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Abstract
It is argued in this paper that management holds erroneous assumptions about casual employees' affective
orientation towards the workplace. Such assumptions allow management to obviate the need for provision of
certain employment systems. The research, which provided the basis for this paper, investigated the relevant
work context factors associated with casualisation and the effects of casual work arrangements on employee
job satisfaction and commitment.
A generative methodology, using both quantitative and qualitative methods was used to gather the data. A
total of454 casual employees were surveyed: forty-two employees in a sample of 6 clubs within the top 200
registered Clubs in NSW were interviewed, twenty-eight casual employees took part in a pre-test of the
questionnaire, and three hundred and eighty four returned questionnaires from a sample of sixteen clubs.
Key findings of the research include the observation that casual employees experience varying levels of
commitment and satisfaction according to their perceptions of work context factors in their organisation.
This implies that casual employees are not homogenous in the way they perceive their work environment,
and should not be assumed to be indifferent to their work environment and work opportunities.
Therefore, a model of employment systems is proposed that is relevant to the highly casualised enterprise.
The model is intended to create equitable work context factors which emphasise opportunities for the entire
organisation rather than a 'mythical core .
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CREATING INTERNAL CUSTOMER DELIGHT: TOWARDS IMPROVED EMPLOYMENT
PRACTICES FOR CASUAL WORKERS IN THE REGISTERED CLUBS INDUSTRY OF NEW
SOUTH WALES, AUSTRALIA

INTRODUCTION
The permanent contract of employment has until recent times, represented the main form of employment
contract for employees in advanced capitalist societies. With the advent of various political and economic
pressures the notion of permanent employment has, however, come under significant challenge. Nonstandard forms of employment have become more prominent as a response to the exigencies posed by
economic pressures, globalisation and the quest for flexibility. In the past decade, the growth of nonstandard forms of employment has been the subject of investigation and debate within Australia and overseas
(see for example Allan 1998, Blyton 1992, Fevrel99I, Dawkins 1985, Pfeffer 1994, Kochan, Smith, Wells
and Rebitzer 1994, Kissler 1994, Meulders, Plasman and Plasman 1994, Muckenberger 1989, Davis-Blake
and Uzzi 1993, Natti 1993, Feldman 1990, Underhill and Fernando 1998, Horstman 1992, Probert 1995,
Weller and Cussen 1996, Walsh and Deery 1997, Burgess and Campbell 1998, Junor 1998).
In Australia, the changes in employment arrangements and patterns have been substantial over the past
fifteen years. Theorists argue (for example Burgess, 1996; Campbell, 1996; Romeyn, 1992;) that the major
change has been in the growth of casual employment, a form of employment that is 'deprived of most
standard benefits, rights and forms of protection and that is marked by substantial levels of precariousness'
(Campbell and Burgess, 1997:5). Official statistics compiled since 1982 reveal that the number of casual
employees has more than doubled, a phenomenon described by Dawkins and Simpson (1993:30) as
'arguably....the most dramatic development in the labour market in recent times' (emphasis added).
The issue of casual employment is important not just because casual employees have more than doubled in
numbers over the past ten years. What renders casual employment so distinctive and of such concern in
Australia, is that this growing group of workers belong to a group who are deprived of standard employment
benefits and employment protections merely 'by virtue of their subsumption under a "casual" employment
contract' (Cambell and Burgess, 1997:18). On the issue of research on casual employment from a supply
perspective Campbell (1996:78) comments:
'Research into employee needs and preferences could help to resolve the appeal of
casual status. Unfortunately, such research is extremely undeveloped in Australia...at
worst, some surveys approach the topic by asking employees inept questions such as:
"are you satisfied with you current working arrangements?" ....There is an urgent need
for more sensitive research in Australia in this area' (emphasis added)
Background to the Research
As indicated above, there is a trend in organisations towards the 'external i sat ion' of work; organisations are
pursuing employment externalisations (for example, part-time, temporary, casual and fixed term contract
arrangements) as a means of increasing labour flexibility. The advent of changing employment relationships
is generating significant concern. A report in the Economist (1993) argues that organisations are discarding
the implicit contract that they have typically held with employees, that being the security of long term
employment in exchange for loyalty. Moskal (1993) argues that employees today no longer acknowledge
the existence of an implicit or explicit social contract between themselves and their employer. He considers
that organisational commitment is 'all but gone' and can be resuscitated only when industry creates a
mutually beneficial working environment. Similarly, Pfeffer (1994) comments that if competitive success is
achieved through people, it is important to build a workforce that has the ability to achieve competitive
success and that cannot be readily duplicated. He goes on to argue that the recent trend toward using casual
and temporary help, part-time employees and contract workers, particularly when such people are used in
core activities, flies in the face of competitive success. According to theorists such as Pfeffer (1994),
Kochan et. al. (1994), Kissler, (1994), and Davis-Blake and Uzzi (1993), this raises the questions of why

2

these practises seem to be growing, what effects they have on the ability to achieve advantage through
people, and what the implications are for employees and organisations.
The trend towards the 'externalisation' of work is gaining momentum in Australia. Relative to Western
Europe, the extent of casualisation in Australia is comparable to Spain and Portugal, and well above the
United Kingdom, France and Germany (Hakim, 1990). Evidence (see Romeyn 1992, Burgess and Campbell
1998) indicates that casual employment within Australia is growing across industries and occupations for
both men and women. While this 'across the board' phenomenon is apparent, there appear to be certain
sectors which are adopting high casualisation strategies. For example, over 30% of employees in agriculture
and retail trade are casual employees, and over 50% of employees in the restaurant/hotel/club sectors are
employed under casual conditions (Burgess 1996, Whitehouse, Boreham and Lafferty 1997). Within this
hospitality category, it is estimated that over 55% of employees in the NSW club industry are casual
employees (RCA and LHMWU, 1996).
Unskilled or semi-skilled workers are not the only groups constituting the growing casual workforce.
Williams (1994) observes that the growth in casual work arrangements in Australian universities is on the
rise, arguing for example that many university lecturers are now employed on a casual basis and paid strictly
on an hourly rate. Williams (1994) argues that such employees are likely to leave as soon as they give their
lecture, and are not on call to assist students. This 'casual' employment arrangement then calls into question
the quality of the service provided, a question of significant importance in an economy with a growing
service sector.
According to Romeyn (1992), casual employment is much higher in the private sector, and casual employees
are less likely than permanent (or even part-time) employees to belong to a trade union. Casual employees
are also less likely to be covered by industrial awards. They have loading entitlements, however, their
hourly wage is declining relative to permanent employees (Simpson, 1994). ABS data reveal that the
average weekly earnings for casual workers is around 82% of the earnings of full-time permanent male
employees, and 78% for females (ABS Catalogue 6310.0.40.001,1994).
Research problem and hypotheses/research questions
The major objectives of this research were twofold. First, the research involved an investigation of both the
relevant work context factors associated with casualisation and the effects of casual work arrangements on
employee job satisfaction and commitment within the club environment of NSW. The second objective was
essentially prescriptive, and involved the formulation of an 'ideal' employment relations' model of casual
work arrangements which would serve to enhance casual work arrangements for both employees and
employers.
Justification of the research
As discussed above, the increasing level of casualisation in Australia is a significant area of concern.
Casualised work arrangements belong to a broad category of employment that is often referred to as
'externalised' work arrangements. There is some debate as to the merit of such arrangements. While one
school of thought embraces externalisation as an efficient means of achieving flexibility and cost-reduction
(see for example Quinn and Hilmer, 1994), there is concern that such arrangements may lead to a
peripheralisation of some segments of the workforce (see Bray and Taylor, 1991). Despite such speculation,
there is a paucity of empirical research from a supply perspective. So there is a need for more research from
a supply perspective. Indeed there is a need for more research that explores the implications of casual work
for both employees and employers.
Against this backdrop, research into the NSW Registered Club sector is warranted for a number of reasons.
The recreation industry in NSW, in which the Club sector is a member, has one of the highest proportions of
casual workers in the State. First, it is a highly casualised industry sector. The club industry currently
employs more than 63,000 people throughout the State, of which it is estimated that over 55 per cent (over
34,650) are casual employees (RCA Annual Report, 1996; LMHWU & RCA). Second, the industry is
important to the State's economy. The club sector in NSW has seen considerable growth over the last
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decade. In 1987 there was an estimated 2,920 clubs (excluding golf clubs) in Australia with almost 45, 000
employees. New South Wales was, and still is, the source of the largest concentration of clubs in Australia.
Thirty-five per cent of all clubs in Australia are in NSW, representing 53.5 per cent of all Australian club
employment.
By July 1 1993, there was 1,551 registered clubs in NSW. Over two million are members of NSW clubs,
and, including dual memberships, hold approximately 2.5 million memberships between them. The club
sector provides more jobs in NSW than Australia's second largest company, Elders IXL, does across the
nation, and is the fourth largest tax contributor to the NSW Treasury (RCA Annual Report, 1995). Given
these statistics, the club industry is a significant factor in the economic structure of NSW, and an important
industry in which to study the impact of casual work arrangements.
Confining the research to a single industry such as the NSW Registered Club industry was considered
necessary in order to facilitate a manageable study, to control for variables such as skill levels, and to control
for exposure to work based systems and management practices. The research investigates casual
employment arrangements in four of the six main club categories: 1) sporting clubs; 2) social and community
clubs; 3) worker's clubs; 4) ethnic clubs; 5) religious clubs, and 6) Returned Servicemen League (RSL)
clubs. The research is confined to those clubs listed in the 'Top 200 Clubs' identified by the department of
Gaming and Racing (1993-1994). (Two of the 6 categories contained no clubs in the top 200).
This group of clubs constitutes the sampling frame for the research that provided the basis for this paper for
the following reasons:
^

the total assessed net profit for the Top 200 Clubs was $ 1,359 million out of a total assessed net profit of
$1,927 million for all NSW clubs (or 70.6%);

^> the average profit of the top 200 Clubs was $5.8 million compared to the state average of $1.2 million;
^

the Top 200 clubs' assessed gaming duty was $301.5 million out of the total assessed duty of $407.3
million (or 74.0%)

^

the Top 200 clubs will pay $18.6 million out of the total assessed liquor fee for clubs of $43.1 million (or
43.2%).

(Source: 'Gaming Analysis 1994-1995' and 'Liquor Fee Analysis 1996', both published by the Department of
Gaming and Racing, 1996)
It is likely that the top 200 Clubs are larger organisations (in terms of membership) and have a larger number
of employees to reflect and service their membership. It is also likely that the top 200 Clubs have greater
numbers of casual employees than the remaining club population, due mainly to the historical reliance on
casual workers in the club sector and the fact that many of the larger clubs have 24 hour trading. This group
of clubs thus provides the greatest scope for actually accessing casual employees.
Additionally, employment relations' systems increase in complexity as employee numbers within an
organisation grow, thus it would appear that the chosen population of clubs provides the greatest scope for
studying casual work arrangements and for designing employment relations' systems where they are most
required.
It is likely that the growth in the club industry will be experienced at a national level. For example,
Boreham, Harley and Lafferty (1996) comment that the club sector is one of the fastest growing sources of
employment in Queensland. Boreham et. al. (1996) cite ABS Labour Force Survey data which reveal that
between 1988 and 1994, the club sector in Queensland has sustained a staggering increase in employment of
143.6%. The current research will have significant relevance amid such growth in Queensland and other
Australian states.
1.

METHOD
The study uses a triangulated methodological approach. The data were produced from 42 depth
interviews and 384 questionnaire surveys in 22 metropolitan and regional clubs in New South Wales.
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Following Simon, Sohal and Brown (1996), the research was conducted in two phases. In phase One,
42 non-structured interviews of both employees and managers within the club sector were conducted.
Phase One involved the testing and validating of initial models developed from the literature in these
interviews. Phase Two involved the administration of a final questionnaire survey to 2,000 casual
employees in the club sector, from which 384 questionnaires were returned. Qualitative and
quantitative data analyses were conducted.

FINDINGS
1.1. Themes Emerging from the Interviews
The themes, which emerged during the early stages of this research, were varied in scope. Two
broad groups of casual employees with different reasons for entering casual work arrangements
were identified, and their resultant satisfaction levels noted. One group of employees found such
work arrangements useful in terms of fitting in with family commitments or life circumstances.
This group of workers was generally positive in their perceptions of casual work arrangements
within the sector. The other group of employees found casual work as a less than optimum
arrangement. This group was unable to find work elsewhere, desired a more permanent job in the
club sector, or was discontented with various aspects of casual work arrangements. Most of the
negative perceptions emanated from this group of workers.
Overall, the casual employees interviewed in Phase One perceived their work arrangements as
problematic. Specifically, while they were generally contented with issues related to levels of
remuneration, they appeared to be highly dissatisfied with issues related to work scheduling,
income security and job security.
Other areas of concern were the lack of training, career and promotion opportunities, the lack of
management communication, and the lack of feedback and reward for performance. Differential
treatment of casual and permanent workers also surfaced as an issue of concern. Such issues which
consistently surfaced during the interviews as themes were incorporated into the substance of the
questionnaire.
3.2. Findings from the Questionnaire Survey
The quantitative research questions were designed to test more widely the findings from the
interview data provided in the previous section. The intention of the research was to determine:
1) the motivations for entering casual work arrangements and affective characteristics associated
with casual work arrangements;
2) the perceptions of the adequacy of various work context factors, and
3) the impact of work context factors on satisfaction and commitment levels.
Factor analyses (separate analyses for females and males) were conducted in order to detect
underlying dimensions of motivations for entering into casual employment. For females, the
following underlying dimensions, or motivations for entering casual employment included:
1 ) 'other commitments',
2) 'suitability', and
3) 'income'.
For males, the following underlying dimensions, or motivations for entering casual employment
were found:
1) 'convenience',
2) 'other commitments', and
3) 'do not want a permanent job.'
Tables 1 and 2 provide full details:
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Table 1: Factor Analysis of Females' Reasons for Entering Casual Employment
Short
term/Other
Commitments
This is a short term job until I find something better
I have other study/sport commitments
I have other work commitments
Family commitments prevent full-time work
I do not want a permanent job
I have been unable to find a permanent job
Casual employees earn more money for less hours worked

J>2

Suitability
-.25
.10
.00

Jl
Jl
-.05
.04
.01
.14

Income

âl
JA
M

.44
.23
-.42
-.43
.00
.14

.14

JÂ

Cumulative variance explained by three factors: 69.3%

Table 2: Factor Analysis of Males' Reasons for Entering Casual Employment

Convenience

Casual employees earn more money for less hours worked
I have been unable to find a permanent job
This is a short-term job until I find something better
I have other work commitments
Family commitment prevent full-time work
I have other study/sport commitments
I do not want a permanent job

,60

M
M
.02
.07
.08

Do not
Other
want a
Commitments Permanent
job
-.14
.37
-.06
.11
.38
.52
.11
.02
-.10
J£
78
.29
.05
.84

Cumulative variance explained by three factors: 62.6%

Factor analysis was also conducted to determine what casual employees liked and disliked about casual
employment. Three factors associated with a positive appraisal of casual employment were derived:
1) 'variety'
2) 'money , and
3) 'personal flexibility'.
1

Factors associated with a negative appraisal of casual work included:
1) 'lack of benefits and conditions'
2) 'employment status discrimination', and
3) 'temporal constraints'.
Tables 3 and 4 show the results of the analysis:
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Table 3 Factor Analysis of What is liked about Casual Work Arrangements

It fits in with my other commitment
I can do what I want during the day
I earn more money for less hours worked
The penalty rates are good
There is more variety in work mates
There is more variety in the work
There is the opportunity to take on extra shifts

Variety
.11
-.04
.11
.05

Money

Flexibility

-.03
.38

.88
J>8
.05
.16
.00
.08
.02

ài
M
.19
.04
-.03

JÂ
ài
.79

Cumulative variance explained by three factors: 70.2%

Table 4: Factor Analysis of What is Disliked about Casual Work Arrangements
Lack of
benefits &
Conditions

Employment
status
discrimination

^0

.25

.52

.08
.11
.32

The lack of income security is a problem

Temporal
Constraints

There is no paid annual leave
There is no paid sick leave
The lack of job security is a problem
Casuals are 'looked down on' by management
Casual are 'looked down on' by Permanent staff
Permanent staff have more say about rosters
It has a negative effect on my social life
It means I can't plan my time

.12
.11
.18
.16
.10

ài
ài
Jl

.11
.11
.38
.19
.05
.30

.17
.05

Jl
ài

The problems with rosters & shift allocations

.24

.39

Cumulative variance explained by three factors: 73.2%

The issue of casual workers' preferences for work was also explored in this research. Male casual workers
were found to be significantly more likely to prefer full-time employment, and less likely to prefer part-time
employment, and evidence to show that this difference could be explained by career aspirations and time
planning constraints was presented.
Tables 5 and 6 contain these findings:

Table 5: Preference of Employment Status
Preference
Prefers Full-time Permanent Job
Prefers Part-time Permanent Job
Prefers to Remain a Casual Employee

Frequency
N=381
139
84
158

%
36.5
22.0
41.5

Table 6: Preference of Employment Status by Gender

Female (n=255)
Male (n=126)

Prefers Permanent
Full-time
83 (32.5)
56 (44.4)

Prefers Permanent
Part-time
65 (25.4)
19(15.0)

Prefers to Remain
Casual
107 (41.9)
51 (40.4)

2

X = 7.46, WITH 2 D.F, p = .02398

In addition to gender differences in work arrangement preference, older workers are more likely to want
permanent part-time work than permanent full-time work. Number of hours worked per week also impacted
on work arrangement preference, with casual employees who worked longer hours being significantly more
likely to want permanent full-time work.
Casual employees' perceptions of work context factors were also explored and analysed. Respondents were
asked whether they had received any training as a casual employee. 'On-the-job' training appears to be the
most pervasive form of training for casual employees in the club industry. Employees who had received
some form of formal training were trained mainly in operational areas related to current tasks. Of the casual
employees who had received training, 21% commented that the training was inadequate, and 55% responded
that no assessment of the training had taken place.
Over half of all casual employees surveyed agreed or strongly agreed with the statement 'there are good
opportunities for casual staff in the club industry'. However, only one quarter of the sample of respondents
agreed or strongly agreed with the notion that they were already 'climbing up the ladder', and less than a third
indicated that they intend to become a supervisor. A number of casual employees surveyed indicated that
they were qualified in other areas, the implications being that they did not see their job at their club as a sole
career choice. However, this may not be the case in all instances. Over a third of respondents indicated that
there was too much nepotism in promotion practises, and indicated that they were not given the opportunity
'to prove themselves'.
The vast majority of casual employees surveyed reported that they were satisfied with their wages, however,
nearly all respondents (94.3%) said that they were satisfied with their wages depending on the number of
hours that they work. The problem of wage insecurity was a theme that consistently surfaced in the
questionnaire commentary. Just over one quarter of the sample agreed or strongly agreed with the statement
'I am not happy with my wages considering the unsocial hours that I work' suggesting that penalty rate
payments do not compensate all workers for working unsocial hours. Additionally, since the majority of
respondents indicated that they agreed or strongly agreed with the statement 'I am satisfied with my wages as
long as penalty rates remain', it appears that penalty rates are a significant component of casual employees'
wage satisfaction.
When asked if they would work on weekends if penalty rates were abolished and a higher hourly weekly rate
paid, there was almost a neat three way split between employees' responses of "yes', 'no' and 'not sure'.
Casual employees, who responded in the negative, did so mainly on the grounds that casual employees
deserve compensation for working unsociable hours.
The majority of respondents indicated that they were satisfied with the work scheduling arrangements at
their club, however, responses to other items and substantive comments returned with questionnaires suggest
that this is an area of significant concern to some casual employees. Two thirds of the respondents indicated
that there should be greater consultation with staff about rosters, and also indicated that work scheduling
could be more flexible. Substantive comments from the questionnaire reveal that flexibility is currently seen
to be employer flexibility at the exclusion of employee flexibility. Another strong issues to surface
regarding work scheduling concerned the issue of distribution. Nearly three quarters of casual employees
indicated that there should be fairer distribution of shifts.

8

The vast majority of respondents agreed with the statement 'I enjoy the social aspect of working in the club
environment'. The club environment is a source of social interaction to many of the casual employees
surveyed. Respondents were divided regarding social integration of permanent and casual employees.
Approximately one quarter of respondents indicated that permanent staff tended to group together, while
nearly one third responded that casual employees grouped together. Comments on questionnaires suggest
that in some clubs, the clustering of casual or permanent employees can be problematic.
Employees seemed generally satisfied with aspects of management practice related to competence, and staff
facilities, however, over half of all casual employees surveyed indicated that they were dissatisfied or very
dissatisfied with management's equal treatment of staff. This was a theme that surfaced consistently
throughout the interviews in Phase One, and also surfaced in the substantive comments in questionnaires.
'Management feedback' was another area that received substantial criticism, with 70.9% of casual employee's
responding that they were dissatisfied with the amount of recognition for good work, and over half of the
sample indicated that they were dissatisfied or strongly dissatisfied with management's 'people skills'.
In regard to gender equity promotion, nearly three quarters of the sample agreed or strongly agreed with the
statement 'males and females have equal access to promotion'. Employment status equity and promotion was
not as well perceived, with 67.9% of casual employees agreeing or strongly agreeing with the statement
'permanent employees have greater access to promotion than casual employees'. Casual employees were
also asked a series of questions related to equity in rostering arrangements. Nearly three quarters of the
sample agreed that gender played no role in roster allocation. Employment status equity was not as evident,
with 43.8% of casual employees disagreeing with the statement 'permanent and casual employees have equal
access to family friendly rostering'; it can be thus surmised that some casual employees feel that the
allocation of rosters is not always equitable.
The majority of casual employees agreed that males and females have equal access to training. Equity in
training related to employment status was not as clear-cut, with 47.3% of casual employees disagreeing that
permanent and casual staff have equal access to training. Nearly half of the sample agreed that permanent
employees have greater access to training, thus it appears that this is an area of some concern.
Just over two thirds of casual employees agreed or strongly agreed with the statement 'when talking to
friends, I refer to this club as a great organisation to work for". However, when asked to respond to the
statement 'for me this is the best of all possible organisations to work for , 57.2% disagreed, indicating that
for some respondents, casual employment was seen as a compromise. This is supported by the finding that
53.9% of respondents disagreed with the statement 'this really inspires the best in me in the way of
performance'. Multiple regression (see Table 7 below) reveals that 'satisfaction with management practices'
and 'perceived opportunity for promotion' are significant work context factors that impact on organisational
commitment.
1

Table 7: Regression Estimates of work context Factors On Organisational Commitment

Regression
Coefficient

Variable
Management Satisfaction
Wage Satisfaction

.56
.06
.17

Standard
Error of
the
Coefficient
.07
.07

.08
Promotion Opportunity
.10
Work Scheduling
.08
.13
.08
Congruence. Social Integration
Regression equation characteristics
R =.444
R = .433
F (5, 256) = 40.90, p= .00

Standardised
Regression
Coefficient
(beta)
.48
.04
.12
.05
.08

tvalue
7.14
0.82
2.00
0.80
1.60

Significant t
.00
.41
.04
.38
.10

2

2
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Casual employees in the club industry experience some degree of positive job satisfaction. For example, over
three-quarters of casual employees agreed with the statement' 1 am fairly well satisfied with my job'. Nearly
three quarters of the sample agreed or strongly agreed with the statement 'I find real enjoyment in my job',
while 81.9% agreed that 'most days I am enthusiastic about my job'. However, 24.4% of casual employees
agreed that 'each shift seems like it will never end' and just over a third of respondents agreed with the
statement 'I am often bored with my job'. This was a theme that surfaced in the questionnaire commentary,
sometimes linked with a lack of training. The satisfaction score differed according to whether or not training
had been received, with casual employees who had received training having a significantly higher
satisfaction score than those who had not received training. In addition, multiple regression analysis (see
table 8 below) revealed that 'Satisfaction with Management Practices', Work Scheduling Adequacy and
'Social Integration' have significant impacts on Satisfaction.

Table 8: Regression Estimates of work context Factors On Satisfaction

Regression
Coefficient

Variable
Management Satisfaction

.14

Wage Satisfaction

.10

Standard
Error of
the
Coefficient
.06
.06

Promotion Opportunity
.08
.07
.26
Work Scheduling
.08
.21
Congruence. Social Integration
.07
Regression equation characteristics
R = .28
R - .27
F (5, 256) = 20.86,p= .00

Standardised
Regression
Coefficient
(beta)
.16
.09
.07
.21
.17

tvalue

Significant t

2.11

.03

1.5

.13
.27
.00
.00

1.1
3.0
2.9

2

2

Most respondents (70.7%) indicated that they were 'always committed to being a top performer', while
27.5% indicated that they were committed to perform well at their club 'most of the time . A small number
responded that they 'didn't really put a lot of effort into their performance', or 'didn't care' how they
performed in their job. Exploratory analyses revealed no significant relationships between performance,
commitment and any other variable analysed in this study.
1

In response to the statement 'I consider work to be central to my life', 57.7% of casual employees indicated
disagreement. A similar percentage of disagreement (56%) was revealed in response to the statement 'life
becomes more meaningful to me when I am absorbed in work'. In response to the item 'the most important
things that happen in my life involve work', a staggering 81.9% disagreed or strongly disagreed. However,
we recommend that caution should be exercised with these results, since, casual work may perpetuate and
reinforce low work commitment levels.
For example, evidence for group differences in work commitment levels was revealed from analysis of work
commitment by work preference factors (whether or not full-time, permanent part-time work or casual work
was preferred). Casual employees who had a preference for full-time permanent employment possessed
higher levels of work commitment than those employees who desired to remain casual. While this finding
may seem obvious, it nevertheless serves to support the notion that casual employees are not homogenous
with regard to level of work commitment. 'Satisfaction with management practices' was the only significant
predictor of work commitment.
With regard to 'intent-to-stay', the majority of employees perceived that it was unlikely that they would still
be a casual employee in their existing club. In response to the item 'Do you intend to leave Club voluntarily
in the near future?', the majority indicated a negative response (that they would not be voluntarily leaving)
and 31.6% responded that the situation was uncertain. Only 10.5% answered that they 'would definitely
leave'. In combining the 'ambiguous' response categories, it appears that 42.1% of casual employees were
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considering voluntarily exiting their job in the club industry, however, 79.4% perceived that they would still
be working in the club industry in 12 months time. This indicates that while some casual employees would
prefer to exit from their casual employment in the club industry, they see themselves as not doing so. For
this group, casual employment is more of a 'trap' than a 'bridge'. 'Work scheduling adequacy' was the only
work context factor with a significant correlation with intent-to-stay. This indicates that rosters and shift
allocations have a significant impact on whether a casual employee chooses to remain with or exit from the
enterprise.

CONCLUSION
The findings from our research indicate that certain work context factors impact significantly on
commitment and satisfaction levels of casual employees. The research thus strongly suggests that it is
incorrect for managers to assume that casual employees are a homogenous group characterised by low levels
of commitment and a solely utilitarian view of work. The research findings also indicate that it is incorrect
for managers to assume that the attributed low commitment and work focus of casual employees justifies the
lack of provision of work systems or opportunities for their casual workers. To make such erroneous
assumptions is to essentially eschew their management and leadership functions.
The relationship between opportunity-based work context factors and commitment and satisfaction is
depicted in Figure 1. Rather than assume that such systems are irrelevant, the challenge for highly
casualised organisations is to create employment systems at the level of the enterprise, which both satisfy the
needs of employees and stimulate commitment and job satisfaction.
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Figure 1:

Relationship between Casual Employee Commitment and Satisfaction levels, and Access
into an Equitable Work Regime

We therefore propose a model, based upon the findings of our research, for increasing the commitment and
satisfaction of casualised employees. Implementation of the strategies contained in the model (see figure 2)
will create delight for the internal customers:

Figure 2: A Model of Factors Affecting the Commitment and Satisfaction of Casual Workers

Influence of Factors on Commitment & Satisfaction of Casual Employees

EMPLOYMENT STATUS
PREFERENCE

/
X

HIGH INVOLVEMENT
(HIGH: Satisfaction
Commitment Intent to Stay)

(LOW: Satisfaction Commitment
Intent to Stay)
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