to
develop a model of 'Integrated Employee Participation'
(including moderating effects). This model would
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articulate a set of conditions through which such
'integrated' participation schemes might lead to enhanced
employee work-related attitudes and performance, and
would propose various factors that might moderate those
effects;

secondly, to test specific hypotheses concerning the

direct and moderating relationships proposed within the
model, to evaluate its explanatory power. Such tests
would be performed longitudinally, i.e. on two separate

occasions, approximately 10 months apart. The purpose of
these repeated tests was to achieve an added level of
support for the research findings, and to explore for the
effects of 'integrated participation schemes' over time;
thirdly, based on the hypothesis-testing results, and
using exploratory regression analyses, to develop a
further causal path model of 'integrated employee

participation'. The purpose of this 'exploratory' part of
the research was to seek an improved theoretical model,
explicating the dynamic interrelationships between
employee participation, attitudinal and performance
variables, and individual and organisational factors; and
finally, using path analytic techniques, to test this

path model longitudinally, on different levels of the

organisational hierarchy. The purpose of this section was
to evaluate the path model's ability to predict the
effects of 'integrated participation' programmes for
employees at different organisational levels, and to seek
support for the postulated causal directions of the
relationships within the path model.

A major aim of the study was to explore for the 'how' of

'integrated participation's' effects, in addition to the

'what'. That is, having established the effects of 'integrated

participation' schemes, in terms of their impact on employee

attitudes and work-related behaviours, the research emphasis

was on how such effects were achieved, and on the search for

factors that moderated and / or enhanced those effects.

The study hoped to make contributions to this field of study
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in the following respects:
- firstly, based on a thorough literature review, to

propose a new model, suitable for empirical testing, of

the effects and dynamics of 'integrated employee
participation'. This model would incorporate various
individual and organisational factors postulated to
moderate the effects of such schemes;

- secondly, to test major elements of the model within the

South African gold-mining industry. Such a study had not

previously been performed within this industry;

= thirdly, to conduct such tests longitudinally, to provide

added support for the research findings, and to explore
for the effects of participatory management initiatives
over time;

o fourthly, to test for the moderating impact on the

effects of participation initiatives, of factors not

previously considered in this context. Specifically, the

potential moderating role of aspects of the
organisation's managerial system of communication and
control would be evaluated; and

= finally, to develop, and subsequently test, at different

levels of the organisational hierarchy, a further causal

path model of 'integrated' participation. In so doing,

support would be sought for distinct categories of
explanatory models of the effects of participation, as
described within the literature. Also, as previously
discussed, support would be sought for the postulated
causal direction of relationships within the path model.

1.3 THE SCOPE AND LIMITATIONS OF THE STUDY
The determination of the scope and limitations of the study

were influenced by the lack of previous research in this area,

and by the theoretical complexity of the topic. Further, a

substantial proportion of the study would be exploratory in

nature. Consequently, it was necessary to delimit the scope of

the research as follows:

= the content was limited to the study of the effects of
'integrated' participation schemes on employee work-

related attitudes and their performance. No attempt was
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made to establish relationships between different

participation structures and enhanced organisational-

level performance and / or profitability. This decision
was taken due to the desire to focus on the dynamics of
participation programmes, in terms of the
interrelationships between participation and employee
attitudinal and performance variables;

= the focus of the study was limited to the South African

gold-mining industry, and within that limitation it was

decided to undertake the research on a single

organisation. This decision was taken due to the desire

to undertake an in-depth exploration of the dynamics of
'integrated employee participation', in an actual
industrial setting.

It is acknowledged that these limitations may have affected
the generalisability of the research findings. Nevertheless,
the study aimed to make significant contributions by
identifying the effects of, and exploring the dynamics of,

employee involvement initiatives within a major South African
industry.

1.4 THE PLAN OF THE THESIS

The thesis is divided into three themes: the theoretical,
methodological, and empirical.

Theme 1 is the 'theoretical' theme. It comprises chapters 2 to
8. The aims of this theme were to review the burgeoning
literature on employee involvement, and to integrate the
findings into a model that proposed one set of circumstances
under which financial- and decision-making participation
programmes, when operated simultaneously, would lead to
desired employee responses. Chapter 2 presents an overview of
the literature on participative management, and highlights the
many variates of employee involvement operated around the
world. The debate as to whether or not participative
management 'works' is introduced, as are three categories of
explanatory models of the effects of participation. Chapters 3
and 4 review, in detail, the literature on the effects of
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decisional and financial participation. Chapter 5 discusses
theoretical propositions and reported empirical findings
relating to 'integrated participation programmes', such as
Scanlon and E.S.O.P. plans. Chapter 6 briefly reviews the
literature on the relationship between employees' attitudes
and their work-related behaviour, and chapter 7 evaluates
propositions and research findings in respect of factors that
might moderate the effects of employee participation schemes.
Chapter 8 describes the development, based on the prior
literature review, of a 'Model of Integrated Employee

Participation (including moderating effects)'.

Theme 2 is the 'methodological' theme. It comprises chapters 9
and 10. The first aim of this theme was to present the
research problem, the subproblems, and the specific hypotheses
of the study. This is done in chapter 9, which also presents
the rationale behind each hypothesis. Chapter 10 addresses the
second aim of this theme, which was to present a detailed

review of the research design and the research methods used in
the study.

Theme 3 is the 'empirical' theme. It comprises chapters 11 to
14. The aim of this theme was to report and briefly interpret
the research findings. Chapter 11 reports on the tests
undertaken to assess the reliability and validity of the
study's questionnaire instruments. Chapter 12 reports the
statistical and explanatory hypothesis-testing results. These
are briefly interpreted, in sufficient detail to clarify their
meaning. Chapter 13 describes the exploratory research
procedures and findings. These include exploratory regression
analyses, and the development and testing of a path model of
'integrated employee participation'. Chapter 14 reports and
evaluates the 'qualitative' research findings, which were
drawn from responses to 'open-ended' items in the research
questionnaire.

Chapter 15 concludes the thesis with an in-depth evaluation of
the research findings. It includes a discussion of the

implications of the findings for current theories of employee
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participation,

and for future theory-building and research.
Finally,

recommendations are made for the practical
implementation and management of

'integrated participation'
programmes.
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THEME 1 = THEORETICAL

The essential aims of this theme are to review the extant

literature on employee participation programmes, and to

integrate the findings thereof in describing a 'Model of

Integrated Employee Participation (including moderating

effects)'. The theme therefore comprises two sections:

= section 1 comprises chapters 2 to 7. These chapters will
review both the theoretical commentaries and hypothesis-
testing research reports within the literature, relating
to this topic; and

- section 2 comprises chapter 8. This chapter will describe
the development, based on the aforegoing literature
review, of the 'Model of Integrated Employee
Participation (including moderating effects)'.

Many of the theoretical propositions within the model, to be
described in chapter 8, guided the formulation of the research
problem, the hypotheses, and the research design of this
study.
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CHAPTER 2

AN OVERVIEW OF PARTICIPATIVE

MANAGEMENT

2.1 INTRODUCTION

The main objective of this chapter is to provide an overview

of the concept of 'participative management'. By so doing, it

is intended to lay the foundations for an in-depth review of

the effects of various forms of decision-making participation

and financial participation, to be presented in the two

subsequent chapters. This overview of participative management

will be achieved through five sub-objectives:

= by reviewing the major definitions of participative
management;

- by reviewing three conceptual frameworks for
participation as contained within the extant literature;

- by reviewing the major variates of participative
management, both overseas and in South Africa;

- by introducing a major controversy about this topic, i.e.
does participative management 'work'?; and

- by reviewing three major categories of explanatory models
of the influence of participation on employee job
satisfaction and productivity.

Throughout this chapter, emphasis will be placed on the
diversity of approaches to employee participation, both in
terms of theoretical propositions and the reported mechanics
and effects of schemes in practice.

The contents of the chapter are arranged in the sequence of
the above sub-objectives. Having provided an overview of the
general topic of employee participation, the following chapter
will review, in greater depth, prior research on the effects
of decision-making participation by employees. This will be
followed by a survey of the literature on the impact of
financial participation schemes, in their wvarious forms, in
chapter 4.
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2.2 DEFINING PARTICIPATIVE MANAGEMENT

The concept of worker 'participation' does not have a

universally accepted meaning. Salamon (1987) identified three

quite different interpretations in practice:

2 as a socio-political concept or philosophy of industrial
organisation;

- as a generic term to encompass all processes and
institutions of employee influence; and

= as a term denoting a phase in the evolutionary

development of traditional joint regulation process.

He suggested the following definition of employee

participation:
'A philosophy or style of organisational management
which recognises both the need and the right of
employees, individually or collectively, to be
involved with management in areas of the
organisation's decision-making beyond that normally
covered by collective bargaining' (1987, p 296).

This definition placed participation clearly as a

complementary extension to traditional adversarial collective

bargaining, but referred only to the decision-making variants
of employee involvement. It appeared to ignore financial types
of participation, which can be categorised as a completely

separate sub-section. Indeed, Marchington et al (1992)

suggested that definitions of participation should incorporate

the forms of involvement (whether direct, indirect or
financial), as well as the degree of employee involvement, the
level in the organisational hierarchy at which involvement
takes place, and the range of the subject matter being
considered in the involvement scheme. They categorised
definitions of employee participation into three types:

- those that referred to employees taking part or having a
say in decision-making, with no attempt to quantify their
impact on the process;

- those that referred to participation as concerned with

the extent to which employees might influence managerial
actions; and
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- those that linked together participation and the control

over decision-making.

This categorisation reflected the three elements identified by
Wall and Lischerson (1977) as being central pillars of the
concept of worker participation: influence, interaction and
information sharing. Various forms of involvement contain
greater or lesser degrees of each element. Employee suggestion
schemes, for instance, may be high on interaction but low on
influence and information sharing. Employee reports on the
other hand may be high on information sharing but low in
respect of interaction and influence.

Bendix (1989) defined participation as:
'... the involvement of the employee in the organisation
and planning of the work process, in the establishment of
procedures and future processes, in the decision-making
function at various levels and in the management and
policy-making bodies of the undertaking' (p 115).

This South African author's definition also omitted any
reference to financial types of participation, which could be
a reflection of the low priority given to such schemes in this
country until recently.

Such confusion as to the exact use of the term 'participation'
has also been noted by commentators within the literature
(e.g. James and Horwitz, 1992; Wall and Lischerson, 1977).
Beardwell and Holden (1994) noted that an all-encompassing
definition was problematic, due to the enormous range of
involvement schemes, varying from mere information-
disseminating mechanisms to complete corporate democracy,
where employees shared in decision-making and the financial
fortunes of the employer to the same extent as management.
Nevertheless it would be appropriate to define 'integrated
participation' for the purposes of this study.
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The following is proposed:
'The sharing by all employees of an organisation in
both decision-making relating to their own work, and

in the financial performance of the firm.'

This definition is intentionally broad in its scope. This is
because the study examined the perceptions of employees to all
types of decisional and financial participation in existence
at the subject mine. In addition, the study was conducted at
all levels of the organisational hierarchy, between which the
nature of the various participation programmes may well have
differed.

2.3 CONCEPTUAL FRAMEWORKS FOR PARTICIPATIVE MANAGEMENT
A number of authors have proposed theoretical frameworks

within which employee participation might be studied. Such
frameworks have been developed to assist in the evaluation of
the implementation and outcomes of participation schemes, in
the context of the organisational and macro-economic
environments pertaining at the time. This section reviews the
major elements of such frameworks, by referring to three
examples in the literature.

2.3.1 JAIN'S FRAMEWORK FOR INDUSTRIAL RELATIONS AND
PARTICIPATIVE PROCESSES
Jain (1980) stated that worker participation in any particular
country needed to be seen within the context of its industrial
relations system. He proposed a conceptual framework for
industrial relations and participative processes. This
framework is reproduced in table 2.1. The framework recognised
the key actors in an industrial relations system, namely the
workers, their organisations, management and government. All
of these actors operated within an environment comprising
external, internal and behavioural forces. As proposed by the
framework, the successful functioning of participative
processes would be dependent upon the goals, values and powers
of the actors, and upon their perceptions of their roles
within the organisation and in respect of each other. Further,

the actors' perceptions of environmental forces, which might



Table 2.1 Industrial Relations S m

A Conceptual Framework

nd Participative Processes:

I.R. System

Actors Goals, Values, and Power

Environmental Influences

Functioning of
Participative Processes

1. Workers and their Goals: Objectives
organisations of the actors
(informal and

formal)

Values: Norms and standards
that an actor observes

in accomplishing his
objectives

2. Management
Power: Ability of an actor to
satisfy his needs or goals
despite the resistance
of others

3. Government

External

Economic; political;
soclial and legal

Internal
Structural; Organisational

structure; size of the
enterprise; technology.
Forms and content of
participation.

Behavioural: Actor'’s
perception of the work

situation; organisational

climate; managers and
supervisors autonomy;
leadership styles and

expectations; interpersonal

and Intergroup
interactions.

Dependent upon:

1. Goals, values and
power of the actors in
the I.LR. system and
perception of their
role within the
framework of organis-
ational networks and
vis—a-vis each other

2. Their understanding
of the environmental
influences.

3. Relationship among
various forms of

participation and
their integration at

all levels of the
enterprise.

Source: Jain (1980) p 7

71 @bed
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have tended to inhibit or encourage them to develop
appropriate goals and attitudes necessary for the
participation schemes to operate as desired would be key
determinants of the success or otherwise of the

schemes. Finally, the relationships between the various forms
of participation within the enterprise, and how well they were
integrated at the different levels of the organisation's
hierarchy, would have a substantial impact on the effects of
the combined schemes.

This model highlighted the importance of the individual
perceptions of each worker about a particular participation
scheme, and of the ideology, goals and values of each 'actor'
in the framework. Such ideology in particular, Jain suggested
(1980, p 8), would have a profound impact on his or her social
behaviour, and thus on the resultant operation of the
participation scheme in the organisation.

2.3.2 JONES AND MAREE'S CONTINUUM OF WORKER PARTICIPATION IN
CONTROL
Jones and Maree (1989) proposed a continuum of worker
participation in control, to reflect the extent to which
workers had power to influence or control decisions in their
employer organisation. This model is reproduced in figure 2.1.
James and Horwitz (1992, p 7), commenting on this continuum,
acknowledged however that there was no universal agreement as
to the classification of various forms of participation.
Nevertheless, this concept of a range of participation forms
has been supported by other researchers, including Coldwell
(1992) and Nel (1984).

A major principle of this framework, that participation was
essentially a measurable construct, the degree of which could
be measured on a continuum, has significant implications for
researchers. Firstly, it implies that comparative studies may
be undertaken, ranking the participative extent of differing
schemes of involvement. Secondly, it suggests that
correlational studies are possible, which may relate the
degree of employee participation with measured attitudinal and
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F
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m Total
8 wor ker

Full (ell levels only) control
© Delegated
f contraol
p
g Partlal Limited
r Joint
i deolalon maeking
I
c
| Pssudo Two-way
p communloation
a Cne-way
t {top-down)
' nons communlcation
0 Total
n management

control
Low High
Extent of Workar Control
Elgure 2.% Contlnuum of Worker Participation
(n_Control
Source: James and Horwltz (1882) p 7

productivity outcomes. A caveat is appropriate however:
Beardwell and Holden (1994, p 565) noted that the degree of
participation within a particular scheme-type may in fact
differ from one firm to another. Thus joint consultative
committees, for instance, may vary in power from being bodies
merely rubber-stamping managerial decisions, to enjoying
genuine input in the organisation's decision-making processes.

2.3.3 BROWNELL'S FRAMEWORK OF PARTICIPATIVE BUDGETING
Brownell (1982) developed a framework of participative
budgeting that divided the literature into two parts. The
first part specified conditions antecedent to a demand for
participation, such as environmental uncertainty and
organisational variables. The second part concentrated on the
consequences of participation such as increased employee

motivation, satisfaction, and performance. He concluded his
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study by stating that the research to date had tended to focus
attention on the more general question of whether
participation was effective or not, rather than specifying the
conditions under which it was effective.

Thus Brownell's (1982) framework, in common with that of Jain
(1980), suggested that a wide range of organisational and
environmental variables may combine to affect the outcome of
employee participation schemes. This study will address this
issue in the context of the South African gold mining
industry, by, inter alia, exploring for the direct and
moderating effects of a number of variables on the
hypothesised effects of participation schemes within the
industry.

2.4 VARIATES OF PARTICIPATIVE MANAGEMENT
This section presents an overview of the enormous range of

worker participation schemes referred to in the literature. It
firstly reviews the various forms of pure decision-making
participation, and then presents a review of variates of
financial participation. A review of schemes which combine
elements of participation by employees in both decision-making
and the financial performance of their employer-organisation
then follows.

Salamon (1987) suggested the differentiation of the following
elements to assist in the understanding of the various forms
of employee participation:

- the method or extent of participation: ranging from
direct involvement in work-related decision-making to
indirect forms such as via elected representatives or
financial participation;

= the level in the organisation: ranging from the lowest
work station to board level; and

- the scope of participation: ranging from a task-centred
orientation (typically at lower levels in the
organisational hierarchy) to power-centred (influencing
the very framework within which organisational decisions
have to be made).
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Beardwell and Holden (1994, p 565) pointed out, however, that
it was not always feasible to 'compartmentalise' a particular
participation form according to such criteria. They noted that
some forms of employee involvement, particularly financial
participation, may pervade all or many levels of the
organisation.

2.4.1 VARIATES OF DECISION-MAKING PARTICIPATION

Marchington et al (1992) categorised employee participation

schemes into four groups, one of which referred exclusively to

financial participation (see section 2.4.2, below), and the

following three which related to decision-making variates:

= downward communications, also referred to as 'top-down'
in nature, being from management to other employees.
Included in this category would be employee reports,
company newsletters, and briefing sessions;

= upwards problem solving forms, such as suggestion
schemes, quality circles and total quality management
programmes. Such schemes are aimed at utilising
employees' knowledge and opinions in addressing
organisational issues; and

- representative participation, under which employees'
interests are represented on bodies such as advisory
councils, work councils, and in collective bargaining
procedures.

Beardwell and Holden (1984) presented a table of types and
levels of employee involvement in decision-making, which is
reproduced here in table 2.2. This table was not exhaustive,
but usefully reflected how participation schemes might be
'plotted', in terms of their type and level, on such a matrix.
As many organisations may in fact combine a number of
participation schemes, supporting and complementing each
other, it may thus be possible to graphically represent a
firm's 'portfolio' of involvement schemes on such a chart.
Such an analysis could assist in the evaluation of the overall

extent of participation existing in a particular organisation.
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Table 2.2 Some Types and Levels of Employee Involvement
Type Levaels of involvement
Local* L | and distant Distant**
Control
(by workers Wor ker Worker self-

or workers
and management
together)

Co-determinational

(two-way
communication)

Consultational

Communicational

Informational
(top down)

self-management

Union shop
steward
representation

Quality circles

Job enrichment
Suggestion scheme
Appraisal

Team briefings
Department or
group meseting

Notice boards

Attitude survey
Customer care
Total Quality
Management

Mass mestings

Memos
Briefs

management
or cooperatives

Joint Consultative
Committees

Works councils
Worker directors
Union-management
negotiations

Mass
organisational
meetings

GCompany newspaper
Bulletin

* Work place level

** Company or organisational level

Source: Beardwell & Holden, p 565

6T =bedg
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2.4.2 VARIATES OF FINANCIAL PARTICIPATION

Marchington et al's (1992) fourth category of employee
involvement related to financial participation schemes, which
were designed to link the remuneration of individual employees
to the performance of their work units or the organisation as
a whole. Programmes here included piece work systems, profit
sharing, employee share ownership plans and performance-linked
bonus arrangements. Jenkins and Gupta (1982) divided such
financial incentive systems, from an American perspective,
into two principle subgroups - traditional and innovative.
'Traditional' systems, most of which have been used since the
early 1900s, were deemed to include piece-rate systems, merit
pay increases, suggestion bonuses and group bonuses.
'Innovative' financial incentive systems, such as quality
improvement, fringe benefit, attendance and skill-based plans
were all identified as using novel financial incentives to
reward employee behaviour. Jenkins and Gupta (1982) noted that
shortcomings of all such programmes included exclusive
reliance on one employee behaviour (e.g. suggestions) as the
reward criterion, as well as problems experienced by
management in setting appropriate standards and accurately
measuring performance. This latter problem has also been
identified by writers such as Flanders (1970) and Grayson
(1984), both of whom have commented that modern developments
in manufacturing technology have resulted in individual effort
and contribution by the shopfloor worker becoming less easily
identifiable. Systematic rewarding of such improved employee
performance is thus becoming problematic.

2.4.3 COMBINING DECISION-MAKING PARTICIPATION AND FINANCIAL
PARTICIPATION
This study explored the effects of 'integrated' participation
schemes in the South African gold-mining industry, in a case
where financial and decision-making participation programmes
were operated simultaneously. It is thus appropriate to
include in this chapter a review of the theory and reported
research on similar integrated cases of participation in
practice.
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The most well-known and well-documented management strategy
for combining participation in decision-making and financial
gains in an organisation is gainsharing, which Doyle described
as:

'.. a single program with three principal elements

better management, ... employee participation,.. (and)

improving the reward system' (1983, p 58).

Gainsharing should thus be regarded as a general management
philosophy rather than a particular type of participation. The
fundamental principles under-pinning the concept are the
necessity for co-operation between workers and owners of an
enterprise, the true relationship between the parties being
one of mutual benefit, and the division of the financial gains
arising from such co-operation being divided between the
employees and shareholders on a pre-agreed formula. Doyle
(1983, p 59) emphasised management's role in this process,
which involved the setting of strategic objectives and plans
for the organisation, the securing of resources to enable
achievement of the objectives, and the establishment of
effective systems of communication to inform, encourage, and
sustain employee involvement.

Gainsharing begins with the premise that managers and workers
are partners in an enterprise. It emphasises a collaborative
type of management, depending on effective communications.
Higher levels of performance are postulated as occurring
directly as a result of employee participation and the
expectation of a financial reward for improved effort.

Scanlon plans, Rucker plans, and Improshare plans are all
specific versions of gainsharing. Scanlon plans typically
incorporate: a management philosophy which emphasises
teamwork, involvement and equity; an employee suggestion-
committee approach to decision-making participation; and an
allocation of measured savings in the proportion of 75 per
cent to the workers and 25 per cent to the company, when
labour costs alone are used as the productivity measure. When
multiple bases are used to measure achieved gains, firms
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implementing Scanlon plans will typically pay up to 50 per
cent of such amounts to their employees (Doyle, 1983 p 69).

Rucker Plans commonly use a single suggestion committee
structure, pay 100 percent of any labour savings achieved to
the workers, and a lower but 'equitable' percentage of gains
from other cost categories. They tend not to formally
emphasise management's role in the gainsharing programme to
the same extent as Scanlon Plans (Doyle, 1983 p 60).

Improshare Plans provide no formal decision-making
participation structure, but supervisors and managers are
encouraged to consider and act on any suggestions from workers
that have merit. Under these programmes, half of any labour
cost-savings are distributed to the workforce (Doyle, 1983

p 69).

Although profit-sharing schemes have been referred to as
gainsharing programmes by various authors (e.g. Doyle, 1983;
Takeuchi, 1981), such plans do not in fact include any
specific provision for employee participation in work-related
decision-making. Other than the fact that, by definition,
profit-sharing plans do indeed share financial gains between a
company's workers and its shareholders, its inclusion within
the 'gainsharing' category, as defined by Doyle (1983), is
thus questionable.

2.5 INTERNATIONAL TRENDS IN PARTICIPATIVE MANAGEMENT
This section reviews the development of worker participation

programmes internationally, and describes in outline a number
of country-specific variations that have arisen. European
trends are reviewed first, followed by American and Japanese
developments. Finally, a survey of reported participation
schemes in South Africa is presented.

As discussed by Anstey (1990), the development of workers'
participation internationally has not been a systematic one,
but has rather been characterised by a diversity of drives and
initiatives across nations. These have ranged from socialistic
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systems of worker self-management such as evidenced in
Yugoslavia, Spain and Scandinavia to the more capitalistic
drives in the United Kingdom, the United States and Japan.
Indeed, Marchington et al (1992) identified 'waves' of
employee participation within organisations, which were
reactions to external events and trends in the countries
concerned. Such environmental disturbances would, they
suggested, lead organisations to institute new participation
schemes or to revamp their existing ones.

2.5.1 EUROPEAN TRENDS

Employee participation in its various forms has long been an
element of business and industry in many European countries.
The post-war period saw the establishment of works councils
and worker representation on boards of management in the coal
and steel industries in Germany. France has also taken a
leading role in promoting employee participation schemes and
privatisation (Cowley, 1992 p 106). In addition to the
promulgation of various laws supporting works councils and
other employee rights to participation by individual member
states, the European Community (latterly the European Union)
has further supported the concept by issuing proposals on
participation structures. The Fifth Directive, 1972, aimed at
harmonising company law provisions across the community. The
Vredeling Directive of 1980 proposed compulsory employee
consultation and information systems for companies and groups
with more than 1,000 employees. The Social Charter of the
Community incorporated most of these provisions, but the
adoption of the 1989 version thereof by member states allowed
for the principle of 'subsidiarity' to replace compulsory
adoption of the terms of the Charter. Thus each country within
the Union is permitted to interpret the rulings in their own
way. Beardwell and Holden (1994) commented that European Union
directives were controversial and took a long time to be
implemented by member states. Nevertheless, they noted that
employee participation schemes grew faster during the 1970s
and 1980s in those countries which had legislated supporting
systems, such as co-determination in Germany and Sweden. Lane
(1989) noted however that there had been only a slight shift
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of organisational control from management to workers in
Europe, even in countries where employee involvement
legislation had been promulgated. Nevertheless, the literature
emphasises that the nature and extent of the movement towards
workplace democracy has varied from country to country within
Europe. The major identified variants within the continent

will be discussed in the following sub-sections.

2.5.1.1 Germany

Beardwell and Holden (1994) commented that the German system
of co-determination and works councils has been viewed by many
observers as a model for the rest of the European Union
(Beardwell and Holden, 1994 p 575). There are three methods
via which German employees can participate in work-related
decision-making: in works councils, on supervisory boards and
on management boards.

German businesses employing five or more employees are obliged
to establish works councils, elected by the workforce and
consisting only of workers' representatives. Trades union in
Germany have a powerful say on the composition of such
workers' councils ('betriebsratte'), which are the main
instrument of employee representation at factory-floor level.
Works councils have legal rights of participation in
decision-making in areas such as manpower planning,
dismissals, work procedures and the employer's financial
situation.

Robinson stated, in reference to the system of 'betriebsratte’
in Germany, that:

'.. the works council and the employer seldom seem

to get into irreconcilable confrontation and do in

fact seek out - in the spirit of the labour

relations system - suitable compromises.' (in

Anstey, 1990 p 51)

The West German Works Constitution Act, 1952, introduced a
further system of worker participation whereby companies

having 500 or more employees operate on a two-tier system of
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management. Under this system, overall control is exercised by
a supervisory board of directors which appoints a second board
to manage the day to day affairs of the company. At least one
third of the members of the advisory board are elected
employee representatives (International Labour Organisation,
1981 p 87).

The composition of supervisory boards, particularly in the
German mining, iron and steel industries, has been noted to be
particularly democratic. Robinson (in Anstey, 1990) stated
that such boards typically comprised equal numbers of
representatives from 'capital owners' and from 'workers'.
Casting votes would be made by a 'neutral member' on each
board.

Worker participation in Germany is thus characterised by a

dominance of legalism in the labour-management relationship

(Robinson, B. in Anstey, 1990). Other legislation that

determines the degree of employee participation in Germany

includes:

E the Works Constitution Act of 1972 - dealing with
participation by shop-floor level employees; and

S the Co-determination Act of 1976 - dealing with
enterprise-level participation.

2.5.1.2 The United Kingdom

The highly legislated participation system of Germany stands
in stark contrast to the systems of the rest of the European
Union, the United States and Japan. In the United Kingdom,
employee participation is often achieved via the worker
co-operative, the number of which had grown twentyfold during
the 1980s. However, the co-operative sector in Britain is
relatively small in number, with member firms themselves often
comprising less than ten worker-members (Welford, R. in
Jenkins and Poole, 1990).

The degree and nature of participation in other United Kingdom
organisations is typically left to management and unions to
negotiate. The British government's main contribution in this
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area has been to encourage the financial participation by
employees in their employers' affairs via either 'approved'
profit-sharing or share-ownership schemes, both of which
qualify for favourable tax treatment. According to Hanson and
Watson (in Jenkins and Poole, 1990 p 165):
'.. the main justification put forward by the United
Kingdom government in 1978 for introducing these
across-the-board tax concessions was what has recently
been termed the 'morale and productivity argument' ... In
essence it was presumed that profit-sharing will help to
improve efficiency and productivity and, therefore, the
effectiveness of the corporate sector as a whole.'

The principle legislation in the United Kingdom encouraging
employee share-ownership schemes are the Finance Acts of 1978
and 1980. The 1978 Act provides tax relief for employees who
participate in approved deferred share trust profit-sharing
schemes. The 1980 Act provides similar tax relief for
employees falling within 'Save As You Earn' share option
schemes. Further government assistance for employee financial
participation was contained in the 1984 Finance Act, which
provided for tax relief for executive share option schemes.
The 1987 and 1989 Finance Acts introduced tax incentives for
all-employee cash-based profit-related pay schemes.

The British Conservative government is however implacably
opposed to the directives on decision-making participation
embodied in the Social Charter, and to the Works Council
Directive, 1991, of the European Union. This position derives
from that government's conservative political ideology
(Beardwell and Holden, 1994). Thus most participation
initiatives in the United Kingdom over the past 15 years have
been primarily concerned only with aspects of financial
involvement.

2.5.1.3 Other European States

Sweden is often characterised as having one of the most
sophisticated and advanced systems of worker participation
(Cowley, 1992; Wilczynski, 1983). Since the establishment of
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the National Labour Market board in 1948, the country has
consistently pursued policies of extending democracy to the
workplace. Legislation introduced to that end includes the
Co-determination at Work Act (1977), which requires employers
to consult employee representatives on a broad range of
topics, including proposed organisational and technological
changes, and any planned alterations to operations or working
conditions.

Scandinavian financial participation often takes the form of
'wage earner funds' (Cowley, 1992 p 107). These funds are
derived from company profits for the purchase of shares on the
employees' behalf and are controlled by the recognised union,
with the aim of ultimately vesting majority control in the
workers.

Beardwell and Holden (1994) commented that although economic
conditions in Sweden had deteriorated during the early 1990s,
raising unemployment from 1.5 percent in 1990 to 8.5 percent
in 1993, the culture of employee involvement appeared to be
permanently established. There was thus, they suggested, no
reason to suggest that the country would not continue to be

cited as an exemplar of worker participation practices.

Jain, Vanachter and Gevers (in Jain, 1980) reported on
indirect forms of involvement at four Belgian enterprises, and
noted that the participative bodies were mostly consultative
in nature. Their effectiveness was thus deemed to be somewhat
limited. Hovels and Nas (in Jain, 1980) undertook an empirical
study of 90 works councils in the Netherlands, and found that
considerable diversity existed as to their forms, functions
and effectiveness. Indeed, they observed that lack of
decision-making was a major problem in 28 percent of the
bodies surveyed, and concluded that in certain circumstances
such schemes may have actually hindered, rather than assisted,
organisational efficiency.

Douard and Reynaud (in Jain, 1980) reported on a case study of
participation in a French tool-making plant. They observed
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problems associated with the French system of industrial
relations which, they suggested, did not provide for
bargaining about working conditions at plant level (Jain, 1980
p 222).

Jain (1980, p 346) noted that each European country had thus
developed its own distinctive form of worker participation,
with unique components and nuances. Each system of employee
involvement had evolved in the context of the individual
country's legal, economic and political environment. It would
thus be futile to transplant or transfer such institutional or
organisational models of participation between countries and
cultures. Nevertheless, many aspects of European participation
practices can be observed in the United States, and these will
be reviewed briefly in the following sub-section.

2.5.2 UNITED STATES' TRENDS

The United States' fiscal authorities have encouraged employee
financial participation by offering substantial tax
concessions for Employee Share Ownership, or 'E.S.O.P.'
schemes. Consequently, there has been a substantial growth in
the number of fully- or partly- employee-owned firms in the
United States. Pierce et al (1991) reported that the number of
companies with employee-ownership plans rose from over 300 in
1974 to over 10,000 in 1984. Changes in legislation pertaining
to employee-ownership passed by the Congress in recent years
have made employee stock-ownership plans increasingly
attractive for many firms. The Employee Retirement Income
Security Act of 1974 exempts E.S.0.P.s from limitations placed
on other employee benefit plans with respect to the maximum
percentage of their assets that might be invested in an
employer's securities. Contributions made to a tax-qualified
E.S.0.P. trust by the employer-company are fully tax
deductible in the company's hands. Further, the Deficit
Reduction Act of 1984 allows banks and other commercial
lenders to exclude 50 per cent of the interest earned on loans
to finance E.S.0.P. trusts from taxable income, and also
grants a deduction to the employer-company for any dividends
paid in cash to E.S.0.P.s (Chang, 1990).
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The employee stock-ownership plan is essentially a deferred
employee benefit plan (Rosen et al, 1983). Under such schemes,
employees seldom acquire stock themselves: rather a portion of
their wages is contributed to a trust fund which then acquires
the stock in the organisation, in similar fashion to a pension
fund. The stock of the E.S.0.P. trust is allocated to
individual employee accounts, this apportionment often being
based on employee salary levels. After a specified period of
time, employees are 'fully vested', that is they acquire 100
per cent of the rights to their trust shares. When employees
leave the company, they receive the vested portion of their
trust accounts. They may sell these back to the company at the
fair market value.

The ability of E.S.0.P.s to be leveraged with debt,
serviceable and repayable with before-tax corporate income,
has led to their being used as vehicles for financial or legal
purposes, including as takeover defenses (Gordon and Pound,
1989) . Probably the best-known United States' company to have
utilised an E.S.0.P. as a takeover defense is Polaroid, which
undertook a substantial share repurchase programme, linked to
an E.S.0.P., in its successful defense of an unfriendly
takeover attempt by Shamrock Holdings in 1988. As reported by
Bruner and Brownlee (1990), the case became a landmark in
United States' corporate takeover litigation.

This tendency to utilise E.S.0.P.s for non-participation
purposes has, however, led to widespread criticism of the
schemes. This was noted by La Mantia et al (1990), who
suggested that without any meaningful employee involvement in
running the business, an E.S.0.P. would:
'.. at best be a non-event with little impact on the
company or its performance. At worst, it will be a source
of frustration, disillusionment, and unfulfilled
promise.' (1990, p 79)

E.S.0.P. schemes are self-evidently a financial form of
employee involvement, and are unlikely, per se, to generate
any degree of participative decision-making. Indeed,
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formalised schemes of involving employees in work-related
decision-making are the exception rather than the rule in the
United States. This was attributed by the International Labour
Organisation (1981, p 150) as being due to the long-standing
union and management attitudes to their respective functions.
American workers, the Organisation suggested, often tended to
view formal systems of co-operation with reservations, fearing
that they would result in a lack of union militancy in
pressing demands.

2.5.3 JAPANESE TRENDS

Japanese companies' managerial systems have been frequently
cited as being a major reason for their relative higher
profitability and productivity than, say, those of European or
American firms. Ouchi (1981) suggested that this success was
due primarily to 'enlightened' systems for managing human
resources. Peterson and Sullivan (1983) identified consensual
decision-making as a basic feature of the Japanese system.
Quality circles, a major type of decision-making
participation, emerged in Japan in the early 1960s (Werther,
1983), but were only hailed as innovative management
techniques in Europe and America in the early 1980s (Hill,
1991) . Beardwell and Holden (1994) acknowledged that much of
the attention paid in the United States to the well-being and
intrinsic worth of the employee during the 1980s was driven by
the relative decline of American economic performance during
that decade, particularly in relation to Japan.

Many researchers have attempted to analyse the causes of this
relative success (e.g. Lewis, 1989; Ramsey, 1992; Wickens,
1987) . Employee involvement in work groups and quality circles
has been frequently cited as a distinctive element of Japanese
management practice (e.g. Dore and Sako, 1989; Lawler, 1986;
Pascale and Athos, 1982). However it is the distinctive
Japanese organisational and work cultures that have been
frequently used to explain that country's relative economic
success. Beardwell and Holden (1994, p 578) suggested that
employee involvement, together with an assumption of lifetime
employment, combined to ensure that the Japanese worker had a
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strong stake in the employer and its success. Briggs (in
Brewster and Tyson, 1991) went further, however, and pointed
to fundamental cultural factors in explaining Japanese
workers' readiness to work longer hours for lower financial
rewards than their European or American counterparts. She
suggested that the Japanese had a strong sense of duty, which
took preference over personal feelings such as job
satisfaction (1991, p 41).

Formal participation procedures in Japan are primarily
undertaken via consultative works councils, which are also
frequently tasked with collective bargaining responsibilities.
Trades union have a monopoly on the appointment of workers'
representatives on these bodies. The International Labour
Organisation (1981, p 153) observed that while some Japanese
trades union were not in favour of co-operation through such
consultative bodies, surveys had identified a high level of
satisfaction with the achievements of the works councils, on
the part of both management and employees.

2.5.4 CROSS-NATIONAL STUDIES OF PARTICIPATION

Beardwell and Holden (1994) noted that statistical research
comparing employee participation schemes between countries was
relatively sparse. Surveys such as the Price Waterhouse
Cranfield Survey Report (1991) indicated an increasing desire
by employers to improve communication between management and
employees in European countries during the 1980s. However such
surveys have failed to indicate the extent of participation by
employees in organisations. This issue was addressed by
Frohlich and Krieger (1990). They examined employee
participation in technology change in five European countries,
and concluded that while workers were involved in the change
process, such participation was unlikely to be at the early,
decision making, stages. This suggested that management were
reluctant to involve workers in substantial policy-making
decisions.

Gill (1993) analysed attitudes to participation schemes in
Europe, and discerned a noticeable difference between
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attitudes in northern countries (Denmark, Germany, The
Netherlands and Belgium), and those in Mediterranean countries
(Portugal, Spain, France and Greece). Gill suggested that
these differences led to an assortment of styles and levels of
participation, with northern countries typically having much
greater participation in their workforces than Mediterranean
countries.

Boreham (1992), in his investigation into employee control
over labour processes in seven countries (Australia, Britain,
Canada, Germany, Japan, Sweden and the U.S.A.) concluded that
there was little support for the notion that management would
cede its decision-making powers to the workforce in the
interests of improving production methods.

The preceding review revealed a wide diversity of approaches
to the implementation of workplace democracy. Indeed, in a
major study of workers' participation schemes around the
world, the International Labour Organisation (1981) noted
that:
'... there is virtually no participation system
which does not give rise to problems, and it is
unanimously agreed that, in this field as in many
others, there are no ready made solutions' (p 201).

2.5.5 A SOUTH AFRICAN PERSPECTIVE
The development of worker participation schemes in South
Africa needs to be assessed in the light of substantial
changes in the relationship between labour and management in
the country since the late 1970s. Prior to the reforms of 1979
and 1981 which followed the Wiehahn Commission, industrial
democracy was denied to black workers and potential militancy
from that quarter was dealt with via acts of suppression
rather than negotiation (Anstey, 1990). Since these reforms, a
substantial independent trade union movement has arisen,
'... wary of co-optation by what it perceives as a
traditional white state, white labour, white capital
alliance and actively committed to wider political
liberation.' (Anstey, 1990 p 7)
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The 1980s saw a substantial remoulding of the collective
bargaining system in South Africa, together with the
establishment of new labour rights through the Industrial
Court, new wage levels and bargaining at plant, company and
enterprise levels. The increased levels of industrial and
political actions by labour, together with state and employer
reactions such as the introduction of the Labour Relations
Amendment Act conspired to create strains in the country's
collective bargaining system. Anstey (1990, p 7) commented
that the decade witnessed:

'... an unsteady shift from coercive or

paternalistic unitarism toward more constitutional

managerial styles. Still it appears that employers

have yet to develop the coherence ... to act as a

co-ordinated group in the wider society'.

This reported lack of coherence in labour relations policies
has certainly extended to the area of worker participation.
Varied South African initiatives have included worker
co-operatives such as that of S.A.C.T.W.U. (Cormack, G. in
Anstey, 1990), Volkswagen South Africa's 'holistic' approach
to worker participation (described by Smith, B. in Anstey,
1990), Toyota South Africa's 'Total Worker Involvement'

(Dewar, S. in Anstey, 1990) and the well-publicised employee
shareholding scheme introduced at Anglo American Corporation's
group companies (Fletcher, C. in Anstey, 1990). Also, until a
recent profit-sharing agreement between the South African
mining trades union and the Chamber of Mines, worker
participation schemes in the South African mining industries
had only been introduced on a mine-by-mine basis. A limited
number of employee shareholding schemes have also been
introduced at various public companies in addition to those in
the Anglo American group.

Anstey (1990) noted the existence of specialised participative
systems in South Africa to deal with such matters as health
and safety, productivity, job classification and pension
funds. An H.S.R.C. - sponsored survey of 53 firms in Natal,
reported by Moodley (1992, p 35) found that a number of
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participation processes were employed in 1991. A summary of
these findings is contained in table 2.3. Moodley identified a
noticeable trend in the gradual introduction of worker
participation schemes such as quality circles, green areas,
and employee share-ownership schemes during the 1980s.
Nevertheless, the data reported in table 2.3 reflected a
preponderance of traditional adversarial procedures in South
Africa, and a correspondingly low emphasis on the introduction

of co-operative processes.

Table 2.3

SUMMARY OF PARTICIPATION TYPES FOUND IN H.S.R.C. SURVEY
FORM OF PARTICIPATION % OF FIRMS

EMPLOYING PROCESS
Trades Union 70%
Collective Bargaining 55%
Quality Circles 50%
Health and Safety Committees 45%
Green Areas 25%
Work Committees 20%
Quality of Working Life Programmes 20%
Liaison Committees 15%
Employee Share Ownership Schemes 15%
Suggestion Schemes 10%
Profit Sharing Schemes 5%
Departmental Meetings 5%
Staff Associations 5%
Contact Groups 5%

(source: Moodley, 1992 p 35)

Cowley (1992) noted that it would be necessary to conduct
in-depth research on employee participation in the South
African situation:
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'... to ascertain the expectations of employees in

this particular socio-political and economic

environment. It would be unreliable to simply

extrapolate results from overseas studies with very

different circumstances.'
A primary aim of this study was to follow this recommendation,
by exploring the perceptions of South African mining employees
regarding the participation schemes in operation at their
employer-organisation.

2.6 CONTROVERSY: DOES PARTICIPATIVE MANAGEMENT 'WORK' ?
Management 'gurus' such as Rosbeth Kanter and Tom Peters

strongly endorsed employee participation schemes during the
1980s, as the means via which companies might enhance
employees' motivation and their performance. Numerous examples
of successful companies utilising participation schemes were
cited as evidence of this effect (Kanter, 1983a and 1983b;
Peters and Waterman, 1982). Beardwell and Holden (1994)
suggested, however, that there may have been a contradiction
in what employers and managers wanted from participation
schemes and what they were prepared to allow to the workforce
in terms of meaningful empowerment. In addition, they
suggested that the success of participation schemes would
depend on the aims and objectives of each programme.

Commentaries on the 'success' of employee participation
schemes have ranged from high praise (Semler, 1989) to
substantial reservations (Duncan, 1988; Dunn et al, 1990).
Semler (1989) related his experiences as president of Semco
S/A, a major and profitable Brazilian manufacturer. The
company encouraged employees to vote on many important
corporate decisions, allowed them to set their own working
hours, and instituted a comprehensive profit-sharing
programme. The criteria for successful implementation of
participation in the company were identified as simplicity of
the system, respect of employees as responsible adults,
transparency of corporate information, and flexibility in the
budgeting process. Dunn et al (1990) reported on a
longitudinal survey of employee share-ownership, and failed to
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find any correlation between improved employee attitudes and
the introduction of such schemes. These and many other
conflicting reports (reviewed systematically in the following
two chapters) reflected the inconsistency in the literature
regarding the reported effects of participation schemes. This
inconsistency of findings has typically led researchers to
conclude their reports on participation's effectiveness with
comments that 'it depends ... '.

Miller and Monge commented that such reports seldom addressed
the question as to exactly 'what it depended on' (1986,

p 728). In an effort to address that question, they undertook
a meta-analytical review of prior research into the effects of
decision-making participation schemes, in the context of three
categories of explanatory models of such effects. The next
section will review these categories, which represent three
different approaches to explaining the impact of employee
involvement on job satisfaction and productivity, and
particularly the processes through which such effects are
achieved.

2.7 EXPLANATORY MODELS OF THE EFFECTS OF PARTICIPATIVE
MANAGEMENT

Theorists have provided a variety of theories and models to

account for participation's influence on employee satisfaction
and productivity. Each theory has emphasised a different
explanatory mechanism, but a review thereof can:
'enable identification of substantive and methodological
variables that could moderate the relationships of
participation with satisfaction and productivity'.
(Miller and Monge, 1986 p 729)

Miller and Monge (1986) used three categories of models -
cognitive, affective and contingency - to highlight
differences in the 47 empirical studies reviewed in their
meta-analysis. Their study was restricted to analysing the
results of prior research into decisional participation

schemes. There would appear to be no reason, however, why the
three categories of explanatory models proposed by Miller and
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Monge (1986) should not also apply to schemes of financial
participation. Each of these categories will now be discussed
in turn, with particular emphasis being placed on the likely

predicted results of each group of participation schemes.

2.7.1 COGNITIVE MODELS OF PARTICIPATION

Cognitive models of participation
'propose that participation leads to increases in
productivity through bringing high-quality
information to decisions and through increasing
knowledge at times of implementation' (Miller and
Monge, 1986 p 732).

Such models thus explain improvements in productivity and
satisfaction by attributing them to specific contributions by
employees on matters in which they are interested and
knowledgeable. Theorists supporting such models (e.g. Anthony,
1978; Frost, Wakeley and Ruh, 1974) did so on the premise that
co-operative decision-making was more effective, because
workers typically had a greater knowledge of their work than
managers. Decision-making processes were thus improved due to
the accessing of larger pools of information.

Miller and Monge (1986, p 730) predicted specific consequences
arising from cognitive models of participative plans, arising
from the models' emphases on the importance of information.
Firstly, productivity was postulated to be strongest when
workers were possessed of high-quality information about
prospective decisions. Secondly, increases in job satisfaction
would not arise directly from participation, as it was
primarily the receiving of information about results that
motivated. Thus models falling within this category predicted
that individuals were likely to be more highly motivated when
participating in decision-making relating to their own areas
of expertise, and that there was no direct link between
participation and job satisfaction. They also predicted that
increases in productivity and satisfaction would only follow
from participation in specific decision-areas; a participative
climate in the organisation was not adequate.
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2.7.2 AFFECTIVE MODELS OF PARTICIPATION

Affective models of participation:
'suggest that participation will satisfy higher-
order needs of workers and that, as these needs are
satisfied, workers will be more satisfied with their
jobs' (Miller and Monge, 1986 p 733).

These models thus explain the anticipated relationships
between participation, satisfaction and productivity through
affective mechanisms of human behaviour. Subordinates are
expected to be more satisfied and thus more co-operative
merely because they perceive that they are participating in
decision-making. However the link between participation and
productivity is more tenuous than in cognitive models:
employee involvement is postulated to fulfil higher-order
needs; fulfilled needs result in job satisfaction which in
turn leads to improved worker productivity.

Several researchers (e.g. Coch and French, 1948; Likert, 1967)
have concentrated on affective explanations of the effects of
participation. Miller and Monge (1986, p 733) stated that
affective models predicted that the mere existence of a
participative climate in an organisation was sufficient to
cause increased workers' productivity. Actual participation in
decision-making by employees in their areas of expertise was
not, as such, necessary to achieve this effect. Also, the link
between participation and productivity was indirect in nature.
Improved attitudes flowed directly from participation, leading
to reduced resistance to change and increased motivation
through the satisfaction of needs. Finally, if employees'
higher-order needs were satisfied by other aspects of their
employment, participation might have a less noticeable effect
on job satisfaction.

2.7.3 CONTINGENCY MODELS OF PARTICIPATION

Contingency models of participation:
'suggest that no single model of participation is
appropriate for all employees in all organisations'
(Miller and Monge, 1986 p 733).
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Theorists supporting these models have stated that different
workers and organisations would react to participation schemes
in different ways, and that there was therefore no 'ideal’
single model that would be appropriate for all employees in
all situations. Vroom (1959) proposed that individual
personality variables such as authoritarianism and need for
independence might play a material mediating role in the
effects of participation on job satisfaction and productivity.
Other variables that have been suggested to intervene in the
process of participation include decision-type (Vroom an