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Abstract
Union Leadership: A Study of Union St l | E i
f Local Civi ‘ i
Anthony E. Carroll
August 31, 1995

This study examined differences between union stewards
and union executive members of trade and civil service unions as
part of an investigation into union leadership. Multivariate
questionnaires were received from 248 union leaders in eastern
Canada (response rate = 38.5%). A 2 (union type) X 2 (union
position) between-subjects MANOVA examined differences on 14
dependent variables. Union executives were more charismatic,
reported more willingness to work for the union, and had more
conflict with family than did stewards. Trade union leaders
reported higher perceived instrumentality of participation in
union activities and were more willing to engage in
unconventional behaviour than civil service union leaders.
Compared to archival data on rank-and-file members, union

stewards were higher in union commitment.



Chi-square analyses revealed that trade union leaders had a
higher willingness to strike, less formal education, and less
time served as stewards than civil service leaders. Civil
service union leaders were also more likely to have mothers who
belonged to a union, held a union office, and striked as a member
of a union. Union executives had a higher willingness to strike
and spent more hours per week and a greater percentage of their
time each week on union duties. Executives and stewards also
differed in having mothers who belonged to a union and mothers

who striked as union members.

In an exploratory analysis, union leaders were classified,
based on their reported reasons for becoming a leader, as
victim, reluctant, social/ambitious, or voice union leaders. A
MANCOVA examined the differences between the types of union
leaders while controlling for union position effects. The various
types of union leaders differed in industrial relations stress,
pro-union attitudes, transformational leadership, Marxist work
beliefs, perceived instrumentality of participation, and job
satisfaction. Post hoc analyses revealed that victim union
leaders had higher industrial relations stress, higher
transformational leadership assessments, higher Marxist work

- Vi -



beliefs, and lower job satisfaction than other union leaders.
Reluctant leaders reported lower levels industrial relations
stress, union attitudes, transformational leadership
assessments, and Marxist work beliefs yet higher levels of job
satisfaction than other leaders. Voice leaders had a higher
perceived instrumentality and union loyalty whereas
social/arnbitious had higher pro-union attitudes than other
leaders. Limitations of this study and implications for future

research are discussed.
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Union Leadership: A Study of Union Stewards and

Union Executives of Loca! Civil Service and Trade Unions

Recently there has been a resurgence of research on union-
related issues. This work has focused primarily on union
commitment and the development of a union commitment scale
(Conlin & Gallagher, 1987; Friedman & Harvey, 1986; Fukami &
Larson, 1984; Fullagar, 1986; Gordon, Philpot, Burt, Thompson, &
Spiller, 1980; Kelloway, Catano, & Southwell, 1992; Thacker, Fields,
& Barclay, 1990; Thacker, Fields, & Tetrick, 1989), and, secondarily,
on participation by members in union activities (Kelloway &
Barling,1993a; Klandermans, 1986; McShane, 1986) and the
relationship between union participation and union commitment
(Gordon et al., 1980; Kelloway et al., 1992; Thacker et al,, 1989,
Thacker et al, 1990; ). Even though union leadership may, perhaps,
be the highest form of union participation, it has generated little
research. For instance, very little is known about the people who
become union leaders and their reasons for doing so. This is even
more the case with respect to shop stewards. Stewards play a
pivotal leadership role in any union. They serve as a link between
rank-and-file members and higher levels in the union organization.

1



Union stewards come from the membership of the union; 'ater, many
assume roles as members of the union executive. Union

executives are elected from the union steward body and assume
responsibilities in addition to their roles as union stewards. The
first objective of the present study was to describe the
characteristics and roles of union leaders, particularly their
activities, attitudes, beliefs, and job satisfaction and to determine

how those variables change at different levels of leadership.

The union in the present study consists of approximately 13,000
members in eastern Canada, representing a wide spectrum of
employees including clerical workers, medical service
professionals, education instructors, trade workers, and technicians.
The vast majority of the membership is constituted of white collar
workers. Approximately 9,000 members are organized under a Civil
Service Act which requires all disputes to be resolved through
arbitration. The remaining 4,000 members are organized under a
Trade Union Act which provides them with the fundamental right to
strike. The division of membership, which were the result of two
different pieces of legislation, presented an opportunity to examine
how leadership differed between the two groups. Therefore, for it's
second objective, this study examined differences between the civil

2



service union leaders and trade unic leaders; specifically, it asked
whether Trade Union and Civil Service Union leaders differed in
attitudes, beliefs, and demographic characteristics. Did having the
"right" to strike make a leader more involved in the union, more
committed to the union, and more likely to engage in unconventional

and militant behaviour?

The present study also offered an opportunity to examine
differences between stewards and executives. The union in the
present study consists of 49 union locals (19 Civil Service and 30
Trade Union) with each local having approximately a 5 - 7 person
executive. Stewards and executives of each local are elected
biannually. The union also has an Executive Board which represents
the locals at a General Executive Committee. The Executive Board is
elected at each Biannual Convention. The stewards and executives
surveyed in the present study are leaders of the union locals.
Previous research on union leadership has focused mainly on union
executives and has largely ignored union stewards (MacDonald, 1959,
Mills; 1971; Van Tine; 1973). While much is known about the
differences between union executives and union members, little is
known about union stewards. Examining differences between
stewards and executives on variables related to union leadership

3



(e.g., union involvement, union commitment, industrial relations
stress, etc.), may enhance our undeistanding of the "process" of
union leadership and the different roles played by different types of
union leaders. Is union commitment higher in union executives than
union stewards? Do union stewards experience more stress due to
being closer to the employees' concerns or do executives experience

more stress due to having extra duties in the union?

Union_Leadership

Union leadership activities are the highest form of union
participation (Barling, Fullagar, & Kelloway, 1992). Much of the
early research on union leadership was conducted during the 1950s
considered to be the "Golden Decade" of research on union-related
issues (Barling, 1988). This research focused on dual allegiance to
the organization and union (Dean, 1954) and on union and
management's views towards each other (Stagner, Chaimers, &
Derber, 1958). Results of these early studies suggested a positive
relationship between union-management relations and the existence
of dual loyalty (Dean, 1954). It appeared that similar scales could
be used to measure both union members' and management's attitudss
towards each other (Stagner et al., 1958). Both the studies by Dean
(1954) and Stagner et al. (1958) included items asking union

4



members and/or management to rate the performance of the union
leaders of their respective organizations, implying that union
leaders influenced employees' loyalty to union and management.
Other studies conducted during the 1950s found that family
background and work experiences influenced employees' prounion

attitudes (Mills, 1971; Seidman, London, & Karsh, 1950).

While early research made a contribution to our understanding
of union leadership, it was nonetheless methodologically flawed.
Much of this research focused mainly on union executives, thus
largely ignoring union stewards (MacDonald, 1959; Mills, 1971; Van
Tine, 1973). In addition, many of the conclusions of these early
studies were little more than impressions drawn from interviews
and surveys, without the benefit of statistical analyses (Dean, 1954;

Seidman, et al., 1950; Stagner, et al, 1958; Strauss & Sayles, 1953).

Recent research on union leadership has focused on leadership
styles (Catano, 1993; Fullagar, Gallagher, Clark, & Gordon, 1993;
Fullagar, McCoy, & Schull, 1992). This research has been influenced
by Bass (1985) who identified three general leadership styles.
Leaders who use Transactional Leadership, rely upon an equitable

exchange in which they provide rewards in exchange for campliance.
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This style may be more applicable to organizational leaders than to
union leaders. Organizational leaders have formal organizational
power and can offer numerous rewards (i.e., promotions, lightened
job duties, etc.) in exchange for compliance. Union leaders, on the
other hand, are unlikely to have this type of formal power. Leaders
who use Transformational Leadership, attempt to have members
identify with the values and mission of the organization.
Transformational leadership comprises three characteristics:
charisma, individual consideration, and intellectual stimulation
(Bass, 1985). Charisma is the leader's ability to instill a sense of
pride in the organization and to transmit the mission of the
organization to members. Individual Consideration is the leader's
stimulation of learning experiences, the provision of a climate
conducive of socialization, and the treatment of each new member
as an individual. |ntellectual Stimulation is the leader's use of
creative problem solving, encouraging of others to use intelligence
to solve problems, and to look at old problems in new ways (Bass,
1985). Fullagar et al. (1992) found charisma and individual
consideration to be more influential than intellectual stimulation in
union setting~. Transformational leadership on the part of union
stewards may influence members' satisfaction with the union
(Kelloway & Barling, 1993), members' loyalty (Fullagar et al., 1992),
6



and members' union commitment and participation (Fullagar et al.,

1993).

Charisma is a personal attribute of the leader. Followers
believe in the extraordinary powers of a leader with charisma who
demonstrates those powers often and to the benefit of the followers
(Catano, 1993). In addition, these leaders often exhibit dominance,
self-confidence, the need to exert influence, and strong conviction
in the moral rightness of their beliefs (Bass, 1985; Catano; 1993;
House, 1977). If charismatic leaders are perceived favourably,
followers will adopt their values, expectations, and attitudes. They
are also likely to express ideological goals and to be effective in
situations that their followers find stressful. Moreover, people
with charisma often display superior debating skills, technical
expertise, and an ability to persuade or influence others to justify
their positions. Charismatic union ieaders may influence union
members' behaviour (Catano, 1993) and satisfaction with the union

(Kelloway & Barling, 1993).

Although current research on union leadership styles has
provided insight into union leadership (Catano, 1993; Fullagar et al.,
1992; Takamiya, 1978) much remains unknown. Eatrlier research on

7



union leadership is primarily based on the assumption that all union
leaders are the same. A "union leader" has been operationalized as
anyone with a leadership role within the union, ignoring the
differences attributable to different leadership roles. Recently,
Barling et al. (1992) noted the need for research that explored
differences between specific union leadership positions. Much of
this newer research has focused on the role of the union steward
(Fullagar et al., 1993; Tetrick & Martin, 1993). Stewards' leadership
style has been found to influence union members' commitment to the
union and union participation (Fullagar et al, 1993). As well,
stewards differ from members in their view on such issues as union

influence and fairness of union dues (Tetrick & Martin, 1993).

Early leadership studies focused on union executives whereas
more current research has investigated union stewards ignoring
potential differences between stewards and executives.
Investigating each type of leader separately assumes stewards and
executives are different. Union stewards are elected from the rank-
and-file membership and are involved mostly in first level
grievances. They are the first level of contact with the union and
play a role analogous to that of first-line supervision in an
organization. In contrast, union executives are elected to perform a

8



broad range of duties, including managing and administration; they
also are involved in policy making and decision-making rnore so than
stewards. Union executives may have been stewards at one time or
continue to hold steward duties while serving as an executive
member. Little is known why some stewards go on to become
executives, how executives differ from stewards, and how
leadership varies over the different positions. The present study

seeks to answer these questions.

Past research on union leadership has alsc assumed that there
are no differences across unions. For example, Marchington (1983),
in exploring differences between different "types" of union
stewards, collapsed data collected from stewards from white and
blue collar unions in different organizations. Current research by
Kelloway and Barling (1993) also suggests that there are no
differences between stewards from different unions by pooling data
from union members of different unions. Despite similar results
having been obtained in studies of stewards from a retail union
(Tetrick & Martin, 1993), a letter carriers union (Fullagar et al,
1993) and an electricians union (Fullagar et al, 1992), this research
is limited and has not investigated differences of union leaders of
unions with different bargaining rights. In the present study, trade

9



union leaders operate under a collective agreement which affords
them the right to strike. The civil service union leaders are
prohibited from striking by law. Both types of stewards operate
under the same union organizational structure. The right to strike
may require leaders with different characteristics than in cases
where this right does not exist. Trade union leaders may be more
militant or aggressive than their civil service counterparts; on the
other hand, the right to strike may bring with it stress. Trade and
civil service union leaders (and stewards and executives) may vary

on these and many other variables.

Barling, Fullagar, and Kelloway (1992) extensively review
variables which are of importance to union research. The following
section briefly discusses a number of these variables which may
have importance to union leadership and in which union leaders may
be expected to vary. In particular, differences are noted between
trade and civil service union leaders and between executives and

stewards,

10



i lati r

Union leaders are exposed to numerous stressors as part of their
union work (Barling, Fullagar, & Kelloway, 1992). Bluen & Barling
(1988) identified role ambiguity, role conflict, role overloéd, and
the role of the union leader as four major stressors affecting union
leaders. Role ambiguity exists when union leaders are unclear about
what is required to successfully perform their duties and often
results from a lack of clear performance guidelines (Bluen & Barling,
1988) and training (Nicholson, 1876). Union leaders are often
elected to their leadership positions without knowing what is

required for successful performance.

Union leaders often experience stress from three types of role
conflict (Barling, Fullagar, & Kelloway, 1992). First, many union-
related duties are performed in addition to job responsibilities.
Often, time spent on union duties conflicts with time that could be
spent on family responsibilities. Union leaders often experience a
conflict (Bluen & Barling, 1988; Nicholson, 1976) from having to
deal with conflicting expectations of union members, other union
leaders, and representatives of management. Finally, union leaders
often have to take actions with which they personally disagree,
resulting in person-role conflict (Bluen & Barling, 1988).

11



Quantitative and qualitative role overload (Bluen & Barling,
1988) also acts as a major stress source for union leaders.
Quantitative role overload results from the number and breadth of
duties that union leaders must perform. Qualitative role overload
results from the lack of skills or knowledge that union leaders need
to perform their union duties. Nicholson (1976) reported that 75% of
the union leaders in his study reported role overload; however,
training decreased the amount of strain experienced by these union

leaders.

Finally, union leaders may experience stress simply because
they hold a leadership role (Bluen & Barling, 1988). Union leaders
.are often involved in conflicts between groups. These include not
only conflict with management, but also among union members. In
handling a grievance, a union ieader may not only have to deal with
management but with the conflicting rights of two or more

members they represent.

Union officials report higher levels of role overload than union
members (Shirom & Mayer, 1993) and experience emotional
exhaustion due to role overload (Nandram & Klandermans, 1993).
They often experience role ambiguity and role conflict from their

12



representative duties (Martin & Berthiaume, 1993). Without a doubt,
union leaders experience stress from their involvement in industrial
relations (Bluen & Edelstein, 1993; Burke, 1993; Fried & Tiegs,
1993; Heaney, Israel, Schurman, Baker, House, & Hugentoblem, 1993;
Kelloway, Barling, & Shah, 1993; Nandram & Klandermans, 1993).

Notwithstanding this current research on industrial stress,
little is known on how stress varies with different levels of union
leadership or how it differs across unions. Union executives and
union stewards have different roles within the union and, therefore,
may experience different levels of stress. Union stewards are
elected or appointed from the rank-and-file membership and
represent union members in grievances. Union executives, on the
other hand, often have other duties in addition to representing
members' grievances. Union executives represent the stewards and
members at union conferences, represent the union executive to the
steward body, and consult with upper management on policies
affecting the workplace. Union executives, therefore, should
experience more role conflict than stewards due to performing a
broader range, and an increased number of duties. Union executives
should report higher levels of industrial relations stress than union
stewards. Since these extra duties are often at the expense of

13



family, union executives should also report more role conflict

between unian duties and home responsibilities than union stewards.

Trade and civil service union leaders may experience different
levels of stress. For example, a civil service union leader may
confront actions taken by management through grievance. If the
grievance is lost, the civil service union leader has little recourse
but to accept the decision. However, members may still oppose the
actions and pressure the leader to "do something". The civil service
union leader may become unclear about their role and experience role
overload from the continuance of the old issues never being
resolved and new disputes continually arising. Trade union leaders,
wiih the right to strike, can force issues to be resolved by the
threat of strike action. This is similar to Hirschman's (1970) Exit-
Voice-Loyalty Model which indicates that union members are less
likely to leave an organization due to having an extra veice (union) to
hear them. In a similar vein, a union may increase employee morale
and lower turnover by providing a voice for dissatisfied employees.
Therefore, trade union leaders have an extra option. Therefore, civil
service union leaders may experience more industrial relations
stress than trade union leaders, and may report higher levels of role
conflict.
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Uni Attitud
When investigating union leadership, it is important to
recognize the influence of union attitudes. General union attitudes,
the attitudes employees hold toward unions, have been shown to
correlate with administrative participation in unions (McShane,
1986). If employees have high pro-union aititudes they are likely to
participate in union activities. In addition, Brett (1980) indicated in
her model on unionization that even if employees have similar
attitudes of union instrumentality, job dissatisfaction, and
collective action, they are still unlikely to vote in favour of union
certification if they have negative attitudes towards unions.
General union attitudes predict how employees vote in union
representation election (Brett, 1980). In addition to influencing
voting behaviors of employees, union attitudes predict the
willingness to join a union (Barling, Kelloway, & Bremermann, 1991)
and union loyalty (Fullagar, McCoy, & Schull, 1992). Does this extend
to union leadership? Or more precisely, do union executives have
higher pro-union attitudes than union stewards? |If union attitudes
influence how employees vote in a certification election and the
willingness to join a union, it seems likely that union members who
have higher pro-union attitudes would be willing to becoma more
involved in union activities and spend more time performing union-
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related duties than those members with less pro-union attitudes.
Bearing this in mind, it is predicted that union executives will

report stronger union attitudes than union stewards.

Union attitudes towards specific unions have garnered much
empirical analysis. Brett (1980) defines union instiumentality as
the belief that unionization yieids positive rather than negative
results. However, various unions can be perceived as having greater
or lesser influence in the workplace depending on their bargaining
rights. Union instrumentality is associated with a vote in favor of
the union (Barling, Laliberte, Fullagar, & Kelloway, 1990; Kochan,
1279; Premack & Hunter, 1988). Trade union leaders can ultimately
force discussion of issues by the threat of going on strike whereas
civil service union leaders do not have the right to strike and can not
make use of this threat. Therefore, trade union leaders should
rerceive a higher union instrumentality than civil service unionists

and, consequently, have stronger pro-union attitudes.

i nd invol i ni
Much of the research on union participation has focused on its
antecedents. Nicholson et al. (1981) found that union members' need
for affiliation and involvement predicted their participation in union
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activities. Since leadership is an ultimate form of participation
(Barling et al., 1992), union leaders should have a higher need for

. involvement than union members and executive members should have
a higher need for involvement than stewards. Therefore, need for
involvement may predict whether union members become stewards

or executives.

Need for involvement may also differ between civil service and
trade union leaders. Previous research has shown that white collar
union members' need for involvement moderates the relationship
between demographic, work-related, and employment climate
variables on one hand and their union attitudes and subsequent
participation on the other (Nicholson, 1981). Trade union leaders
may have a higher need for involvement than civil service leaders
due having the right to strike. Brett (1980) indicated that perceived
instrumentality of unions influenced unionization decisions; the
influence of union instrumentality may extend to the involvement of
leaders in their unions. Civil service leaders may feel less need for
involvement in union/management issues due to having less

bargaining rights than trade union leaders.
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Marxist work beliefs, the belief that work provides self-
fulfillment, but that fulfillment is thwarted by the way work is
organized (Buchholz, 1978), may also vary beiween l|eaders of
differant unions and at different levels of union leadership. Marxist
work beliefs predict union participation (Fullagar & Barling, 1989)
and directly influence union loyalty and responsibility to the union.
Both of these commitment variables, in turn, influence participation
in union activities through the willingness to work for the union
(Kelloway & Barling, 1993). Marxist work beliefs indirectly
influence participation in union activities. The stronger Marxist
work beliefs union members hold, the greater their participation in
the union. Therefore, union executives should report a greater
degree of Marxist work beliefs than union stewards due to their
higher involvement in union activities. Similarly, trade union
leaders who have more bargaining rights, and are likely to have more
involvement in union activities, should report stronger Marxist work

beliefs than civil service union leaders.

Union commitment is the intense attitude of favorability
towards the union and approval of its over-all policies (Purcell,
1954, Stagner, 1954). It encompasses three factors: Union Loyalty,
Responsibility to the Union, and Willingness to Work for the union
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(Kelloway, Catano, & Southwell, 1992). Union Loyalty is defined as
affective attachment to the union. Responsibility to the Union
reflects members’' willingness to take on the day to day
responsibilities of union membership. Willingness to ‘Work for the
union reflects members' willingness to do extra wo.« for the union
(e.g., hold union office, serve on committees). Considering how it is
defined, union commitment may vary across levels of leauwiship or
types of unions. For example, union executives who engage ir more
consistent union activities than union stewards and rank-and-file
members should report higher levels of union commitment than
stewards and rank-and-file members. Similarly, stewards should
report higher levels of commitment to the union than rank-and-file
members. There is a positive relationship between union
commitment and participation in union activities (Fullagar, 1986;
Fullagar & Barling, 1989; Gordon et al., 1980). Since a greater
degree of participation in the union is required of union executives,
compared to stewards and rank-and-file members, there should be a
positive correlation between level of union leadership position and

union commitment.

Union commitment may also vary across the two types of unions.
Perceived instrumentality of union effectiveness by employees
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influences voting intentions (Brett, 1980; Youngblood et al., 1984)
and union commitment (Fullagar & Barling, 1989; Kelloway et al.,
1990). This is apparently true in white-collar (Fullagar & Barling,
1989) and blue-collar (Kelloway et al, 1990) unions. The sample in
the current study affords a unique cpportunity to examine the
effects of bargaining rights on union commitment. The Trade Union,
predominantly comprised of blue-collar employees, has the right to
strike; thus, its leaders may perceive it as having higher
instrumentality than the civil service union leaders perceive the
effectiveness of the civil service union, comprised mostly of white-
collar employees. Therefore, trade union leaders may report higher

levels of union commitment than civil service union leaders.

involvement in the union can be defined as the importance of
union activity in a union leader's life and the identification of the
leader with union activity. This definition is derived from
psychological involvement with the job (Lodahl & Kejner, 1965;
Rabinowitz & Hall, 1977). Despite many studies conducted on job
involvement, there is a dearth of information on union involvement.
Research conducted on job involvement has shown there is no
consistent relationship between job involvement and union
commitment (Barling, Wade, & Fullagar, 1993; Kelloway et al,
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1990). However, in the present study, psychological involvement in
the union is hypothesized to correlate positively with union
commitment. Union executives, who spend more hours performing
union duties than union stewards, should report greater involvement
in their union work. Similarly, trade union leaders, who may
participate more in union activities than civil service leaders,
should also report higher levels of psychological involvement in the

union.

Job Satisfaction

Much research has been conducted on the relationship between
unionization and job satisfaction. Many studies have found a
negalive relationship between job satisfaction and union
participation, concluding that there is likely to be more
participation in union activities by employees who are dissatisfied
with their jobs than employees who are satisfied with their jobs
(Brett, 1980; Kelloway & Barling,1993a, Kryl, 1990; McShane, 1986;
Nicholson et al, 1981). Although Brett (1980) suggested that job
dissatisfaction predicted union participation, more recent studies
based on structural equation madeling suggest that union
participation predicts job dissatisfaction (Kelloway & Barling,
1993a). Regardless of the direction of the relationship between job
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satisfaction and union participation, there is a negative relationship
between job satisfaction and union participation. Therefore, union
executives who spend more time on union activities than stewards,
should be expected to report lower levels of job satisfaction than

union stewards.

Job satisfaction research also suggests that differences might
be related to types of union (Blyton et al., 1981; Brett, 1980;
Kochan, 1979). Brett (1980) and Kochan (1979) noted that
dissatisfaction with economic factors was more influential with
respect to union participation than dissatisfaction with job content,
especially among blue-collar workers suggesting differences
between blue-collar and white-collar employees. In addition, Blyton
et al. (1981) found a positive correlation between job status and job
satisfaction confirming Form's (1976) cbservation that high status
jobs provide greater opportunities for social interactions with other
workers and, thus, higher job satisfaction. The sample for the
present study consists of civil service union leaders, primarily
white-collar workers, and trade union leaders, traditionally
composed of blue-collar workers. However, the trade union leaders

have the right to strike
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whereas civil service union leaders do not have this right; this
cifference could have a impact on union leaders' job satisfaction.
Despite the fact that both unions can address many aspects of their
jobs that cause dissatisfaction, trade union leaders have the right to
strike for their issues whereas civil service union leaders often
have to have their grievances resolved through arbitration.
Therefore, it is predicted, despite the findings of Blyton et al.
(1981), that Trade Union Leaders will report less job satisfaction

than civil service union leaders.

Subiective N
Subjective norms influence participation in union activities
(Fishbein & Ajzen, 1975; Kelloway & Barling, 1993). Subjective
norms are the extent to which an individual believes reference
groups (family, coworkers, and people important to the respondents)
support participation in union activities (Fishbein & Ajzen, 1975).
Subjective norms have been shown to predict behavioural intention
(Fishbein & Ajzen, 1975) and union loyalty (Kelloway & Barling.
1993). Past research that has also indicated a positive relationship
between union loyalty and willingness to work for the union and
positive effects of willingness to work for the union on union
participation. If subjective norms predict union loyalty which is
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positively correlated with union participation, then, union members
who participate more in union activities should believe that their
participation is supported by their influence groups more so than
those who participate to a lesser degree. Therefore, union
executives who more actively participate in union activities than

union stewards should report higher subjective norms.

Subjective norms may also vary between leaders of trade and
civil service unions. Fishbein and Ajzen (1975) proposed a model of
unionization which asserted that the two main predictors of
unionization were union instrumentality and subjective norms.
Basically, if workers believe that the union will achieve certain
outcomes and believe specific reference groups will support
unionization, then they will vote for unionization. Extending this to
union leadership, union leaders from dissimilar unions may report
different levels of subjective norms due to the perceived
instrumentality of the union. Civil service union leaders may feel
less support from reference groups than trade union leaders because
they are leaders of a union without the right to sirike. Their
respective reference groups may see little use in being a leader of a
union which does not have the bargaining right to strike and may
attempt to discourage civil service leaders from being union leaders.
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Therefore, civil service union leaders may report lower levels of

subjective norms than trade union leaders.

Much of the current research on union leadership has focused on
the charismatic leadership style (Catano, 1993; Fullagar et al,
1993; Fullagar et al, 1992). Conger and Kanungo (1992) identified
eight perceived behavioural attributes of charismatic leadership.
Charismatic leaders are perceived as agents of radical change,
striving to change status quo, sensitive to follower needs, and
realistic assessors of their environments. Charismatic leaders are
visionaries who can strongly articulate their case and who are
willing to engage in unconventional behaviour and in activities that
involve personal risk. Charismatic leadership may predict local
union satisfaction (Kelloway & Barling, 1993) and may be related to
union socialization (Fullagar et al., 1992), and union commitment
(Fullagar et al, 1993). Union leaders often have to rely upon
charismatic behaviour to involve their members in the union. Unlike
managers, who may rely on transactional leadership, union leaders
have few rewards to exchange for compliance. If charismatic
leadership predicts union satisfaction and is related to union
socialization and commitment, then union executives should report
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higher levels of charismatic behaviors than union stewards. It a
union leader increases union satisfaction of union members, assists
in socializing new members to the union, and is more committed to
the union than other leaders, then it is logical that the leader would
be more likely elected to an executive position. In addition, unioh
executives are often involved not only with union members but also
communicate more often than stewards with management where
charismatic |leadership is required. Therefore, union executives
should report higher levels of charisma than union stewards. That
is, they will believe themselves to be seen as more charismatic by

their followers than will stewards.

Kelloway and Barling (1993) examined differences in union
satisfaction between members of a passive union local and members
of an active union local; charisma was the best predictor of union
satisfaction in both samples. However, members of the “act ve"
union had more favorable perceptions of their shop stewards'
charisma. This suggests that perceptions of leadership styles vary
across different types of unions. The trade union leaders in the
present study may have higher charismatic leadership perceptions
because of the right to strike than civil service union leaders
because trade union leaders would have more opportunity to use
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charisma as to convince their members to take more extreme

actions (e.g., vote to strike, etc.).

Unconventional Behaviour, Militancy, and Willingness To Strike

Willingness to engage in unconventional behaviour involves
taking non traditional or risky courses of action to achieve
objectives (Conger & Kanungo, 1992). Unconventional behaviour is
positively correlated with charisma and individual consideration and
negatively correlated with caretaking and resource management
roles. Unconventional behaviour varies with leadership roles

(Conger & Kanungo, 1992).

Militancy can be thought of as an extreme form of
unconventional behaviour. It is the willingness to engage in
activities such as illegal strikes, violence during strikes, creating
chaos to support the union, or participating in rotating absences. In
contrast to unconventional behaviour, militancy is more extreme.
Willingness to engage in unconventional behaviour concerns
achieving goals in an unorthodox manner but within the legal
framework whereas militancy often entails willingness to engage in
behaviors that are illegal (go on illegal strike, engage in viclence,
etc.). Militancy is an important consideration in union leadership
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because of its relationship to strike propensity (Martin, 1986) and

union loyalty (Barling et al, 1992).

Stewards and executives have different leadership roles within
unions. Stewards often consult with rank-and-file members and
represent members at the lower stage of grievances. They are
expected to carry out union policy in performing their duties.
Union executives may also represent union members at initial stages
of grievances; however, they are also involved at higher stages and
must consult with other union executives about union policies.
Union executives may feel more certain about their actions because
of their more frequent consultation, with other union procedures.
This greater confidence and security may allow union executive
members a greater willingness, than stewards, to engage in
unconventional behaviour and militant acts. Therefore union
executives should report higher levels of willingness to engage in
unconventional behaviour and militant acts, including a willingness

to stay on strike longer than union stewards.

Trade and civil service union leaders may also differ in their
willingness to engage in unconventional work behaviour and
militancy.  Trade union leaders have the option, to influence their
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members to stop working, to strike and to take other types of
militant job actions during a strike. Therefore, trade union leaders
should indicate a greater willingness to engage in unconventional
behaviour and militancy and to report more willingness to stay on

strike than civil service union leaders to achieve their goals.

Familial Influences

Union members' family background may influence members'
future union activity. Union activists are mor> likely to have been
socialized in environments where family members were actively
involved in unions (Purcell, 1953; Seidman et al., 1958). Barling,
Kelloway, & Bremermann (1991) investigated parental influence on
pre-employed late adolescents. The liitle work experience that the
adolescents had was unlikely to have a major effect on their
attitudes towards unions and the effect of their willingness to join
a union. Familial socialization (perceptions of their parents'
participation and union attitudes) on their own union attitudes was
at least twice as large as the combined effect of Marxist work
beliefs and humanistic work beliefs. In addition, perceived parental
union attitudes directly influenced their own union attitudes, and

parental participation in union activities had an indirect -effect on
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union attitudes through the perceived parental attitudes and Marxist

work beliefs,

If parental involvement in union activities influences
participation in unions, it should also influence involvement in
leadership activities. The more extensive the parental involvement,
the more likely that the member will be to undertake activities
which require greater participation. It follows, then, that union
executives should report greater perceived parental involvement in
union activities than stewards. It is also likely, based on difference
in participation, that trade union leaders will report greater
parental participation in unions than civil service leaders. That is,
uxecutives and trade union leaders should be more likely to report
that their parent were members of a union, held union office, or
striked as a member of a union that stewards and civil service
leaders, respectively. Finally, mothers and fathers may have
different influences on union leadership, although it is not clear

from previous research what these separate effects might be.

q for B ing_lnvolved in Union Activit

Union members become union leaders for a variety of reasons
(Clegg et al, 1961; Dean, 1954; McShane, 1986; Nichalson, 1976;
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Nicholson et al., 1981; Strauss & Sayles, 1953). Some uniun
members became leaders reluctantly; that is, they were forced into
standing for office even elected against their personal protests
(Nicholson, 1276). Other members become union leaders to gain a
voice in how the organization operates (Glick et al., 1877; Seidman
et al, 1950); they view their union activity as an attempt to
improve working conditions (Seidman et al., 1950). Still other
members may believe also that work, as presently organized,
exploits workers (Buchholz, 1978); consequently, these members
who may see themselves as victims become involved in union

activities remove sources of dissatisfaction and exploitation.

Union leadership activities provide opportunities for social
interaction with other workers (Form, 1976); some union members
may simply become union leaders to maintain this social
involvement. Given that participation in union activities positively
correlates with job staius, some ambitious union members may
believe that union leadership is a path to getting ahead either in the
union or the organization (Blyton, 1981). Blyton et al. (1981)
suggested that social and ambitious reasons were similar factors;
as individuals with an ambition to extend their influence in the
workplace may take on a leadership role in order to socialize with
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management and union leaders, in hope of furthering their career.

This previous research suggests at least five different types of
union leaders: a) those who join to gain a voice; b) those who join
reluctantly; c) those who join because they feel victimized; d)
those who join for socialization; and e) those who join out of
ambition. There is no reason to expect that these different types of
leaders will differ across either type of leader or type of union.
However, an exploratory analysis, based on such types may further

our understanding cf union leadership.

Summary of the Hypotheses

The present study explores differences between union stewards
and union executives, and between trade union and a civil service
union leaders on several variables of interest to union researchers.
It also investigates differences of these variables in relation to the
reasons why the leaders become leaders. The hypotheses developed
above are summarized here for convenience.
Hypothesis | -S Variabl
a) Given the difference in their union duties and responsibilities,
members of union executives will report higher levels of stress and
role conflict than stewards.

32



b) Given the difference in nature of trade and civil service unions,
civil service union leaders will report higher levels of stress, and

role conflict than trade union members.

a)i Given the differences in their union duties and responsibilities,
union executives will spend more time on union duties than stewards
and will also report stronger union attitudes, perceived
instrumentality, union commitment (loyalty, willingness to work for
the union, and responsibility to the union), Marxist work beliefs,

union work involvement, subjective norms, and less job satisfaction.

a)ii Union stewards, on the other hand, should report more union

commitment than rank-and-file union members.

b) Given the difference in the nature of trade and civil service
unions, trade union leaders are expected to report spending more
time on union duties and would also report stronger union attitudes,
perceived union instrumentality, union commitment (willingness to
work for the union, loyalty to union, and responsibility to the union),
Marxist work beliefs, union work involvement, subjective norms and
less job satisfaction than civil service union leaders.
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