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ABSTRACT

Role conflict has typically been measured in a unidimensional manner despite its original development as a
multidimensional construct and indications that evaluating a number of dimensions may be more useful in a
research and diagnostic context. This study addressed the need for a multidimensional scale, the Role Conflict
Questionnaire (RCQ) to address some of the limitations of a unitary measure. Dimension scales were based on
Kahn, Wolfe, Quinn, Snock and Rosenthal’s (1964) original classification of role conflict types, including person-
role, intersender, intrasender, interrole conflict and role overload. The questionnaire was validated on a sample of
252 managers with a factor analysis providing support for a multidimensional approach. Cronbach’s Alpha for the
person-role, intersender and intrasender scales indicated good internal consistency, with interrole and role
overload scales showing lower reliability. Correlations between RCQ scales and the criterion of organisational
commitment and job satisfaction provided support for the construct validity of the scale.

OPSOMMING
Ten spyte van die feit dat rolkonflik oorspronklik as’'n multidimensionele konstruk ontwikkel is sowel as verskeie
aanbevelings dat die meting van verskillende dimensies meer bruikbaar is in beide navorsings- en diagnostiese
verband, word dit steeds tipies eendimensioneel gemeet. Hierdie studie spreek die behoefte van 'n multi-
dimensionele skaal aan. Die resultaat is die Rolkonflikvraelys (RKV) wat die beperkings van die enkelmeting
aanspreck. Meerdimensionele skale is gebaseer op Kahn, Wolfe, Quinn, Snoek en Rosenthal (1964) se
oorspronklike klassifikasie van rolkonfliktipes, insluitende persoon-rol, intersender-, intrasender- en in-
terrolkonflik, sowel as roloorvloei. Die vraelys is op 'n steekproef van 252 bestuurders gevalideer. 'n Faktor-
analise het bevestigende resultate vir 'n multidimensionele benadering gelewer. Cronbach se Alpha vir die
persoon-tol, intersender- en intrasenderskale het goeie interne betroubaarhede getoon, terwyl die interrol- en
roloorvlociskale laer betroubaarhede getoon het. Korrelasies tussen die RKV-skale en die metings van
organisatoriese toewyding en beroepstevredenheid verleen steun vir die bestaan van die instrument se kon-

struksies.

Role conflict and its measurement has been a centrepiece of
psychological research, providing a basis to investigate stress
(Newton & Keenan, 1987, Schaubroeck, Judge & Taylor,
1998), organisation dynamics (Floyd & Lane, 2000; Fried,
Ben-David, Tiegs, Avital & Yeverechyahu, 1998; Jackson &
Schuler, 1985; Tompson & Werner, 1997), work-family issues
(Home, 1998; Mallard & Lance, 1998; Nair & Gaither, 1999),
career-role issues (Randolph & Posner, 1981) and mental
health (Abraham, 1998; Oster & Scannell, 1999). These have
been complemented by a number of research summary
reviews and meta-analytic studies on the area (Abramis, 1994;
Jackson & Schuler, 1983; Tubre & Collins, 2000; Van Sell, Brief
& Schuler, 1981). However, despite the widespread acceptance
of Kahn, Wolfe, Quinn, Snoek and Rosenthals (1964)
definition of person-role, intersender, intrasender, interrole
and role overload types of role conflict within much of this
research, the construct has typically been measured in a
unidimensional manner (Schuler, Aldag & Brief, 1977; Van
Sell et al., 1981). In particular, Rizzo, House and Lirtzmans
(1970) instrument that measures the types of role conflict as a
composite role construct has been used in the vast majority of
research studies (Boles & Babin, 1996; Jackson & Schuler, 1985;
Netemeyer, Johnston & Burton, 1990; Tubre & Collins, 2000).
The dominance of a single composite scale to conduct research
into the multidimensional nature of role conflict has had
profound implications for the nature of research into the
concept. The primary issue is that using a generalised measure
of role conflict may obscure the real nature of conflict that an
individual experiences, something that has been recognised in
calls for a multidimensional measure (Jackson & Schuler, 1985;
McGee, Ferguson & Seers, 1989; Miles, 1976; Miles & Perreault,
1976; Newton & Keenan, 1987; Tracy and Johnson, 1983; Van
Sell et al., 1981). Although two persons may experience the
same degree of general role conflict, the specific sources and
the types of conflict they experience may be quite different
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(Miles & Perreault, 1976; Van Sell et al., 1981). Consequently,
these authors point out that the choice of coping strategies to
effectively manage the level of role conflict should vary with
its source and components. Similarly, in qualitative analysis
Donald (1995) has found appreciable changes in the way the
types of role conflict are experienced across stages in a
retrenchment exercise. In an analysis of managers’ coping
styles during retrenchment Donald and Donald (1999) have
commented that coping reactions can be influenced by how
managers experience the role episode. Given these kinds of
issues, Newton and Keenan (1987, p. 364) have pointed out
that a research strategy which deliberately sets out to diffe-
rentiate between varying forms of role stress may be of
particular benefit to our understanding of the relationships
between organisational, interpersonal and personal factors,
and stress and strain.

The extensive use of the Rizzo et al. (1970) scale has promoted
researchers to examine the properties of the scale as well as the
characteristics of each item (Netemeyer et al., 1990). Research
has generally been supportive of the psychometric qualities
and its measurement of a unitary construct (Bedeian &
Armenakis, 1982; Gonzalez-Roma & Lloret, 1998; House,
Schuler & Levanoni, 1983; Kelloway & Barling, 1990; Schuler
et al., 1977). However, other authors have identified some
major concerns, including reactions to stressfcomfort
wording of items (Tracy & Johnson, 1983), support for factors
being a result of wording differences (McGee et al., 1989), and
exceeding of the thresholds of discriminant and convergent
validity (Netemeyer et al., 1990). In wanting to look at a
multidimensional measure of role conflict, Miles (1976) and
Miles and Perreault (1976) have been among the few
researchers who have separated items designated to measure
the types of role conflict within the Rizzo et al. (1970) scale.
However, their use of the different items in separate scales
was not supported by any statistical confirmation that they
were in fact measuring different constructs. In view of
concerns over psychometric properties of the Rizzo et al
(1970) scale and the weight of evidence indicating its com-
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posite measurement of the role-conflict construct, Harris
(1991) has indicated that researchers should be cautious in
their selection of a role-conflict scale.

Given the research need for a multi-dimensional role-conflict
instrument and the limitations for exploring the dynamics
and processes associated with role conflict using the Rizzo et
al. scale, this study aimed to develop and validate a new
measure of role conflict. This instrument, the RCQ, was based
on the established role-conflict dimensions of person-role
conflict, intersender conflict, intrasender conflict, interrole
conflict and role overload. Construct validity of the instrument
was established using a number of methods including item
analysis, establishing internal consistency, factor analysis and
comparative correlational analysis. This multidimensional
instrument was aimed at providing a basis for facilitating the
kind of research strategy suggested by Newton and Keenan
(1987) to enhance the understanding of the relationships
between role-conflict dimensions and organisational,
interpersonal and personal variables. Similarly, Harris (1991)
notes that researchers should be encouraged to develop and
use more specific sub-scales in future while McGee et al.
(1989) comments that the development of new role measures
is much needed to assist in clarifying work on role theory.

METHOD

Sample

The sample consisted of managers and supervisors drawn from
a South African manufacturing organisation (N=252). The
distribution of the sample according to Paterson (1972) grading
was represented by E-band (15%), D-upper (23%), D-lower
(#1%), C-band (17%) with four percent not responding to this
variable. The sample represented a broad cross-section of
departments. Although the subjects home language was
typically English (63%), a broad range of other languages
including Afrikaans (26%) and vernacular African languages
(8%) were represented, with this information missing from
three percent of questionnaires. Given that the language
medium in the organisation is English and all candidates were
drawn from management or supervisory level positions, the use
of a questionnaire in English was seen as justified. The
distribution according to gender showed a strong bias towards
males (93%) versus females (6%) with 1% of the sample not
indicating their gender. Age also showed a strong trend towards
older people (M=41, SD=96), consistent with the high
management levels covered in the sample.

Questionnaires were distributed to all managerial personnel
within the organisation by human resource managers at the
different sites. The sample was therefore not random but a
full sampling of the available population. Participation in the
survey was voluntary and to ensure that managers felt their
answers were confidential, they were requested not to place
their names on the questionnaire. The questionnaire was
supplemented with requests for information on company
practices to allow managers an opportunity to express their
ideas and opinions. This was seen to encourage participation
in completion of the survey. Questionnaires were distributed
with a covering page and managers were requested to
complete the questionnaire, enclose it in an envelope marked
“Confidential”, and return it directly to the researcher. The
response rate in the study was calculated at 49% and was seen
as satisfactory for this kind of study.

Measuring instruments

Role-conflict questionnaire

The role-conflict questionnaire (RCQ) was generated by
drawing, and at times adapting items from existing measures,
and developing items on the basis of available literature and
the researchers experience in the area (Amirkhan, 1990;
Newton & Keenan, 1987; Tittle, 1982). Role-conflict measures
from which items were drawn included those by Beehr, Walsh
and Taber (1976), House, Schuler and Levanoni (1983), Kahn et
al. (1964), Newton & Keenan (1987), and Rizzo et al. (1970).

Items were drawn up specifically to measure the accepted
role-conflict dimensions of person-role conflict, intersender
conflict, intrasender conflict, interrole conflict, and role
overload identified by Kahn et al. (1964). Scoring was on a
Likert-type 15-point scale, using the responses “strongly
agree”, ‘agree”, “not sure”, “disagree”, and “strongly disagree’,
respectively. Higher scores reflect higher levels of conflict.
Given findings that the design of items can lead to respondents
reacting to the stress/comfort wording in the scale (Tracy &
Johnson, 1981), both positively and negatively scored items
were included in the questionnaire. Items were also random-
ised throughout the questionnaire to avoid any response set
according to the dimensions involved (Rahim, 1983).

The role ambiguity scale developed by Rizzo et al. (1970) was
used to assess role ambiguity. Unlike the role-conflict scale
developed by these authors, the role-ambiguity scale has been
widely accepted and is seen to measure the construct
satisfactorily (Brockner, Grover & Blonder, 1988; Harris, 1991;
Jackson & Schuler, 1985; Netemeyer et al., 1990; Rizzo et al.,
1970; Schuler et al., 1977).

Organisational commitment and job involvement

The construct validity of the role-conflict questionnaire
(RCQ) developed in the present study was evaluated by
examining its relationship with organisational commitment
and job involvement. It is recognised that construct validity
can be demonstrated through expected relationships to
variables that have previously been associated with the con-
struct being considered (Campbell & Fiske, 1959; Mowday et
al., 1979). Although it is difficult to draw direct parallels
between the specific role-conflict dimensions and evidence
found in the use of composite role-conflict scales for previous
studies, it could be expected that sub-scales would display
similar trends in their relationships with associated variables.

Role conflict has frequently been linked to organisational
commitment, while a far weaker relationship to job involve-
ment has been demonstrated in previous research. Morris and
Koch (1979) found significant correlations ranging from 0,27
to 0,41 between role conflict and organisational commitment
in three samples, and only one significant correlation of 0,21
for job involvement in the three samples. In a meta-analysis
of role conflict correlates, Fisher and Gitelson (1983) found six
samples linking role conflict to organisational commitment
(r= -012 to 041) where the overall relationship was
significant. They found seven samples attempting to relate
role conflict to job involvement (r = 00 to 0,21), but the
overall relationship between was not significant. Further,
Jackson and Schuler (1985), in a more extensive meta-analysis
of correlates of role conflict found an average significant
weighted correlation of 0,36 with organisational commitment
(11 studies) and one of 0,26 with job involvement (10 studies).
On the basis of these relationships, it was expected that the
role-conflict dimensions in the present study would show a
moderate correlation with organisational commitment and a
zero to limited correlation with job involvement.

Organisational commitment was assessed through the self-
report measure of the organisational commitment question-
naire (OCQ) (Mowday, Steers & Porter, 1979). These authors
define organisational commitment as the relative strength of
an individual’s identification with, and involvement in an
organisation. The instrument addresses an attitudinal commit-
ment which is seen to reflect at least three related factors; first, a
strong belief in and acceptance of the organisation’s goals and
values; second, a willingness to exert considerable effort on
behalf of the organisation; and third, a strong desire to
maintain membership in the organisation (Mowday et al.,
1979). The OCQ has been one of the most widely used forms
of assessment of organisational commitment and demonstrates
an exceptionally strong relationship to its conceptual defini-
tion (Fisher & Gitelson, 1983; Morrow, 1983). The full 15-item
version of the OCQ was used in the present study with a 5-
point response scale and lower scores reflecting stronger
organisational commitment. A coefficient alpha of 0,86 was
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obtained for the OCQ in the present study, showing good
internal consistency.

Job involvement is defined as the “degree to which a person is
identified psychologically with his work, or the importance of
work in his total self-image” (Lodahl & Kejner, 1965, p. 24).
Lodahl and Kejners (1965) construct of job involvement is
among the best known, most frequently used, and oldest
addressing work commitment (Morrow, 1983). In their meta-
analysis of correlates with role stress, Fisher and Gitelson (1983)
noted that the Lodahl and Kejner (1965) instrument was used
in virtually all studies. The instrument has also been widely
used in conjunction with the OCQ to provide an assessment
which is both job-orientated and organisationally directed
(Mowday et al., 1979). The 6-item version used in the present
study has correlated satisfactorily with the full version of the
questionnaire (Jones, James & Bruni, 1975; Lodahl & Kejner,
1965) and has been used more frequently in previous research
(Cook et al., 1981). Reliability estimates ranging from 0,62 to
093 have been obtained in previous research and the
questionnaire is seen to meet generally recognised reliability
criteria (Morrow, 1983). The coefficient alpha for the job-
involvement scale in the present study was 0,63. A 5-point
response scale was used in the present study and this is con-
sistent with the use of the instrument in other research (Cook
et al., 1981; Jones, James, Bruni & Sells, 1977). Lower scores
reflect strong job involvement.

RESULTS

Item and reliability analysis

Items were reviewed on an item by item basis and those seen as
ambiguous or repetitive were dropped (Bluen & Donald, 1991;
Rahim, 1983; Tittle, 1982). In addition, items were eliminated if
more than 75% of the respondents responded identically to
the item, as it was seen to fail to discriminate adequately.
Items comprising the sub-scales of the instrument measuring
specific role-conflict dimensions were assessed for internal
consistency using Cronbachs alpha. Items that compromised
the homogeneity of each sub-scale were eliminated (Bluen &
Donald, 1991; White, 1982). Details of the characteristics of each
scale, internal consistency coefficients, and descriptive statistics
are given in Table 1.

TABLE1
DESCRIPTIVE STATISTICS AND CRONBACH'S
ALPHA FOR SPECIFIC RCQ SCALES

Scale N of Alpha Mean SD Minimum Maximum

items

Person-role conflict 5 a7 2,66 g5 1.0 4.4
Intersender conflict 6 78 293 74 1,0 4,67
Intrasender conflict 4 55 257 i 1.0 475
Interrole conflict 3 50 242 72 1,0 4,67
Role overload 6 80 2,98 78 1,0 4.8

The alpha coefficients for three of the dimensions are satis-
factory, but those of the intrasender and interrole scales are low.
However, interpretation of these coefficients should be
considered in the context of a number of points. A suitable
criterion for instruments in early stages of development is seen
to be 0,5 to 0,6, although for established scales it would typically
be.about 0,7 (Nunnally1967, Schuler, Aldag & Brief, 1977).
Further, Cortina (1993, p. 102) notes that the “number of items
has a profound effect on alpha, especially at low levels of average
item intercorrelation . . . it must be interpreted with the number
of items in mind” The scale lengths of three and four items are
likely to have influenced the low alpha level. Finally, although
low reliability is seldom reported in the literature, coefficients of
as low as 0,43 and 0,62 have been noted for instruments such as
Rizzo et al’s role-conflict scale (e.g., Rosenkrantz, Luthans &
Hennessey, 1983) despite the general support for the reliabilicy
of the instrument. Therefore, although the internal consistency

for these two scales may be somewhat problematical, their
continued inclusion in the RCQ could be justified pending
further research. Cortina (1993) further notes that use of alpha
in situations where the number of items is an issue, should
occur in conjunction with some form of construct validation
to establish the meaning of the measure.

Factor analysis

In the organisational literature and commonly in role-based
research, factor analysis is frequently used to assess whether
instruments measure substantive constructs (Cortina, 1993;
Drasgow & Miller, 1982). The present study used a principal
components factor analysis with varimax rotation (Kline,
1994) to establish support for the proposed dimensions of
person-role conflict, intersender conflict, intrasender conflict,
interrole conflict and role overload.

The number of factors was identified using both a scree test
(Kline, 1994) and the criterion that the factor should account
for a variance greater than one (Norusis, 1988). Experimental
evidence shows that the scree begins at the kth factor, where k
is the true number of factors, while factors with a variance of
less than 1 are seen to be no better than a single variable since
each variable has a variance of 1 (Norusis, 1988). The scree test
shown in Figure 1 was found to level after five factors and
shows a distinct break between the large factors and the
trailing off of the rest. The existence of the five factors
demonstrated by this method was supported by all these
factors possessing an eigenvalue of over 1. The five factors
derived from the factor analysis provided support for the exis-
tence of the separate sub-scales of the RCQ and accounted for
53% of the variance. The factor loadings of the items within
each sub-scale are given in Table 2. Items with a factor loading
of 0,3 on any factor are reported and are sorted by dimension
and strength of factor loading within dimension.
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In the assessment of how items load on the five factors identified
with the varimax rotation, person-role conflict and role overload
appear to be particularly robust factors with only one item from
these scales loading on another factor. Interrole conflict has one
of the three items loading on another factor with a factor loading
greater than that on the expected dimension, but still meets the
0,3 criterion. Because of this and the theoretical rationale for the
inclusion of the item in the scale, it is retained as part of the
interrole scale. The intersender scale, while possessing four
items which load highly on the factor, has an item which meets
the 0,3 criterion but loads higher on an alternative factor, as well
as an item which fails to load appreciably on the factor (0,19).
Despite the alternate loading of this latter item on person-role
and intrasender factors, the item is clearly intersender in nature
and is one of those specified as such in the Rizzo et al. (1970)
scale. It has therefore been retained as part of the scale for
practical and theoretical reasons. The intrasender conflict factor
displays the poorest factor support. Although three of its items
have a factor loading greater than 04, one expected item (also
described as an intrasender item on the Rizzo et al. scale) fails
to load appreciably (0,26). Further, an additional three items
from other factors load appreciably on the intrasender factor.
Support for this factor is limited, therefore, and although the
intrasender conflict scale is retained for theoretical and practical
reasons, it appears to need further development and refinement.

TABLE 2
VARIMAX-ROTATED FACTOR LOADINGS ON FIVE FACTORS OF RCQ

Factor Factor Factor Factor Factor
1 2 3 4 5

RCQ questions within dimensi

Person-role conflict
1. 1 have to do things at work which are against my
better judgement. 79
2. 1 have to compromise my own views in doing thisjob. .71
3 1 have to ymplement formal pohiaes and guidchnes 1

disagree with in my job. 67
4. 1 have to do things that should be done differently. 61
5 lam i with work d s | find difficult to
accept. .53
Role overload
6. | frequently have more work to do than [ can handle
duning the nme available at work. 79
7. I have difficulty in sansfying work demands of all the
people | deal with because of time limitations. 76
8. | have to put some things off longer than [ should. 69
9. | am not given enough time to do what is expecred of
me in my job, 65
10 The amount of work | do interferes with how
well it gets done. 63
11. Ioften feel that | have caught up with my work and
have everything under control. .53 38
Intersender conflict
12, 1 work with two or more groups of people who have
quite different expectations of me T4
13. [am subjected to conflicting demands from people
with whom I deal at work. Py
14. 1 find myselfin situations where different groups daim
my allegrance. 65
15. 1 receive incompatible requests from two or more
people. A5 54
16. The people with whom 1 deal at work have similar )
ideas on what | should be doing, 30 62
17, 1 do things that arc apt to be accepted by one person
but not by others 36 a9 8
Intrasender Conflict

18 The expectations and behaviour of indwidual peaple
with whom [ have dealings with arc consistent.

5

19 1 don't get the authonity to fulfil my work

responsibilinies. 3
20, I receive an assignment without adequate resources

and matenals to excoure it 44 26"
21. I have to buck rules or poliaes in order to carry

out an assignment.

Interrole Conflict
22 | have no difficulies in reconciling my interests

m the different areas of work and home life. T8
23, 1 get caught between pressures of my work

and those coming from other arcas of my life. 6
24. | have divided loyalues to different parties at work. A48 34

* ltemns with factor loadings below 0,3 included for theoretical reasons.

Comparative correlational analysis

Construct validity was evaluated by examining the relation-
ships reflected by the correlations of role-conflict dimensions
with job involvement and organisational commitment. The
correlations between the RCQ sub-scales and these correlates
is shown in Table 3.

TABLE 3
CORRELATIONS BETWEEN ROLE-CONFLICT SCALES AND RELATED
VARIABLES

Scale Orgamsational Job

commutment invalvement
Persan-role conflict A wkew m

(246) (249)
Intersender conflict 20%* -9

(242) (244)
Interrole conflict 25xx o

(243) (448)
Intrasender conflict g m

(246) (249)
Raole overload o7 03

(242 (245)

* Number of cases is in brackets. *pel3 ** po 01 *%* p (07

Table 3 indicates that the RCQ sub-scales demonstrate expect-
ed and consistent significant relationships with organisational
commitment with the exception of the role-overload dimen-
sion.

DISCUSSION

It appears that the development of the RCQ addressed the
need for a multidimensional role conflict instrument (Jackson
& Schuler, 1985; McGee et al., 1989; Miles, 1976; Miles &
Perreault, 1976; Newton & Keenan, 1987; Tracy & Johnson,
1983; Van Sell et al., 1981). The validation strategy adopted in
this research provided support for the psychometric adequacy
of the RCQ, although the intrasender dimension appeared
problematical. With the exception of the intrasender scale, the
internal consistency of the various scales appears acceptable.
The factor analysis supported the proposed separate theoretical
dimensions of role conflict measured by the RCQ), suggesting
that role conflict is not a unitary construct as measured by the
Rizzo et al. (1970) instrument. The specific scales also demon-
strated expected discriminant validity in their relationships
with organisational commitment and job involvement (Fisher
& Gitelson, 1993; Jackson & Schuler, 1985). The exception, role
overload, failed to correlate significantly with organisational
commitment. However, it has previously been shown to have
different relationships with affective measures when compared
to other types of role conflict (Miles & Perreault, 1976,
Newton & Keenan, 1987). Further, it may be that those indivi-
duals who are particularly committed to the organisation are
the ones who take on additional work which causes such
overload. The ability of the role-conflict dimensions to de-
monstrate a different relationship to organisational commit-
ment on one hand and job involvement on the other is
consistent with previous studies (Fisher & Gitelson, 1983;
Jackson & Schuler, 1985). In all cases but role overload, mode-
rate relationships were recorded for organisational commit-
ment but not for job involvement.

The procedures used suggest that the RCQ is a valid and useful
instrument for establishing a multidimensional measure of role
conflict. The potential for examining specific areas of role con-
flict is seen to greatly enhance the utility and diagnostic benefits
of a role-conflict scale (Harris,1991; McGee et al., 1989). Use of
the RCQ provides opportunities for enhancing the under-
standing of the relationships between role dynamics, role stress,
and organisational, interpersonal and personal factors (Newton
& Keenan, 1987).

A number of areas are recommended for further research into
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the RCQ. First, the consistency of the instrument over time
should be assessed using test-retest reliability analysis. This
was not possible in the current study due to the confidential
way in which the questionnaire was administered. Second,
the applicability of the scale across different sample popula-
tions needs to be evaluated as part of further validation. This
should include samples other than management personnel as
in the current study. Third, the development of additional
items for the interrole and intrasender conflict dimensions
would give better representation of the dimensions and could
address problems of internal consistency. Further development
of the RCQ could enhance its robustness and could enable the
broader usage of the scale in role-conflict research more
generally.
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