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ABSTRACT
The purpose of the study was to test whether the perceptions of employment equity (EE) and black economic
empowerment (BEE) are related to organisation-related commitment and whether the perceptions about the
mentor’s role significantly mediate this said relationship. The sampling frame for the study constituted 1200
employees of a division of a large transport organisation and a convenience sample including all 1200 employees
yielded 637 fully completed records (a 53% response rate). The results of the study indicate that the perceptions of
EE and BEE are significantly related to organisation-related commitment and that perceptions of the mentor’s role
do not mediate this relationship. More detailed findings on the study are reported.

OPSOMMING
Die doel van die studie was om vas te stel of die persepsies van werkgelykheid (EE) en Swart ekonomiese
bemagtiging (BEE) verband hou met organisasie-verwante verbondenheid en of die persepsies omtrent die
mentorrol hierdie verhouding beduidend medieer. Die steekproefraamwerk van die studie het bestaan uit 1200
werknemers uit ’n divisie van ’n groot vervoeronderneming en ’n gerieflikheidsteekproef wat al 1200
werknemers ingesluit het, het 637 volledige rekords opgelewer (’n 53% responskoers). Die resultate van die
studie dui daarop dat die persepsies van EE en BEE beduidend verwant is aan organisasie-verwante
verbondenheid, maar dat persepsies van die mentorrol nie hierdie verhouding medieer nie. Meer gedetaileerde
bevindinge van die studie word gerapporteer.

The transport organisation in the current study, like most other
organisations today, is striving to become a world-class
organisation and to compete globally (El Toukhy, 1998; Ensor,
1997). In order to achieve this, organisations need committed
employees (Mayfield & Mayfield, 2002; Roodt, 2004; Rosen,
1992). This commitment is a desirable organisational outcome
(Luthans, Baack & Taylor, 1987) in order to achieve
organisational performance. This argument provides the
rationale and motivation for the current study.

With the EE Act aiming at providing a more productive
workforce, that is better trained and motivated employees
and helping to make a company more efficient and
competitive (Republic of South Africa, 1998), the question
that can be asked is whether all employees are experiencing
the outcome of the implemented Act as positive and
equally challenging. This study will empirically test which
biographical variables are significantly related to the
perceptions of EE (see Figure 1).

Having committed employees is, however, not the only
prerequisite for organisational performance. Organisations have
to be able to adapt successfully to internal and external forces of
change (Robbins, Odendaal & Roodt, 2003). Government
legislation is also such an external force of change (Pfeffer, 1994).
The management of the transport organisation is also
experiencing pressure to change. One force of change in the
form of government legislation is the Employment Equity
(EE) Act. The EE Act (No 55 of 1998)(Republic of South Africa,
1998) was implemented with the purpose of promoting
equal employment opportunity and the fair treatment of
people. Black economic empowerment (recently promulgated)
is a multi-layered, multi-pronged strategy that requires
achievement at a higher level while simultaneously
contributing to the development of disadvantaged individuals
and groups (De Witt, 2003).
Different employees may respond differently to a particular
force of change. For some it may be satisfactory, but for others it
will bring pain, stress and disadvantages (Human, 2000; Yousef,
2000). Research shows that higher committed employees will
accept change more easily (Guest, 1995; Iverson, 1996; Lau &
Woodman, 1995). For South African organisations to be
successful, their employees must also accept the legislation and
the change that goes along with it.

Figure 1: Predictive model of employee commitment
[Adapted from Guest (1995); Innes (2002); Iverson (1996); Lau and
Woodman (1995); Müller and Roodt (1998); Republic of South Africa
(55 of 1998); Roodt et al. (1993) and Storm and Roodt (2002).]

With the aim of the Broad-based Black Economic
Empowerment (BBEE) Act to transfer the ownership of assets
into black hands (Innes, 2002), the same question as with the
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Employment Equity Act can be asked. Experience in practice
has shown that employees are not equally enthusiastic about
the change and that this might also affect their commitment
levels. This study will empirically test which biographical
variables are significantly related to the perceptions of BEE
(see Figure 1). The next section will provide some research
evidence on the relationship between biographical variables,
EE and BEE.
Biographical variables, EE and BEE
Some of the research that has been published will highlight the
relationship between biographical variables and EE and, to a
lesser extent, BEE because this legislation has just recently been
promulgated.

Commitment is an integral part of a successful organisation
(Mowday, Porter & Steers, 1982). For the purpose of this study
organisation-related commitment is defined as: ‘a cognitive
predisposition towards a particular focus (the organisation),
insofar this focus has the potential to satisf y needs, realise
values and achieve goals’ (Roodt, 2004, p. 85). If companies
want to remain competitive, they have to incorporate black
economic empowerment (De Witt, 2003). For this reason, it is
essential that employees are committed, not only in terms of
their jobs and the organisation, but also in terms of the
perceptions of the EE Act and the BBEE Act. The role of the
mentor as a vehicle to assist the organisation in the successful
implementation of the EE Act and the BBEE Act and increased
commitment will be vital.

Race
Easton-Leadly (1994) has reported that the perceptions of racism
are more negative and black respondents claim even more
experiences of discrimination. Jordaan (2002) is of the opinion
that whites are to experience reverse discrimination, because
black workers are given preference. Mahanyele (1993) reflects
the frustration that organisations only talk about EE, but deny
blacks the opportunity.

With reference to the theoretical model (Figure 1) the next
section deals with the relationship between biographical
variables and commitment.

Gender
Müller and Roodt (1998) found women to be more negative than
men about affirmative action (EE), because they have fewer
opportunities. Contrary to this, Van Zyl and Roodt (2003) found
women to be more positive than men about EE. This
inconsistency is probably attributable to the differences in the
country’s development stages.

Gender
There are contradictory research findings with regard to
gender and commitment. A significant relationship exists
between gender and organisation commitment (Roodt, 1992).
Some researchers found that women are more committed
than men (Angle & Perry, 1981; Gould, 1975; Grusky, 1966;
Hrebiniak & Alutto, 1972; Mathieu & Zajac, 1990; McFarlin &
Sweeney, 1992). Other researchers have found no relationship
between gender and commitment (Aven, Parker & McEvoy,
1993; Blau & Boal, 1989; Cohen & Lowenberg, 1990; Kacmar
& Carlson, 1999). Finally, other researchers have found
that men are more committed than women (Graddick &
Farr, 1983; Lacy, Bokemeier & Shepard, 1983; Mathieu &
Hamel, 1989).

Age
Walbrugh and Roodt (2003) reported that younger groups (<35
years) feel progressively more positive about EE than older
groups (35-50). The older group (>50) again felt more positive
about EE.
Tenure
Tenure is strongly related to age. The reason for the group in
their mid-career to be more negative about EE may be related to
their career demands and the typical mid-career crisis as pointed
out by Walbrugh and Roodt (2003).
Marital status
No research could be found to shed more light on this
relationship.
Education levels
No research was found to shed more light on this relationship.
Home language
Müller and Roodt (1998) found that English- and Afrikaansspeaking respondents were more negative about affirmative
action (EE) than the group speaking African languages.
Job level
Several authors have commented on the excessive job mobility
of black managers (Matuna, 1996; Primos, 1994; Sibanda, 1995).
Innes (2001) and Roberts (1997) found that black managers were
poached at high salaries that are higher than those paid by the
market. Vallabh and Donald (2001) reported on the following
perceptions of black managers:
a. They place a high value on being trusted and recognised for
their work, though their values are not recognised.
b. They are placed in positions that do not meet their academic
background.
c. They do not have the opportunity to use their knowledge
and skills.
d. They are second-guessed by their colleagues and supervisors.
The above research results indicate that people have different
experiences and expectations regarding EE and BEE, which will
have a definite impact on their commitment.

Biographical variables and commitment
Race
Vallabh and Donald (2001) found that white employees are more
committed than their black colleagues.

Age
There are inconsistent findings in the relevant literature
about the relationship bet ween age and commitment.
Some studies have reported no relationship between age
and commitment. This was supported by Batlis (1978);
Cohen and Lowenberg (1990); Gechman and Wiener
(1975); Kanungo (1982); Knoop (1986); Mannheim (1975);
Müller and Roodt (1998); Roodt (1992) and Roodt, Bester
and Boshoff (1993).
Other researchers have found that commitment has been related
positively to age (Angle & Perry, 1981; Arnold & Feldman, 1982;
Buchanan, 1974; DeCotiis & Summers, 1987; Dornstein &
Matalon, 1989; Hrebiniak, 1974; Hrebiniak & Alutto, 1972; Jones,
James & Bruni, 1975; Kacmar & Carlson, 1999; Lee, 1971; Lodahl
& Kejner, 1965; Lok & Crawford, 1999; Luthans et al., 1987;
Mathieu & Zajac, 1990; McKelvey & Sekaran, 1977; Morris &
Sherman, 1981; Newton & Keenan, 1983; Rabinowitz, Hall &
Goodale, 1977; Saal, 1978, 1981; Schwyart & Smith, 1972; Sekaran
& Mowday, 1981; Sheldon, 1971; Staw & Ross, 1977; Steers, 1977;
Van Rooyen, 1981; Williams & Hazar, 1986). Lacy et al. (1983)
and Mathieu and Hamel (1989) have found a negative
relationship between age and commitment.
Tenure
Inconsistent findings are reported in the relevant literature.
Angle and Perry (1981); Brown (1969); Buchanan (1974);
DeCotiis and Summers (1987); Grusky (1966); Hall, Schneider
and Nygren (1970); Hrebiniak (1974); Hrebiniak and Alutto
(1972); Lee (1971); Luthans et al. (1987); March and Simon
(1958); Meyer and Allen (1984); Morris and Sherman (1981);
Mowday et al. (1982); Mowday, Steers and Porter (1979); Porter,
Steer, Mowday, Boulian (1974); Sheldon (1971) and Welsch and
La Van (1981) reported that the longer employees worked in an

EMPLOYMENT EQUITY, BLACK ECONOMIC EMPOWERMENT, ORGANISATION-RELATED COMMITMENT

organisation the higher the levels of commitment.
Contradictory to the above findings, in a South African study
Roodt (1992) found no significant relationship between
tenure and organisation commitment. Cohen and Lowenberg
(1990) also found no relationship between tenure and
organisation commitment.
Marital status
While some studies show a positive relationship between
married people and organisation commitment (Angle & Perry,
1981; Hrebiniak & Alutto, 1972; Kacmar & Carlson, 1999;
Kanungo, Misra & Dayal, 1975; Knoop, 1986; Luthans et al., 1987;
Mathieu & Hamel, 1989; Mathieu & Zajac, 1990; Meyer & Allen,
1988), others have indicated no relationship between marital
status and commitment (Cohen & Lowenberg, 1990; Lodahl &
Kejner, 1965; Rabinowitz et al., 1977; Roodt et al., 1993; Saal,
1978, 1981).
Educational level
There is conflicting evidence with regard to education and
commitment level (Angle & Perry, 1981; DeCotiis & Summers,
1987; Koch & Steers, 1978; Lee, 1971; Lok & Crawford, 1999;
Mathieu & Zajac, 1990; Morris & Sherman, 1981; Morris & Steers,
1980; Mowday et al., 1982; Staw & Ross, 1977; Steers, 1977; Steers
& Spencer, 1977).
Some studies have shown that education is inversely related
to commitment (Angle & Perry, 1981; DeCotiis & Summers,
1987; Koch & Steers, 1978; Mathieu & Hamel, 1989; Mathieu &
Zajac, 1990; Meyer & Allen, 1988; Morris & Sherman, 1981;
Mowday et al., 1982; Ruh, White & Wood, 1975; Saal, 1978,
1981; Sekaran & Mowday, 1981; Staw & Ross, 1977; Steers,
1977). Lee (1971) and Steers and Spencer (1977) have found
these results to be inconsistent. Lacy et al. (1983) found
higher educated people to be more committed to work.
Knoop (1986); Luthans et al. (1987); Mannheim (1975);
Newton and Keenan (1983) and Siegel and Ruh (1973) found a
positive relationship between education and commitment.
Lok and Crawford (1999) found a near zero relationship
between education and commitment. A similar finding was
obtained by Cohen and Lowenberg (1990); Gould and Werbel
(1983); Jones et al. (1975); Kanungo (1982) and Rabinowitz et
al. (1977) who found no relationship between education and
commitment.
Home language
Research findings in this category are also contradictory.
Müller and Roodt (1998) found in their st udy that
proportionally more English- than Afrikaans-speaking
respondents were less committed to their work than
the black language respondents. The results of the study
of Müller and Roodt (1998) were partially supported in
the studies that Roodt (1991, 1993) undertook on mainly
English- and Afrikaans-speaking people. Roodt et al. (1993)
also supported the findings that Afrikaans-speaking
employees are more committed to their jobs than Englishspeaking employees.
Job level
In this category the research findings are also contradictory.
Müller and Roodt (1998) found that there is a relationship
between commitment and work status. They found that clerks
were more committed than seniors as a result of too high work
expectations and the hope of being promoted quickly. This is in
opposition to the results of Mannheim (1975). Roodt et al. (1993)
also found that higher-level jobs lead to higher work
commitment.
Commitment and mentorship
One of the key success factors in managing change and diversity
is mentorship (Clutterbuck & Abbott, 2003; Jordaan, 2002;
Singh, Bains & Vinnicombe, 2002; Wingrove, 2002). Mentors
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influence the level of the commitment of protégés (Clutterbuck,
1997; Mowday et al., 1979).
Wingrove (2002) pointed out that it is a demographic imperative
for organisations to have skilled employees ten years from now
and that mentorship can assist in this respect. Jordaan (2002)
concurred by suggesting that promotable black candidates
should work with mentors on strategic projects in order to
develop their skills.
One context in which mentorship can work is within BEE. If one
departs from the vantage point that mentoring is an equal
relationship between the mentor and protégé, then
entrepreneurial and managerial skills can be transferred while
allowing the new manager or entrepreneur to develop the right
competencies (Clutterbuck & Abbott, 2003).
According to Storm and Roodt (2002) and Wingrove (2002),
white, middle-aged mentors may be cynical and negative
about EE and this negativity may be projected to the
protégé, which can again lead to lower commitment levels.
Little empirical evidence could be found to support this
rationale, except for the exploratory research by Storm and
Roodt (2002).
Objectives of the study
Against this background, the primary objective of this research
will be to determine whether the perceptions of EE and BEE are
related to organisation-related commitment.
The secondary objectives of the study will be:
a. to determine whether this relationship is mediated by the
perceptions of the mentor’s role; and
b. to determine which biographical variables are significant
predictors of the perceptions of EE and BEE.
The objectives of the study can be inferred from the theoretical
model (Figure1) compiled from the research literature.

RESEARCH DESIGN
Research approach
The research approach followed in the study is from the
quantitative paradigm and the application of measuring
instruments in a cross-sectional, non-random field survey
generated the primary data for the study. An ex post facto
approach to data analysis was used in exploring the interrelationships between variables in the data set.
Research methodology
The research methodology followed, is described according to
the following three headings:
Sample of participants
The largest division of this organisation was targeted for the
research. A convenience sample including all employees from a
sampling frame of 1200 employees yielded 637 completed
questionnaires. A response rate of 53% was obtained. Only fully
completed records were used for the data analyses.
As indicated in Table 1, the majority of the respondents were
Whites
(62%)
followed
by
Africans
(24%)
and
Coloureds/Indians/Asians (13,5%). Most of the respondents were
male (80,5%) and a smaller group (19,5%) female.
Measuring instrument
A comprehensive measuring instrument was designed for the
purposes of the study. The Employee Commitment
Questionnaire consisted of 127 items measured on a five-point
intensity scale (excluding the biographical questions). Examples
of the items can be seen in Figure 2.
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TABLE 1
BACKGROUND

INFORMATION OF THE RESPONDENTS

Background Information

Respondents

Percentage (%)

Race
Africans
Coloureds/Indians/Asians
Whites
TOTAL

154
86
397
637

24,2
13,5
62,3
100%

Gender
Males
Females
TOTAL

513
124
637

80,5
19,5
100%

Age
30 years and younger
31-35
36-40
41-45
46-50
Older than 50
TOTAL

104
92
82
141
115
103
637

16,3
14,4
12,9
22,1
18,1
16,2
100%

Tenure
10 years or less
11-20 years
21-25 years
26-30 years
More than 30 years
TOTAL

158
130
124
100
125
637

24,7
20,4
19,5
15,7
19,7
100%

Marital Status
Single, divorced or widowed
Married or living together
TOTAL

171
466
637

26,8
73,2
100%

Educational Level
Standard 9 or lower
Standard 10
Post-matric diploma/certificate
Degree or higher
TOTAL

131
179
218
109
637

20,6
28,1
34,2
17,1
100%

Home Language
Afrikaans
English
African
TOTAL

320
162
155
637

50,2
25,4
24,4
100%

Job level
Junior employees
Management
TOTAL

173
464
637

73
27
100%

Union Membership
Do not belong to a union
Belong to a union
TOTAL

188
449
637

29,5
70,5
100%

Type of Mentor
Hierarchical mentor in a higher grade
Hierarchical mentor in a lower grade
Supervisor as mentor
Peer mentor (same grade)
Executive mentor
No mentor
TOTAL

119
11
88
30
13
376
637

18,7
1,7
13,8
4,7
2,1
59
100%

Mentor Type
Same race
Different race
Same sex
Opposite sex
No mentor
TOTAL

98
63
61
39
376
637

15%
10%
10%
6%
59%
100%

Mentor Phase
Initial
Learning
Independency
Redefinition
No mentor
TOTAL

61
72
64
64
376
637

10%
11%
10%
10%
59%
100%

Mentor Age
<25
25-30
31-35
36-40
41-45
46-50
51-55
56-63
No mentor
TOTAL

6
17
41
31
61
45
45
15
376
637

1%
3%
6%
5%
10%
7%
7%
2%
59%
100%

THE ORGANISATION-RELATED COMMITMENT QUESTIONNAIRE
EXAMPLES
QUESTION C5: TO WHAT EXTENT DOES YOUR OCCUPATION HAVE
SPECIAL PERSONAL VALUE TO YOU?
No personal value
value

1

2

3

4

5

Extreme personal

QUESTION C7: HOW MUCH DO YOU GIVE TO YOUR CAREER?
I don’t give anything

1

2

3

4

5

I give everything

THE PERCEPTIONS OF EMPLOYMENT EQUITY QUESTIONNAIRE
EXAMPLES
QUESTION E5: TO WHAT EXTENT DO ALL EMPLOYEES AT THE
ORGANISATION HAVE THE SAME OPPORTUNITIES FOR PROMOTION?
To no extent

1

2

3

4

5

To a very large extent

QUESTION E3: TO WHAT EXTENT DOES YOUR SUPERVISOR KNOW WHAT
YOUR TRAINING NEEDS ARE?
To no extent

1

2

3

4

5

To a very large extent

THE PERCEPTIONS OF BLACK ECONOMIC EMPOWERMENT
QUESTIONNAIRE EXAMPLES
QUESTION F5: IN YOUR OPINION HOW MUCH DOES THE ORGANISATION
BENEFIT FROM APPLYING BLACK ECONOMIC EMPOWERMENT
STRATEGIES?
No benefit

1

2

3

4

5

Benefit largely

QUESTION F15: HOW MUCH DO YOU THINK BLACK WOMEN WILL
BENEFIT FROM BLACK ECONOMIC EMPOWERMENT?
Little benefit

1

2

3

4

5

Large benefit

THE PERCEPTIONS OF THE MENTOR’S ROLE QUESTIONNAIRE
EXAMPLES
QUESTION G18: TO WHAT EXTENT SHOULD A MENTOR ENCOURAGE
ONE TO COMMUNICATE OPENLY ABOUT ANXIETY AND FEARS THAT
DISTRACT ONE FROM WORK?
To no extent

1

2

3

4

5

To a very large extent

QUESTION G23: TO WHAT EXTENT SHOULD A MENTOR SERVE AS A ROLE
MODEL FOR PROTÉGÉS?
To no extent

1

2

3

4

5

To a very large extent

Figure 2: Item examples of the Employee Commitment
Questionnaire
The questionnaire consisted of seven sections: Section A and B the background information of the respondent; Section C – the
18 item Organisation-related Commitment questionnaire
(Roodt, 1997); Section D – the 16 item Union Commitment
questionnaire (Roodt, 1997) (not discussed for the purposes of
this article); Section E – the 25 item Perceptions of Employment
Equity Scale [a radically adapted version based on Martins’
(1999) Employment Equity Questionnaire]; Section F – an 18
item Perceptions of Black Economic Empowerment scale; and
Section G – The Perceptions on the Mentorship Role Scale - a 26
item questionnaire. The perceptions on EE, BEE and the role of
the mentor scales were designed by the authors.
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The questionnaires will be discussed in more detail next
focussing on the rationale for inclusion in the study, the
composition of the questionnaire as well as the reliability and
validity of the instruments.
Organisation-related Commitment Questionnaire (Roodt, 1997)
The Organisation-related Commitment Questionnaire of Roodt
(1997) was used, which initially consisted of 38 items, but was
reduced to 18 items for purposes of this study. The questionnaire
is based on Kanungo’s (1979, 1981, 1982) theorisation of
involvement, which proposes a motivational approach to
commitment as a cognitive predisposition (Kanungo, 1982). The
Organisation-related Commitment Questionnaire will be used to
measure an employee’s level of commitment to work-related foci
such as job, work, career, occupation and organisation. Given the
findings of Roodt (1997) and Storm and Roodt (2002) as well as the
feedback from the pilot group, it was decided not to differentiate
between organisation-related commitment foci like work, job,
occupation, career and organisation. The Cronbach Alpha
coefficient of 0,914 by Roodt (1997) indicates an acceptable
reliability. The construct (factorial) validity can be inferred from
the results of the factor and reliability analysis.
The Perceptions of Employment Equity Questionnaire (adapted
from Martins, 1999)
A radically, adapted version of the Employment Equity
Questionnaire based on Martins’ (1999) theorisation was used for
this study. Statements were converted into questions and most of the
limitations in items-construction as identified by Smith and Roodt
(2003); Van Zyl and Roodt (2003) and Walbrugh and Roodt (2003)
were addressed. The 41 statements that were used in the initial
instrument were adapted into 25 items in question format. Martins’
(1999) questionnaire has a Cronbach Alpha of 0,959 and it can be
concluded that this questionnaire measures employment equity
practices consistently and reliably. Construct validity is defined as
the extent to which the instrument measures the theoretical contract
that is designed to measure (Allen & Yen, 1979; Schepers, 1992).
According to Smith and Roodt (2003), the Employment Equity
Questionnaire meets this requirement. According to Smith and
Roodt (2003), the Employment Equity Questionnaire has face
validity, because it seems that the instrument covers the practices as
indicated in the Employment Equity Act. Walbrugh and Roodt
(2003) also support the face validity of the instrument. There is also
evidence of limited discriminant validity (Smith & Roodt, 2003), but
the discriminant validity is also questioned by Van Zyl and Roodt
(2003) and Walbrugh and Roodt (2003).
The Perceptions of Black Economic Empowerment Questionnaire
The questionnaire developed by the authors consists of 18 items
and was based on existing literature on black economic
empowerment. No information regarding the reliability and
validity (except face and content validity) of the questionnaire is
available yet, but findings of this study will be reported under
the results section.
The Perceptions of the Mentor’s Role Questionnaire (adapted from
Dreher & Ash, 1990)
The questionnaire of Dreher and Ash (1990) was adapted for this
study, because it supported the theory of Kram (1988) – nine roles
of a mentor and it was a shorter version of Noe’s (1988) questionnaire based on the same theory. Twenty-nine items in question
format were included in this questionnaire. No information on the
reliability is available on this instrument, but findings of this study
will be reported under the results section. This instrument seems to
have content and face validity based on the item content.
Research procedure
The measuring instrument was distributed via the organisation’s
intranet to all individuals in the division, excluding those on the
lowest levels who were not able to read or write. A hard copy was
also sent to employees via Human Resources Practitioners. All
the ethical codes, e.g. control procedures, were adhered to. A
letter of reminder was sent at a later stage to urge individuals to

participate in the study. Individuals could respond anonymously
and all the returned responses were treated with the utmost
confidentiality. The identity of all the individuals was thus
protected to ensure reliable responses.

RESULTS
The data analyses were conducted in two stages. The objective of the
first stage was to establish whether all the variables were robust and
reliable. In order to achieve this objective, all the measuring instruments were factor analysed separately on two levels. This procedure,
as suggested by Schepers (1992) was followed to avoid the creation
of artificial factors, resulting from differential item skewness.
In the first level factor analyses, all the items of each instrument
were intercorrelated and an anti-image correlation was executed
to test the suitability of the matrices for factor analyses by
referring to the Kaiser-Meyer-Olkin Measure of Sampling
Adequacy and Bartlett’s Test of Sphericity. Eigenvalues were
calculated on the unreduced item inter-correlation matrix and a
number of factors were postulated according to Kaiser’s (1970)
criterion of eigenvalues larger than unity.
In the second level factor analyses, sub-scores for each postulated
factor were calculated and the same procedure as explained
above was again conducted on the sub-score intercorrelation
matrices. Items on each of the obtained second level factors
(scales) were subjected to an iterative item analysis to establish
the internal consistency of each scale. Based on this procedure,
the following reliabilities were obtained for each scale:
The Organisation-related Commitment (OC) Questionnaire of
Roodt (1997) yielded a Cronbach alpha of 0,89. The Perceptions
of Employment Equity Questionnaire yielded a Cronbach alpha
of 0,92 and the Perceptions of Black Economic Empowerment
yielded a Cronbach alpha of 0,91. The Perceptions of the
Mentor’s Role Scale yielded a high Cronbach alpha of 0,97. All
the scales thus have acceptable reliabilities and can therefore be
included for further analyses.
The second stage of the analyses was focused on the coefficients of
association (Cramer’s V) between biographical variables and the
intercorrelations of the different scales’ total scores. From Table 2
it can be seen that race and home language are associated as well
as job level and level of education. Tenure and race and tenure and
age are also strongly associated. It is highly unlikely that variables
that are strongly related, will display interactive effects.
TABLE 2
COEFFICIENTS

OF ASSOCIATION

(CRAMER’S V)

BETWEEN BIOGRAPHICAL VARIABLES

Race Gender Age

Race

Tenure

Mari- Level of Home Job Mentor
tal Educa- lang- level Y/N
Status tion uage

-

Gender

0,160

-

Age

0,447

0,273

Tenure

0,509 0,324 0,590

Marital
Status

0,324

0,194 0,466 0,455

-

Level of 0,130
education

0,158 0,185 0,167

0,125

Home
0,681
language

0,051 0,304 0,351

0,285 0,132

Job level

-

0,098 0,160 0,159 0,072

Mentor Y/N0,193 0,090 0,214 0,185
Key for interpreting effect sizes:
< 0,1 – no effect
0,1 to 0,3 – small effect
0,3 to 0,5 – moderate effect
> 0,5 – large effect

-

0,131 0,653 0,111

-

0,057 0,053 0,116 0,049

-
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The intercorrelation matrix of scale total scores (Table 3)
indicates that OC is significantly related to the perceptions of EE
(0,642) and BEE (0,377) as well as the mentor’s role (0,205). EE
and BEE are positively correlated (0,509). All the correlations are
significant on the 0,01 level.
TABLE 3
INTERCORRELATIONS

OF SCALE TOTAL SCORES OF THE

EMPLOYEE COMMITMENT QUESTIONNAIRE

Organisa- Employ- Black
Mentor
tion
ment Economic Role
Commit- Equity Empowerment
ment
Organisation
Commitment

Pearson Correlation

1

Employment
Equity

Pearson Correlation

0,642

1

Black Economic Pearson Correlation
Empowerment

0,377

0,509

1

Mentor Role

0,205

0,237

0,220

Pearson Correlation

Figure 4: Biographical variable: Race as predictor of the
perception of employment equity

1

All Correlations are significant at the 0,01 level (2-tailed).

For the next stage in the analyses, a multi-factor analysis
of variance (ANOVA) was applied to predict a particular
criterion variable. A model modification process was
followed whereby the most parsimonious model was
extracted. Residuals were systematically investigated
to establish any possible interaction effects with the
predictor variables.
The following biographical variables were included in the
final summary model of the multi-factor analysis of
variance (ANOVA) for predicting the perceptions of EE,
namely gender, race and mentor Y/N. No significant
interaction effects were detected. These three variables
explain 7,4% of EE’s variance. See Figures 3-5 for the
significant predictors.

Figure 5: Biographical variable: Having a mentor or not as
predictor of the perception of employment equity
As can be seen from Figure 5, employees who have a mentor are
more positive in terms of their perceptions of employment
equity than those without a mentor.
The following biographical variables were included in the final
summary model of the multi-factor analysis of variance
(ANOVA) for predicting the perceptions of BEE, namely race,
home language, gender x race, age x race and age x home
language. These variables explain 40% of BEE’s variance. See
Figures 6-10 for the significant predictors.

Figure 3: Biographical variable: Gender as predictor of the
perception of employment equity
As can be seen from Figure 3, females are more positive in terms
of their perceptions of employment equity than males.
As can be seen from Figure 4, Coloured/Indian/Asian employees
are the most positive in terms of their perceptions of
employment equity, than African employees, and White
employees are the least positive in terms of their perceptions of
employment equity.

Figure 6: Biographical variable: Race as predictor of the
perceptions of black economic empowerment
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As can be seen from Figure 6, Coloured/Indian/Asian employees
are more positive in terms of their perceptions of black
economic empowerment than African employees, and White
employees are the least positive in terms of their perceptions of
black economic empowerment.
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employees 31-35 years of age are the most positive in terms
of their perceptions of black economic empowerment
and White employees in the age group 30 years of age
and younger are the least positive in terms of their
perceptions of black economic empowerment. African and
Coloured/Indian/Asian employees are also more positive in
terms of their perceptions of black economic empowerment
than the White employees.

Figure 7: Biographical variable: Home language as predictor
of the perceptions of black economic empowerment
As can be seen from Figure 7, employees speaking African
languages are more positive in terms of their perceptions of
black economic empowerment than English-speaking
employees, and Afrikaans-speaking employees are the least
positive in terms of their perceptions of black economic
empowerment.

Figure 8: Biographical variables: Gender × Race as predictors
of the perceptions of black economic empowerment
As can be seen from Figure 8, White female employees are more
positive in terms of their perceptions of black economic
empowerment than white males. Coloured/ Indian/Asian and
African male and female employees are equally positive in terms
of their perceptions of black economic empowerment, but more
than White male/female employees.
As can be seen from Figure 9, African employees in the age
group 31-35 years of age are the most positive in terms of
their perceptions of black economic empowerment and 36-40
years of age are the least positive in terms of their perceptions
of black economic empowerment. Coloured/Indian/Asian
employees are the most positive in terms of their perceptions
of black economic empowerment in the age group 30 years of
age and younger and the Coloured/Indian/Asian employees in
the age group 31-35 years of age are the least positive in terms
of their perceptions of black economic empowerment. White

Figure 9: Biographical variables: Age × Race as predictors of
the perceptions of black economic empowerment

Figure 10: Biographical variables: Age × Home language as
predictors of the perceptions of black economic
empowerment
As can be seen from Figure 10, Afrikaans-speaking employees
in the age group 31-35 years of age are the most positive in
terms of their perceptions of black economic empowerment
and Afrikaans-speaking employees 36-40 years of age are the
least positive in terms of their perceptions of black economic
empowerment. English-speaking employees in the age group
41-45 years of age are the most positive in terms of their
perceptions of black economic empowerment and Englishspeaking employees 31-35 years of age are the least positive in
terms of their perceptions of black economic empowerment.
Employees speaking African languages between 30 years of
age and younger are the most positive in terms of their
perceptions of black economic empowerment and employees
31-35 years of age speaking African languages are the least
positive in terms of their perceptions of black economic
empowerment.
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In applying a univariate General Linear Model (GLM)
(ANCOVA) with all biographical variables, the perceptions of
employment equity (EE) and the perceptions of black
economic empowerment (BEE) as well as the perceptions of the
mentor’s role (MR) as predictors of organisation-related
commitment, the following emerged from the model
modification process: 44% of the variance was explained by
respectively educational level, the perceptions of employment
equity (EE), and the interaction between the perceptions of
black economic empowerment (BEE) and the perceptions of
the mentor’s role (MR).
The results of the final summary model are depicted in
Table 4.
TABLE 4
RESULTS

OF THE FINAL SUMMARY MODEL FOR

ORGANISATION-RELATED COMMITMENT

Model

Figure 11: Graphical representation of the predictors of
organisation-related commitment

R

R Square

Adjusted R
Square

Std. Error of
The Estimate

1

0,641a

0,411

0,410

0,54240

2

0,656b

0,431

0,429

0,53379

3

0,661c

0,438

0,435

0,53096

4

0,665d

0,442

0,438

0,52930

a. Predictors: (Constant), (New factor) E: Employment equity
b. Predictors: (Constant), (New factor) E: Employment equity, STD9
c. Predictors: (Constant), (New factor) E: Employment equity, STD9, STD10
d. Predictors: (Constant), (New factor) E: Employment equity, STD9, STD10, GF (MRxBEE)
e. Dependent Variable: (New factor) C: Organisation

The statistical parameters of the final summary model are
depicted in Table 5.
TABLE 5
STATISTICAL

PARAMETERS FOR PREDICTING

ORGANISATION-RELATED COMMITMENT

Coefficientsa
Unstandardised
Coefficients
Model

Standardised
Coefficients

t

Sig.

16,590

0,000

B

Std. Error

(Constant)

1,482

0,089

STD9

0,599

0,034

0,600

17,523

0,000

STD10

0,296

0,055

0,169

5,394

0,000

(New factor) E:
Employment
equity

0,145

0,049

0,092

2,934

0,003

GF (MRxBEE)

0,0118

0,005

It is clear from the above figure that commitment levels vary
according to education levels.

DISCUSSION
The first and second level factor analyses of the different
measuring instruments, followed by iterative item analyses,
yielded scales with acceptable coefficient alphas (ranging from
0,89 to 0,97), indicating that the variables were suitable for
inclusion in the second phase of the data analysis.
The second phase of the data analysis indicated the following
significant associations (Cramer’s V) or effect sizes (displayed in
Table 2):
a. Race and home language – The Africans speak African
languages, the Coloureds/Indians/Asians speak English and
the majority Whites speak Afrikaans, which were expected
from the culture of this organisation.
b. Job level and education – The majority of managers have a
higher level of education, which is expected.
c. Tenure and race – The African employees have less years of
service compared to the White employees with longer years
of service.
d. Tenure and age – The younger employees have less years of
service, which is self-explanatory.

Beta

0,076

2,230

0,026

Dependent Variable: (New factor) C: Organisation

As can be seen from Table 5, the statistical parameters for the
prediction of organisation-related commitment (OC) are as
follows:
OC = 1,482 + 0,296 [Std. 9] + 0,145 [Std. 10] + 0,599 [E] + 0,0118
[GF (MRxBEE)].
The results of the above model can be graphically illustrated in
Figure 11.

As a result of these associations, one would expect that there would
be no interaction effects between these mentioned variables.
The intercorrelations of the scale total scores (displayed in Table
3) indicated that the mentioned variables were all significantly
correlated, ranging from 0,205 to 0,642. BEE and EE were
positively correlated.
If EE was predicted with all biographical variables by using a
multi-factor analysis of variance (ANOVA), only the following
biographical variables emerged as predictors in the final
summary model, namely gender, race and mentor Y/N. These
variables explain 7,4% of the variance in EE.
If BEE was predicted with all biographical variables by using a
multi-factor analysis of variance (ANOVA), only the following
biographical variables emerged as predictors in the final
summary model, namely race, home language, gender x race, age
x race and age x home language where 40% of the variance was
explained.
The findings of the above two multi-factor ANOVA’s indicated
that biographical variables were predictors of EE and BEE.
Hereby, the second secondary objective of the study was
achieved.
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perceptions of the mentorship role interacted with BEE in the
prediction of OC. This finding does not support the first
secondary objective of the study.

Figure 12: Biographical variables as predictors of the
perceptions of employment equity

This situation creates an unique challenge for the top
management of organisations to create a context that will address
this dichotomy between lower and higher education levels, those
who have a mentor or not in the organisation as well as the
polarising perceptions of EE and BEE. Another way needs to be
explored as a solution that will engage people at all levels of the
organisation. This solution must involve all employees and pose
a challenge for everyone in the organisation, and should not be
viewed as punitive or as livelihood threatening. The current EE
and BEE approach is heading for a disaster, if those who are
supposed to provide leadership are alienated from the very
organisation they are supposed to lead and the organisational
vision they are supposed to create.
If the different models as displayed in Figures 12-14 are
combined, the following empirical model as displayed in Figure
15 emerges from the data:

Figure 13: Biographical variables as predictors of the
perceptions of black economic empowerment
When a univariate General Linear Model (GLM)(ANCOVA) was
used, educational level, the perceptions of EE and the interaction
between the perceptions of BEE and the role of the mentor were
significant predictors of OC in the final summary model where
44% of the variance was explained. See Figure 14 for a graphic
illustration of this relationship.

Figure 15: An Integrated predictive model of organisation
commitment

Figure 14: Results of a predictive model for organisationrelated commitment
Limited literature was found that could shed light on this
finding. The finding indicates that EE and the interaction
bet ween BEE and the mentor’s role are important
predictors of OC. What is disturbing, however, is the
possible role mentors play in lowering commitment levels.
These findings support the views of Mowday et al. (1979)
and partially of Storm and Roodt (2002). It also seems that
people with higher qualifications show lower commitment
levels. These findings support the views of Mowday et al.
(1982) and many others. It is nearly impossible to envisage
an organisation where the leadership is not committed to
its vision. This clearly spells trouble for the organisation.
This situation needs specific management attention to
create an organisational setting where all individuals feel
equally valued.
The findings on the prediction of organisation commitment
suggest that the perceptions of EE and BEE are significant
predictors of the criterion variables. These findings support the
primary objective of the study. However, no empirical proof
was obtained that perceptions of the mentorship role mediate
the relationship between EE, BEE and OC. However,

This model indicates that organisation-related commitment is
mainly predicted by the perceptions of employment equity (EE)
and the perceptions of black economic empowerment (BEE) in
interaction with perceptions of the mentor’s role. These
perceptions probably have a strong bearing on people’s beliefs,
values and needs. This could be a possible reason for the large
amount of variance that is explained. This model is also different
from the initial theoretical model that was used as a basis of
departure for the study.
The study has little nomothetic value, as it was limited to a
single organisation. Further research needs to be conducted
across different organisations in similar contexts to establish the
external validity of the findings. The findings have some
theoretical value as the perceptions of employment equity and
the perceptions of black economic empowerment were for the
first time included as predictors of organisation-related
commitment. Furthermore, a more sophisticated multi-variate
General Linear Model (GLM) was used for the prediction of
organisation-related commitment. Besides providing a
parsimonious prediction model by isolating predictors that are
significantly explaining variance in the criterion, this model also
illustrates possible significant interaction effects between the
different predictor variables. In doing so the model serves as a
good point of departure for understanding and explaining
organisation-related commitment in a diverse workforce setting,
where the perceptions of employment equity (EE) and the
perceptions of black economic empowerment (BEE) are applied.
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