(...} Come I vechio corporale ehe vede tatid pli obietti fuori di s’
ed ha dello speechio bisogno per vedere se” stesse,

¢ like the human eve, which v see everything outside of it but
it needs a mirror to see itselfd

(Giovanbattista Vieo, "Seietza nuova™)

Why ain’t [ rich? ¢..y Well. Cuse, all 1 ean say to that t...) 15 that
what you think of as Jthe Company | is only a part of another, a.
shall we suy, potentia] entity. 1, let us say, am merely onge aspeet
of that entity’s brain. [Cs rather like dealing. from your point of
view, with a man whose lobes have been severad.

(Williwmn Gilson, “Neuromancer™)

Lvery suture creates mew wounds,
(Antonio Nepri, “Marx beyond Marx™
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work and production organisation: namely that it considers subjectivity as a tesource and a
limitation at the same time.

Workers tend to respond to the contradictory nature of Hlexible production by articulating
discourses and practices that re-elaborate and sppropriate the promise of flexibility and elements
of managerial ideology (such as werkers” contribution to guality) to define new spaces of
awtonotmy and contral. These responses develop maindy as localised and informat practices, also
given the union’s weakness in the plant and the general inability of the South Adrican labour
moventent in this sector to articuiate an agenda for progressive workplaee chiange.

As g conelusion, Tsuggest that theee are two possible alternatives facing the ehanging nuture
of worker subjectivity in the age of hexibility, Workers could utilize their responses to
managerial strategies as a major element to redefine union strategies, lia the permanence of the
present unjon’s weakness, it is not excluded that this solution may materialize with alternative
forts of worker organisation. Otherwise. worker responses develnping at a maindy lovalised and

informal level will be likely marginalised and isolated. ultimately proving sel{-defenting,

KEYWORDS: Sonth Africa. Work, Automobile Industeyv. Pabour, Industrinl  Belations,

Flexibility, Subjectivity.



ABSTRACT

This thesiys is an investigation into worker responises o eestructuring of work and producetion
organisation in a Sowth Alrican automabile manulschining company. The reorganisation of work
and production is anafysed as part of managerial stratepics aimed at promoting flexibility.
Worker responses will be conceptualized in o general model of worker subjectivity, Subjectivity
here means the process through which workers make sense of chanpes in factory life according
to regulative ideas and general moral and cultural construetions of the meanings of industrial
work,

T adopted a method based on obseevational research and semi-steuctured interviews with a
group of warkers, inteprated by archival research mnd interviews with managers amd union
organisers.

The tzsults of my enquiry contirm hypotheses and theotetical frameworks critical towards the
notion of Rexibility as representing a clear divide with traditional “mass production™ methods.
Tin fuct. managerial promotion of tlexibility coexists here with relevant continuities in hierarchical
and authoritarian steuetures. paternalism. luek of skills™ recognition. use of technology a8 a
mainly cost-cutting deviee. routinisation and fack ol worker responsibility and independence.
[lowever, flexibility desines in this case a meaningiud change in the attempt by management to

alorise worker cooperation by formalizing it in a series of workpliace structures. This ereates

relevant contradivions, In fact, the attempt @ promoting worker cooperation conteasts with
managerial authoritarianism on organisation and imovatien. Therefore, little seope is lefl for
provesses uf pegotiated organisational change,

IFrom the workers™ point of view, the contradiction is expressed i the faet that he system of
production fivay one side promises greater worker control and aatonomy by teying to formalise
worker initintive inside steactures of teamworking”™ and “comtinuons improvement”™, From the
other side, those promises e betraved by the interaction of technology aml iathoritarianism in

the workpluce, This vontradiction provides browder insights in a general dilemma for flexible
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division of labour. Tt is rther o sectal construction of meatings and identity based on the
workers' formition and adaptation of regulaory ideas in relation o changing workplace
circumstances. "Regulatory ideas” can here be assupted as, for example, visions of fair
cployment telutionships, wage levels compatible with the subsistence of the household, notions
of human Jignity and justice, o limits to e exercise ot power, Aveording to these ideas, the
defense of the social status associated with their particular oceupation puyy e for workers a
determinant of radicalism more powerful than an overt class imagety (Crisp 1984, Regulatory
ideas cun change in relation to diverse fwrtors, which may inchude medifications in factory social
relations and organization, interactions with otiwer actors, the Jevel of unionization, the nature of
institutional regulations, However, their change cannot be simply assumed as part of processes
of adapaticn, sitee determinants outside the workplice constitute reportvires of experiences and
organised representations of reality ot which repulatory ideis are embaodied and which provide
the source to measure . nd validote changes,

Amaong the determinants of repulitory ideas external to the workplaee, i worthwhile to
notice the differential appeal of traditions of resistance, community and family values, ethnicity.
language, religion, amd the persistence of nons-capitalist forms of aecumuliation, These imply a
close attention to processes of proletarianization and class differentiation, the interaction of
capitalism with pre-capitalist modes ol production, the persistence of ethnie and rural-urban
cleavages. the relations between lnbowr organizations, social movements, and community
struggies, the radidive weight of export promotion (Bergguist 1985 compared o fmport
substitution {Roxborough 1984) in industrialization strategies, and their consequences on worker
militancy and organization (Coben, Brazier and Catkind 1979; Waterman 1982: Nolan [985:
Montgomery 1987: Bovd, Coben and Gutkind 1987 Freumd 1984 Munek 198%: Sawthall 1988
Brandell 1993), This also encampasses an enlargerment of the voneept of worker resistance
beyomd intrasworkplace c-ull'r:.unulim). Resistance to proletarianization and wage Labour itselt

should pe taken into account as structured by culture and "lidden torms of conseiousiess. ™ with

1.2



evitbuation of thie comditions for workers' contestation of meanines. values, authority and moral
repulitions to define & vanvergence of action along class lioes. it is usetil here to remember the
waring by [P, Thompson (19603 not to dissoctite the analysis of elass from the anabysis of the
social pritctices, cultutal waades, diseourses, nguapes, and shared values which constitute class.

"Discourse” and "lanpuape” are here important not as i separite and self-explaining plane of
teality tJoyee 1987), They rather contribute to articulute "interest, identification, grievance and
aspiration” (Stedman-Jones 1983 24 inside changing forn. of production. In fact, managerial
attemnpts at eliciting workers' initittive and cooperation cannot be separated trom the search of
a hasic consent around images of common commitment and panticipation, for example in the

3 s

promotion of quality as a unitying poal. But the importance of copsent around disesurses also
means for the siwhordinate in the fictory power relations the possibility of new identifications
affered by those diseourses. Consequently. this also admits that those subjects can possibly
appropriate the managerial diseourse itsell and wodify it o address their plights. Rules and
imperatives of an arganisution are never fixed aud selfsevident. They are opened to ditfering,
interpretations linf. «d to the moral codes of the subject operating within those rules (Genovese
1979 Jumes 1980 Garfinkel 1986; Clegp 1989), Similarly w Bourdiea's (1995: 14:h notion of
"symholie copital.” selected aspects of the objective reality can be perevived and incorporated
by warkers according to their relevanee in coafiming or challenging shared meanings wnd
normy. These Ltter, and not the recopnition of an objective and universalized proletswian
wndition, beeame the usis of soeial action,

As an agent of sipnitication. not only of production, the warker is able t attach meanings to
the company's norms which do ned necessartly coineide with tine manss ciment's intentions, even
if open resistan. e may not erupt. Twill, for example, show how the ideology ol quality crables
workers to fepitimize claims opposed 1o corporate identities, piving expression te anisgonist
sebaltern sabjectivitivs,

Warker subjevtivity dows ot antomustivallv stens front the ubjective position of workers in the

11



diseourse without idealizing class itself, Alheit this nus prove ain author's commitment to the
critigars of capitalism, il does not by any mcans imply i o classebased diseourse indicites an
uhjectively superior form of such eritique. [t then still useful to regard eluss as produced by
social action and as constituted through social practices of tesistanee, sel-valorization and
solidarity, more than on the basis ol pra~concvived images of emaneipation and eitizenship of
the subjeet.

Prablems refated w the noture of consciousness and the definition of ¢lass are at the heaet of
the empirieal prevccupations of this rescarch, These isstes have alse encouraged recent
developments in the sociology of wirk o recognise the workers' subjective side as an
independent topic of enquiry. requiring specitic conceplual ated methodological tools, A basic
problen in curr ot debates is 1o what extent events of worker cooperation, conflict and resiseuee
are primarily respunsive to “maeto™ social wnd ecotontic determinants of industrial organization,
Conversely., this reguires an investigation of woarkers as relating with those determinants, with
their appatunities and constraints, o shape with various degrees of autonomy the established
workings and meanings of the struetures of production. A growing emphasis was placed on
questioning how workers respond (o restructuring not only in the articukat n ol their individual
attitwdes but as collectives of people fieing commen workplacesrelated problems, questions and
anxieties, The nest seetion will be focused on provesses and determinacts integral to the

wierstanding of worker subjectivity,

1.2 Worker Subjeetivity oy Process and Practice

A response 1o these questions weeds an investigation of the internal social and diseursive
practices through which workers artieniate their strategries to cope with thie forees of imdustrial
change. A creial problem b lhow and 10 what axlent these same prikvtices it orpaltize o

cormett worker intersst as i soitree of resporse i the workplave. This is inseparable from an

1t



i questioned amd relitivized, the validity of the concept of chass itself s directly affected. In
particulur, this leads to questioning the coincidence ol the subjectivity of the "worker” with the

subjectivity of the "working class.”

As Clukrabarty (1989} recogtiizes, worker consciousness must be analyzed as produced by
the relationship Detween explyitation as conerctely expericnced by different sovieties and
cuktures, amd the associated images of enuwipation. In this view, however, this does not
forcefully imply falling in the cultural relativist of assuming each working elass formation as
absolutely peculiar, which would emasculate the explantory power of the concept of "working
¢hass” in an unproblematic theory of contingeney. In fiet. the validity of ¢lass as a vehicle of
warker subjectivity can be related to the extent workers identify the oot of their deprivation of
control over production processes, times, spaces and sociality, in short their "working lite,” in
power inequalities associated with the dynamies of 1he capitalist mode of production.

However, in cases whan the relation between subjective conditions and the vbjective nuture
of' eopitalisin becomues appirent to workers, this mostly takes place in o plurality of practives of
solidarity and straggle as influenced by locale, history and culture (Fantasia 1988; Yarrow 1992},
More i aportant the appearunee of this refation is not necessarily the onky possible auteome from
the point af view of worker suvjectivity, Consequently. the emergence of "elass” is one among
many possible vehieles of worker ideas, expectations and responses, Thew, it is still possible
to think about elass as a formt of subjectivity. this is not the preduct of an objective position in
the material workd, but a resull of i contest over sipnitication s Jiseourse whivl idemity inthe
unilateral power of capitalist management its wain argret ol eritivism,

Conceptualizing "cliss” as a process lirough whiclt workers come to explain their subjective
deprivation and lack of power on the basis of the functioning of eapitalism, then, allows me o
maintain the epistemoelogical rgour aml consisteney ol the concept of vlass while at the same
timse leaving it open to contingent levels ot explanotion. This finally allows o question to what

extent worker subjectivity is a "vliss” sabjectivits . or hew proximige it is o an explivit cliss



Toa Jarge extent afso the basis for "orthodox™ Marsist arguments. However, while they shared
the idea of the workplace as an area ol denial sand suppression of individual worker identities,
many Magxist erities regarded at the come tite the Getory as the primary areo of development
of an antagonist elass conseiousticas 1 wsponse to the sume denial and suppression,

In partivular, the ambivalent nature of the workplace in Marxist views was rellected in the
notion of an evolution from "flse” to "true” Torms of conseic. sness as the emancipation of the
subject trom its economistic aspitations towards the inte tion subversion of the capitalist social
order tLukaes 1971). Other authors anticulated this process in o teleological dynamics ranging
from the recognition of class position 1o the detinition of class opposition (iann 19731,
However, the polar apposition between denial/maniputation of worker identity from one side,
amd its re-appropriation as a conseious chaflenge to the whole capitalist order from the other
simplilied, or even neglectad ihe importance of worker practices developed at the shopiloor
level, in Fact, revalutionary cliass conscrsustiess does not exhaust the whole rnge of resistant and
unreconciled worky leee practices. while at the same time it confines the "real” worker
conscjousness i specifie forms of representation, such as those conveyed by the party
organisation,

More important, both the management-oriented and the "orthadox” Marxist perspectives lead
to a separation of the subjeet from its consciousness, reifving (his latter in an 1=-historical series
of preseriptions. They do not conmider that production umder capitalism cannot be merely
assumed  as an undiffeeentinted area where individual Tives and meanings are simply
disarticulated by the factory organisation of time aad space. Conseguently. they neglect w
analyze the multiplicity of sources Tor imagery and ideas, and how everyday experiences and
social aetion relate with colleetive conscionsness modilyving il and being muodilied by it, and
fising virions levels of onseiosness at vavious situations and subjective conditions (Aarshall
1983y Reevnnizing the itnportaniee s these gquestions, however, creates further problems to be

ahdresaed as a prefiminary step for this reseirehy, In tiact, onee the notion of class comsciouspess



CITAPTER ONE

Out of Control. The Challenge of Subjectivity to the Study of Labour

For when is a feeling realfy natural and simple?.. if you eseape
from this drab of repetitiveness into the dirkest recesses ol your
being, where the uncontrolled impnlses live, those sticky animal
depths that save vou from evaporating under the plare of reason,
what Jdo vou find? Stimuli and strings of retlexes, entrenched
habits and skilly, reiteration, fixation, imprints, series. monotony !

{Robert Musil, "The Man without Qualitivs™

1.1 The Eye and the Mirror: Subjeetivity, Conselousness, and Class

Sociology of work has assisted in 1he lnst three decades to the redefinition of topies and
framueworks of analysis which interrogated fundimental assumptions in industrial policy making
and theory. In particular, industriol scefology was challenged in most advaneed capitalist
countries for having throvghout this certury confined workees it the role of passive hearers of
responses 0 be aceommodated and satisfied inside top-down approaches o organisational
restructuring, The didea that production under capitadism is a space of mere alienation and
ubliteration of workers' lives, which e sepatated trom their broader social relations and totally
subordinated (o the imperatives of managerial control, was shaved hy ditferent and competing
perspectives,  This was certainly the case of munipemient thearies of job satixtaction, job
entivhiment aned the "huntwization” ol the workplaee. hese views, tollowing the prenccupations
of the "human relations” schoat of the 1950, were aimed a1 defining the workpliee as a
reconeiled publiv space where the most de-manizme ispects of the assemibly Tine production

could he amended ¢Littler 1990, Todsen 19973 Bat o similar unage ol the workplace provided



warker expectations and responses to changing conligurations ot production at SAMCOR. The
adoption of 3 "technological road” by the company will be analyzed trom the point of view of
its conseguences for workers and unions. Notable consequences coneern the coptinuities hetween
Nexibitity and “Fordist™ patlerns of industrial organisation. their ditterences on issues ol ideology
and worker involvement, the inability of flexible organisation to mnimize workplace contlicts,
the capaeity of flexihility to penerate indeed new patterns of conilict. and the profound
implications all this carries for orms of worker collec!ive organisation.

The refutions between these aspects delfue unintended effects for the viability itsetf of the
“technologival road™ wt SAMCOR, Issues of orgamisation and milituey derived from this study
will be sununarized in conclusion. both to account for whist § learned on worker subjectivity in

this compiny, and s o guide to Jurther research,



Employess can attribute words and ireanings to an experience whose meantng is otherwise
obseured by the routine of the factory. e goal of this research is mot to restore a teanscendental
autenomous proletavian subject to a pristine integrity distorted by capiwlist alienation, It is rather
aimed at showing how the experience of warkplaee social relations, which may beeome explicit
in episodes of industrial action or negotiation. is articulated in evervday factory life in its
multiplicity and contradictoriness of meanings.

The role of meaning and discourse in sovial practices which preduce worker subjectivity is
currently influencing many aspects of the socialogical study of work. A summary of these trends
will provide a general framework for the findings of my case study. In the frst chapter [ will in
faet critically evaluate socivlogical debates on worker subjecivity in the context of changing
forms of work organisation, The notion of "flexihility” will be unpacked. emphasizing the
substantial continuitics with traditional forms of mass production and the discontinuities emerged
in manageriad strategies in relation to worker participation. The second chapter will vutline the
methodology of my enguiry, The adoption of observational research and semi-structured
interviews will be discussed in the context of the broader epistemological implications this
carries for the study of subjectivity.

Chapter Three will examine the hasie patterns of developiment of South African automobile
manufacturing and the new challenges of imternatisaal compatition. In particular, the ways in
which the challenge of flexibility is internalised by manutaeturers deline two basie alternative
paths to restructuring of wark and production organisation. which T will analyse as the

s M

“ideologival” and the "technological” road. These aspects, and the peenliar constraints they
provide, hive o direct impact on the evolution of my case company, SAMCOR, and on the
definition of managerial strategivs of work aml production orgonisation strongly reliant on
technolopical inmevation, which will constitute the subjeet of Chapter Four, Patterns of

technologival innovation and their relations with the siricturing of sockd relations are at the eore

of this problem. The Tast chapter wldresses the empirical findings of my research in wrms of’

]



to sets of norms and assumptions in given sitations, their experiences in ordet to articulate
responses to an external environment. This is a broader and more diflerentiated concept than
notions based on behaviowrs derived from the abjective nature of social relations (class
consciousness), or ot the degnition of reactive processes of adaptation {attitudes). [t
eincompasses, instead. visions of how employment relations are and how they should be,
perceptions of individual identity and collective solidarity, rationalizations of contlict and of
acceplable compromises. These elements do not necessarily constitute a sort of intelleetualized
image of the workplace social relations 1o be unalyred as a precondition of collective practice.
Instead, they arise precisely from workplace-based social practices.

I substantially start from a coneern with “bringing subjectivity back in" trying. however, to
specify how subjectivity is, first. not only a sonree of response to change, but a force actually
shaping change. This can develup in intentional and unintentional ways, and through practices
that can express acceptance, compliance, or resistance. Second., the factors which enable workers
to determine industrial change are not only developed in relation with the conditions of
production. The impact, in defining worker responses to restructuring, of patterns of
intereonneeted soeind and institational determinants, what Stanley Aronowitz, (1973) called
tabour's "unfolding subjectivity,” means that workers bring on the shopiioor a multiplicity of
needs, expectations, identities, experiences, forms of sociadity, affiliations and moral regulations.

As Charles Sabel (1982, 80-81) wrote:

(o) The workers” world mrust be understood as an independent and imtegral whole
in whicly ideas of ambition and dipnity, carly experiences at school and on the
labour market, outbwrsts of rage at nuanagement. and even aeceptance of certain
hardships combine according to stylistic canons thint the worker recognizes as his

own, These casons shape his responses to the unlvre.cen.



changing forms of vork amd production and organization. and [ think it is & good starting point
for conelusions that may be tested in other sectors.

This rescarch will provide a framuework to explain the impact of worker subjectivity on
processes of industrial restructuring in a Sowth Alvican automobile manufacturing company, This
will be accomplished by relating my discussion of restrueturing, . n one side, to sociological
debates on Hexibility in work and production organisation and their relevance to South Adrica.
From another side. a concept of workplace subjectivity will be developed as related to debates
in various ficlds of the study of work and warking class cultures, consciousness and practices,

"Flexibility” as a coneept emphasizes worker capacity 1o adapt to rapidly diversifying
production requirements responding to short-time market tluctuations, operating on multiple
tasks and activating self~inspection and communication with upstream phases of the process
(Sethi and Sethi 1990}, The relevance of worker shopfloor coaperation and communication in
this scenario makes the management of worker subjectivity relevant {for production fiexibility.
a theme searcely emphasized by previous paradigtns, Flunning tor texibility seems also to
require a closer interaction betwesn management and the emplovees in the appropriation by the
former of eapavities and knowledge of the Tagter. while at the same time maintaining the higher
possible degree of control in the range of workers' behiaviours, However, this also implies, in
contradiction with the concept of planning, a greater susceptibility of the organization to
unpredictability in subjective responses at the shoplloor kevel,

Workers' sell=percepiion in relation o the iem. their ddentity and expectations. and the
evaluation of their individual and collective power become directly refevant tor the organtsation
of work and production. In seme analyses of the labour process this implied a shift in
uaderstanding subjectivity. from obsticle to resouree in control mechanisms. In other views,
workers' social knowledge and practives could redeploy the borders between control and
autenomy in the sociv-iechnical enviroament of the Gwtory.

By subjectivity 1 mean a process through which collective social actors elahorate, aecording
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which articulate these responses, The “woeking class conscivusness™ is indeed delined by these
practices as one of their possible outcome. L from being inherent 1o the condition ol the waged
warler. 1 then chose (o tum to a broader understanding of dynamivs ol resistance and militaney.
which camie to be part of my noton of "subjectivity,”

Third, I maintain nonetheless the importance of the notion of elass as comprising a plurality
ol practices defining common meanings and identifications. Therefore the steugale of  the
subaltern inside relations of wage labour, as that of many other social actors expropriated by
market forees of the chatee o control their life and the satistaction of their needs, can still be
coneeptualizod to a large extent as resistance against the capitalist mode of production. This. of
course, s mostly a political prelerence: as such, it can help explaining why | chose this particular
subject. but not the concepts and the epistemological franwewaoik T adopted, In faet the questions
at the hearth of this study can be addressed only through a radical re-elaboration ol Marsian
categories, This implies taking Marsism as a theory ol social antagonism and as a ool to analyze
subultern subiectivities ana their material and discursive practices, instead of assuming Markism
us the objective, scientifie study of capitalism, of which strupgle and resistance would be mere
and "necessaey” derivations, This, comersely, allows me to maintain "class" as 2 erucial vehicle
of meanings, images and identification,

Fram one side [ accept "class conseiotsness” not as a necessaey outeome of exploitation, but
as n delimited lorm ol calleetive subjeetive kdentification developed in conerete lorms of
solidarity and struggle, From another side, aecepting such a contingent concept of pracesses of’
class formation does not mean drowning it in an undifferentinted relstivism ol Torms of
conseiousness, given the peculiar eapacily of this cancept 10 define the role of capitadism as o
syslem ol sacial relations reproducing patlerns of authonty wnd inequality. [n this way. the
empirical and epis@inalogival consisteney ol the voneept of "eliss™ vis=p-vis capital domination
preserves it as o worthwitile topic of analysis. T apply these orientations to the automohile

industey, sinee this is the field which has by far most influenced the soeinlogival debate on



INTRODUCTION

A recent reorientation in the foeus of sacinlogy of work and labour movenient analysis raised
new scholarly attemtion o the role of workers' perceptions, expectations and responses in
explaining processes of organisational change and industrial restructurisg, Worker subjectivity
is being recognised as an active and constitutive foree of change in workplace social relations.
This is to a large extent coincidental with debates. horderirg between sociology . ceonomics, and
politics, on the conditions for the success and diffusion of alternative production paradigms
inspired by the idea of flexibility. My interest in these issues maindy derives from the conviction
that only wn snalysis attentive to continuities and discontinuities in paradizms of work and
production organisation can provide an adeguate backgroww v the study of chunges in the
nature of work under capitalise.

Three ancillary preoccupations undetlie these considerations. First, as [ will show, debates
focusing on the renewed role of subjectivity in production have generally emphasized ruptures
with pre-existing organisational models allegediy marked by authoritarianism. routine and lack
of woerker initintive and commiiment. This view obscures the ways in which the activation of
warker subjectivity can be embedded and compuible with the persistence of traditional patlerns
of prganisation, or how organisational change nwy enter contradietions with the same subjective
side it tries to setivate,

Second. and related to thiso my prineipid coneern is with the study ol worker resistance. |
started studying South African labour with a focus on the organisation of the independent trade
undons, However, [ realized that organisational changes in South Adrican workplaces. where
manggement shows a remarkable degree of initiative in adapting 10 damestic and isternational
pressures, can sidestep, and potentially undermine, (the rele of national uniens in chunnelling
worker militancy and representing worker interests. Fhis conversely emphasizes the plurality and

diversity ol worker responses it particutar situations, and requires a focus on material practices



resoupees by balaneing co-uperation wsl competidon wmengt produgetive wnts

(Tlirst and Zeitlin 1991 3),

The advantages of such a productive confzuration woukd consist in less iing the relianee on
eantralized regulation, allewing for a higher cupacity o acconimodate unstable consuner tastes
{Piare and Sabel 1984 Lorenz 19493), This turther implivs the possibility to regulate wage
relations &t a "micro” level in such a way as to avoid ripidities and breahdowns in solidarity at
the sume time,

A capacity to adapt rapidly to shifting product markets questions in many views "mass
praduction” as the most effective forms of vrganisation in alternative to thwe "{lexible finm.” Basie
components of mass production have therelore ¢one under incteasing eritical serutiny (Subel
1982: 35), This is the ease of "Taylarism” (Taylor 1967; Noble 1977, detined as a strueture of
tabour contrel based on a separation between conception and exeeution of tasks, the
frugmentation of complex jobs into sequences of vperations which can be performed a
comparatively lower fevels of skill, and the concentration of the holistic knowledge of the
production process at the level of managenient, which transfates this knowledpe into detailed
instructions based ea time and motion study (Tazonick 1988: 13, "Fordism,™ on the other hd
(Wood 1993: 539; Meyer 981} deseribes, in s advanced stage, a system of mechanjzed
produetion based on dedicated machinery (Womack, Jones and Roos 1991 41 and automated
transfer mechanisms (the "arsambly line”) comrecting individual operators aed allowing them
lo perform synchronized, linear sequential tasks. Parts are designed to ease assembly and
minintize titting.

"Fopdism” and "Faylorism™ canye 10 be widely identified as swo sides of the same prenhuetive
paradigan by crities atiributing, o the system an ioncapaeity o adapt 1o market Tuctuntions,
Various rigidities were identilied in this regaud. Fiest, piven the standirdized nature of production

and the searcly for eeonomies ol s cade, mechinization is prone to hottlenecks such as fong setup
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Labuy is both subjection atd subjestivation (.. i such aoway that all notions of
either the five will w the determingsm of the subject st be discarded.
Subjectivity 1x defined simaltanesusly and equally by ns produetivity and its
producibility, ity aptitudes to produce and to be produced (Hardt and Nopri [90:

11

This involves w high degree of unpredictability tor the production plannet o whether
subjectivity ultinnately inhibits or enhances e introduction of Qesible productivn methods, In
the next section, sotae of the catroversivs over the coneept of flexibility will e summartized

clarify its ambipguitivs and shorlcomings in the fallowing diseussion,

1.4 What's in a Model: The Flexibility Debate between Subordination and Consent

Vorious influenees atfeet the discussion an the necessity of exible methods and structures
of production. Issues of ormnizational effectiveness and efficieney stress e combination of
flexible skills and competencies in the workplace with un inereased worker responsibility and
initiative. Moreover, "lean production” arrangements are aimed at redueing costs, stocks and
times for machine setup and material transter. Japan has heen widely identified with this model
as & break with established production methods, The extent and nature of this break are under
sehodarly attention: this makes the debate on fexibility overlap with the coneeptuadiy distinet
fsue ol "japanization” of manalwiueing on a plabal seale.

Rapid shitts in produet markets bave been recopniead s o tiaior component aof the " esibility
challenge,™ This particularly it e literature emphiastzang the notion of "lexible specialization.™

'ommon to this boady of theary is the

erieitl repralatory problew o ol sustaimng the imovagse resontbination of



refutionships between workers' experienves and sociality, Bvecyday lile as the point of view of
the ordinary peeple (Benjumin 1968y van bridpe this pap as far as the subjective as a site of
communieation, or of material and symbolie oxehimyze, "can be the pissigy o anderstinding the
intersubioctive” (Matfesoli 1989 16y, The puosition of workers in wetworks of daily
comitunication on the shaptloor is at e same time G souree {or evervane's subjectivity and the
made ol'its exereise in collective intersubjective relations in wesponse to managerial initiatives
{Sewell 1992},

The nature of the factory floor is here ambivadent, It is a space of seciality, but this is alse
conditional upon the experience of cammoen problems such as fine speed, wage hivrarchies,
struggles over distribtition of controd and rewards. Thix defines it ax a delimited domain for the
werelopment of a colleetive subjectivity, And it ultimately clavifies the notion of "workplace”
subjectivity as complementary to "worker" subjectivity.

Al this point, the initinl question of the relationships between flexibility and subjectivity can
be clavified, Flexibility cannet merely be regarded as a productive and organisational steategy to
harness worker subjectivity for the attainzient of increased production. While flexibility
stimulates @ redetinition of subjectivity along the promise of an invreassd worker contre] over
praduction, it ci also make the persistence of hieratehies and inequalities more appatent, In this
way, il strategy desipoed to promote workers' involvenwent can have effects ultimately opposed
1o ity stated aims. The resubting contlict caii profoundly redefine flexibility itself Tl relation
detween {lexibility and subjectivity is ultinately recursive, more than Tased on a unilinear case-
effiet dynamic. Faeh elentent of this couple dynamivally intluences, and it is influenced by, the

uther:

Subjevtivity must be grasped o erms of the sociad processes that aninue the
production of sabjectivity. The subject o is at the same time o produet amd

produsctive, constituted inond constimtive of the yast networky of soeiul Tabor,



equal opportunities wid mmtial recogrition. NMotifs ol workplace and commmity resistmes are
historically interlinked in South Africa, Here as elsewliere the ides of winoral veonomsy of work
lays in o context of racial eppression the moral bases of protest (Kelley 19894,

My notion of subjectivity emphasizes the problens of explining the transition trem individual
and localized forms of subjectivity to eroup and collective dimensions. This can be addressed
at various levels, Fust, the Gnportanee of conperation and communication in the tlexible
workploce underlines group dymumics, Sabel (1982 192 points out how the division of tasks amd
authoyity in the capitalist labour process constrains the range of possible worker responses
creating comaon experiences at the level of the work proup. Group identities micy be based on
oceypation and status, or on the infortmal nature of the work proup as experience of commeon
problems and shared ditifeuitivs and respoasibilities ¢ Weir (U881, Informal proup cubtures as a
way to cope with the poweressness implied in technological rationalization and the redelinition
of warker identities nay enter o tension with managerial titempts af institutionalizing prowp
dynumics as part of itx strategy of contral (Grayh 19811 The workplace appears then on a
functional integration of work collectives ambiguousky delined by their position in the
organization of produvtion aid by internal patterns of identity and communication.

Seeond. the collective dimension of worker subjeetivity can be delined ax s underlying
camponent of fietory file which may or may nol become apparent in cases of overt industrial
aetion, The sweeess ol strikes may be explaited in terms of the prioy emergetioe ol iew Dieinbys
and identifications, a different worker morality and eulowe of strugsle ot of work phisee daily
interactions. During conllict, cotlective social priwtices nuke the natire of relations of
praduction visible us the product of kdwan's daily activity, This is allowed by a suspension of
extablished rules and the emerpenee of a sepatate pablic sphere, a discursive "spave™ of visiality
{Arendt T938), Here labour is nestored o a dimension el activity aenerating sulidaity threuph
shared ntsals md svmbols inventing aud approprinting velations of aathenity Backun 19,

Fhitd, a focas on tle collective dimetsion of workpliee <ubjeetivity van espliin the
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workplace.

This notion, derived from Thompson (1971), is a mgjor compenent in proletarian "world
views." Hsunusrizes a set ol relations between dominant and dominated groups as a continuous
and unstable reassertion of usiges and twditions, Ly the workplice, these relations, as often only
implicitly part of employment contracts, require from the subordinate the acceptance of its
co dition to preserve spaces of job controd and from the domitant the resognition of some of
these spaces K diseiphine the workloree and minimize the costs of labour turnover (Rodgers
1978: Gersuny and Kautinan 1985), This does not imply consent or legitinstion, Quite on the
eontrary, it likely stubilizes an implicit, eustomary urier © managerial practices beyond which
contlivt crupts (MeClelland 1987), In the South Alticap eontext. "moral economy™ is enriched
sy o further dimension, Cidven the shsepce in the country of a strong tradition of negotiated
settlemuents in the workplace, this express fon may deitne "seeeptaole” practices not as aimed o
recreating conditions for stable soetal relations, bt as a function of expectations about the futare
character of o trwstormed workplace, or of what is worth struggling for.

[duas of frirness and equity in the workpiaee which sustin the *moral eeonomy” are strictly
linked with extra-workplace determinants of workpluce subjectivity. In the South Aftfean case
Liis iy an integral component of workplace social retations, In faet, shared perceptions of‘injustice
amd deprivinion under apartheid decisively shiaped the =oral economy of Seuth Alviean
wurkplaees, the nature wmd contents of deminds by orgatised fabour, the boundaries of taweit,
daily nepotiations between workers and employers, and workets' ideas of democracy (Webster
aml Von Huldt 1992; Mumdani 1996), Moreover. the communitariun ethos of worker residential
locations can "laterally" reinfures the antononious constitution of subjectivity in the workplace
hy defining an upposition between collective values hased on dignity and hansn riphts, and a
vapitaliat ibour provess dominated by preed and profit cAdesina 1989, The interaction =xween
tuctory soeial order and weial ordenng of suciety ity he seen as violating the promises off

industrial work and modetnivatio w invalidating nors of workpliee power rekdions based on
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called "world views” as "sets of hopes and fears™ and "maps of the social world" providing
workers with visions of success and Tailure which articulare winbitions and expectations. This
also implies that subjectivity is an ambivalent concept: those "visions” legitimate workplace
inequality. but they are nenetheless lable to be tnstormed by awareness of common problems,
workplace socialization and action. to articulate a new sense of solidarity as a strategy to achieyve
determined goals, Iven if these strategivs can be conveyed  d orpanized in ideologies, tor
example through the action of utellectuals or trade unions, these latter are oot entirely
secountable for their emergence. The analysis of subjectivity is thus not to be confused with the
format and organisational vehieles of its generalization aml consotidation. It may well he the case
indeed that a continued experience of subjective violation can make conflict a vehicle tor
codlective world views which only at o later stage pravide legitimation for organisitions,

An arbitrary managerial deeision (for example to increase the line speed) may violate a set
of hormative assumptions, breaking a very uncertain border between worker aveeptance and
contliet. The experience of violation can become all the more devastating il associated with
forees which disurticulate, undet the cover of veonomic tecessity, patteras of values sanctioned
by titne and tradition (Kerkvliet 1977} Violation can even be mote manifest when conteasted
with the promise of equal opportunities enshrined in the indastrial and urban context (Sabel
1982: 188).

Huwever, violation cannot be simply seet as equivalent w alienation or obliteration of
subjectivity. Itx wound, onew absarbed in the experiential tield of the Tabouring subject, beecomues
part of subjectivity itsell. As James Seott (19E 106-107) noticed. individual complianee with
dominant valies is generatly conditional: in Bt it implivs a panicularly instdisus uneertainty:
the subordinate aceepts sacrifices for the sake ol expectitions derived from promises which are
sttty betray-1 Vielation and sunaperial aibissariness, sueh as in the case of unilateral changes
of the line speed, reallocation of jobs and tasks, or supervisory imerference, twerefore Hluminawe

a further aspuct of subjee-ivity constitution. This can be assamied as the “moral ecopomy™ ol the
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cultures of resistance 10 nmike sense of the experience of modernity. with its promises and
vintations, in an urbun industrial world marked by racisn discrimination, and unaceeptable
living conditions (Bozzali 1987). However, the unions could successfully cape with this cultural
challenge because they were at the smne time able to replace existing forms of "traditional”
authority amd to overcome subordinate worker identities such s those generated by hostel life
{Webster and Khvzwayo 1975 Stewart 198 Eady Sitas 1983 1985: 1987,

The interaction of factory life as an agent of modernity and the neo-traditionalism lostered
by the institutions of apartheid converged in this way to develop a workihg class identity resistant
to waged Jabour while at the same time vindicating the fullilment of its promises in terms of
individual and cotlective pramotion atd emancipation. From workers” oral aceounts {(Makhobi
1984 Qabula 1989) militaney and action are determined not enly by the subjective position in
the social organization of the workplace, They rather require a further mark of immuoratity proper
to capitalist exploitrtion and to the township residential conditions. The choice to join the: union
olten evolves out of a combination of low wages, harsh and dangerous working conditions, and
the sense of continuous offence and abuse implied in managerial arbitrariness, as an insult to o
whole moral and political understanding of wark,

Routh African studies on class and militaney conlirm the importanee of cultural and discursive
practices through which the subaltern give meanings to their relation with the institutions of’
medernity. Ha working class imagery and Language emerped as the most powertul souree ot
resistance e apartheids this was maindy possible due to the capacity of the organisitions to utilize
those imagery and language 1o strueture, validote and transmit the experiences of wage labour
and Tactory life in a way which wis consistent with trditions and patterns of' resistanee
expressing. moral and ideological worker formations internal and external (o the workplace
{Alverson 1971 Bonnin [987: 1994; Atkins §943; Momdie T994; Hemson 1993,

The sttention for processes of construction of subjeetivity and of jts vielation in the South

Alriean vase reguires a revopnition of the specille importsaee of what Charles Sabel (1982 11
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industrialization in comtests of authoritarianism il repression may define a high level of
militaney in economic demands over wages and working cenditions, even if thiy is not
consciously articutated, The Liek of political radicalism is not suificient in this case to talk about
"false consciousness” without resorting to arbitrary and tautological assumptions. An
tnderstanding of "eeonomistic” actions and behaviours should start instead {rom neanings
constructed by workers themselves. In thet, meanings of actions cannot be simply evaluated from
their immediate results, Experichees, thouglt and action inside the factory respond to broader
needs of socinl change, and not only 10 the natuee of the wage relation (Holmstrom 198
Humphrey 1982 80).

The impact of social change and modernity on changing patterns of labour organisation and
militaney has shaped. in particular, the arena of South African labour studies in the fast three
decades. The South African case is important in comparative perspeetives on labour in peripheral
societies, given the peculiar presence in this country of a sizeable urban industrial proletariat
organized in swong and democeratic grassroots unions (Friedman 1987 Baskin 19913, The
emergence of the unions wis assumied as a powerful organizational vehicle of worker
subjectivities arising .com o new class composition and changing labour market structures (Kraak
1994},

Processes of industriatization. urbasization amd proletarianization were eaptured by the
unions® articulation of fdentity and resistance along radical languages of class, Organised labour
stieegeded in providing a elass-based diseourse to worker subjectivity in South Africa beeunse
it initinlly re~elaborated and adapted cultural motils of identity and resistance, mainly originated
from the dislocation ol a rural social and symbolic backpround dae o longeterm processes of
migration o mining and industrial arcus (Fischer 1978: Bozzoli 1984 Bradfurd 1987 Delius
{280 Guy 1990y

Thus, orpanisations af the black workers could expand their membership and spread their

grassronts practices of secotntability on the basis of their ability 10 reconstriet presexisting



workplace life whicli were unintended for managerial stratepy. it nonetheless continued 10
negleet the social and discursive processes constitnting class as a process of subjectivity
formation.

Conversely, more recent industrial policy debates on flexihility and work reorganisation were
coterminous with an explicit epistemological systematisation ol subjectivity as a crucial concept
in labour studies (Thompsoen [989: 249). This is particalar)y notable in seme recent intluential
Foucanlt-insprred contributions to labour process analysis (Knights and Morgan 1991; Sakolsky
1992). The emphasis here is shifted ffom the unilateral nature of nxgerial control to workplace
power relations as networks of relationships constinting, and constituted by, the subjeets,
notably waorkers and employers (IKnights 1990; Willmott 199 Sewell and Wilkinson 1992;
Sesterie 1996), In these perspectives. the bamte of power as acting through processes of
construction of subjectivity is combined to the workers' search for seeurity. recognition and
stable identitics to cope with industrial restructuring and the assoeiated anxiety (Knights and
Willmott J980: 541 Knights 199 319; Stuedy 1992). As a result, worker consent to factory
imperatives and hierarchy, and to intra-workplace fragmentation and competition, are by-
produets not so much of manipulation of worker conseionsness, but ol daily interactions which
reproduce power relations as a largely unintended consequence.

Other contributions distanue themselves from the implications o this framewark in terms of
an all-encompassing nature of power ul the invarishly seli=defeating nuture of subjectivity
(Clege 1994; Jermier, Knights and Notd 1994 Thompson and Ackroyd [995). These latter
stress, instend, the vulnerability of power, sinee its capaeity 1o reproduce subordinute worker
identities is conditional upon its conformity to shared values and norms which make those
identities acoeptable, 11 is. thereture, linked to promises which, vnce broken or violated. expose
2 underlying nature of relatins of subordination. opening spaces for resistanes,

Studies of peripheral working elass lTonnation (Shivii 1976; Sindbrook 1977, Humphirey

TORL Addesing 1992 14 andicate thar e violation of the premises of modernity and
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is canstituted and enabled 1o challenge and modify the external social environment. These
practives ave indications both of how domination works on s subjects - and with which promises
it can win their allegiance - and of what are its viektions and limitations.

The notion of worker subjectivity us a process developing through speeifie social practices
impacts vn sociological anulyses of the "labour process” in the warkplace. These are generally
much mote concerned with issues of workplace "eontend” than with dysamies of worker identity
and opposition (Littler 1982). Their emphasis is on questions such as fragmeatation and
destruction of workers' skills, knowledge and control (Braverman 1974; Shaiker: 1986), the
impact of technology and corporate buresieracy in minimizing resistance (Edwards 1979;
Gordon. BEdwards and Ruich 19821, the concomitant etfuct of idenlopy and politics at the state
and [actory level in manipulating worker consciousness wig initiative (Burawoy 1979, 1985),
However, this fiamework of analysis gradually cams to recognize how capital's domination
increasingly relies on ity capaeity of organising the experience of its subjects inside common
interests and patterns ol signification. These channel workers' selfedetermination into the
identification of their freedom with the economie necessity of the firm. This recogaition has led,
in particalar during the last ten years, o« major shift in labour process analysis. A new
sensitivity emerged for issues of subjectivity formation in dynamics ot ageeptance. consent and
resistance,

Munagement's control was ititially seen as dependent on the delegsttion of limited autonomy
to the workplace (Fricdman 1977, Coriat [980: Lidwards 1990). The labour process wis
consequently reconfipured ws inberently ambiguous and "dual” marked by @ reciproeal
dependence herween workers and management which determines mutual limitations and, as a
gonsequence, i development of worker siehjectivity which autonomously impacts on the factory's
everyday fife, even in the absehce of netive resistance (Cressey and Maclnnes 1980). Moreover,
the workpluce, and not the elass, rose to prominesiee as the initial repository of worker vollective

identity {Besnon 19731 But i this provided a wider scope for the study of aspects amd of
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family values (Willis 1977; Tiareven 1982), or on the corstruction of the female worker as a
subjeet exposed to gendered diseourses shaping career strategies (Pollert 1981: Fernandez-Kelly
1983}, ablocation of skills and tasks tVon Werlhof 1988 Massey and McDowell 1994),
segregated identities on the job (Cockburn 1983 Baron 1992), and peeuliar dynamices of female
self-orpanization and resistance (Kergoat 1982, 1992: Collinson 1992),

However, an analysis of all these aspects largely [alls beyond the seope of this thesis. My case
study is coneerned with the determinants and the dynamies of worke  subjectivity internal to the
workplace, leaving an in-depth investigation of external dveiminants to future research, But,
while thiy distinetion is vinble at an analytical level, it is nonetheless impossible to entirely
discount the relevance of extra-warkplace determinants of subjectivity in shaping actual workers’
images of the factory. For this reason T consider worthwhile to stress the existence of broader
implications of subjectivity t explain the contradiction hetween refations of domination and
workers' regulatory ideas. For example, workplace dynamies may be profoundly shaped by the
inherent contradiction between the individual warker's search for stability in his broad spheres
of sacial relations and the instability in his life gencrated by industrial change (Post 1978: 148:
Agier 1987}, Alter this parenthesis, [ will now introduce issues of worker subjectivity which will

be relevant for the following discussion on organisation of work and production.

1.3 Promiscs not Kept. Worker Subjectivity and the Restrueturing of Work

In my diseussion on subicenvity anic shess, | emphasized that the study of workers!
representations and ideas of the workplace lie requires an understoanding of the conerete social
practices shaping those construets under particular circumstances. As Clitford Geertz (1983: 4)
wrote, [brms ol conseiousness canpot be separated from their local manifestations, their
"instruments and encisements,™ This fmplivs adeparture from the idvalization of the "subject-

agent” (O'Handon 1988: 2215 and @ new understanditg of practices througl which subjectivity
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potentiafly highly radicalizing etTects on the nnions themselves (Cohen 1980; Zerzn i974: Roth
1974: Ramirez 1978: Groh 1978; 387 Steans 1980; Cooper [987: Seidman [988: Turner 1995),

The impact on fabour radicalisin of breader issues of soeial wid political democratization,
housing and edueational patterns of inequality. persistence ol racist ideologies and practices are
a major precceupation of some of the most reeent contributions to labour stwdie . - “outh Africa.
Many of these axthors (Lambert and Webster T988: Adler 1994 Adlerand ™ 1 - 995 Von
Holdt 1495b; Buhlungu 19963 specifically wldrees the impact of these broader patterns and
implications on workplace-based worker discourses, This directly follows and relates with an
increased interest for workplace conditions of a blaek working class stabilized in the wrban
context and drawing from the workplace a primary source of identity.

In this way, the impact of racial segregation on mass production ad deskilling (Lewis 1983)
or the conteadictory position of the African semiskilted worker, between the promise of socinl
promotion in industrial work and the reality of despotie racial contral and domination { Webster
1985) can be seen in a complex light, In particular, the multiplicity of sources for an oppositional
consciousness and the way they enrich and problematize an entrenched class imagery and
lunguage can be appreciated from these contributions.

However, resistant practices are determined not only by factory-related motifs, but abso by
multiple identities defined at the border between praduction and reproduction (Corz 19933 and
between working-time and Jedsure 4w (Clacke, Hall, Chambers and Roberts 19760; 45, S0
Calagione, Franeis and Nugent 1992), Finally e impact of determinants externad to the
warkplace touches the role of reproduction amd sociul needs in articulating struggles inside the
factory and over the territory (Negri 1988; Cleaver 1992; Linebaugh and Ramirez 1992; Boneteld
19U,

As a comsequence. an enlarged understanding of the sources of working class resistance
demands a renewed interest it the impact ol external institations and socializing agencies in

shaping workplaee identities. Studies on this topic focnsed on worker responses 1o schiosd wd



Department of Historteal Pupers an the University of the Witwatersr qud, documents ftom the
impressive collection in possession of Gavin Hartford in Port Flizaben aed those available in
the offtce of Tony Kpebe, sational coeordmiator for the automabile sece g the National Unjon
of Metalworkers ol South Adrica.

1 could visit the plant in different tiaes during the period of my research, having deeess to all
its main sections and with the possibility of talking o the employees on the lines. The
conperiation of NUMSA shopestewards was crucial: they organized visits to the departments of
the plant Lor e asd put ow in contieet with the workers | interviewed, Contaets with the shop
stewards were provided by NUMSA national organisers, which greatly contributed 1o establish
a climate of trust that is essential it hase matters. Interviews focused on workers' perceptions
of their job in three related aspeets: organization of production (echnology, invout of operations,
tasks, skills), organization of work tleamworking, just-inime argangemeints, participation
schemes) und understanding of restructuring (variations in supervisory authority, line-speed. xelf-
responsibilization, chanping workloads, outsoureing ), Baeh interview ook between one and two
Iours, Fight interviews ook place as group diseuss ons.

The delinition of the group of workers [ interviewed depended on fuetors largely outside of
my will, such as the wvailubility of employees and the ability of shop stewaeds to find fawe to
help mwe to strategize, in 2 lactors whose tight production sehedules constitute an uhjective
obstacle for wis Xind ocreseareh. In fict. SAMOOR is not particikuly noticeable for its openness
ta reseitteliers, aikd my dependence on shop stewands i orpanising interviews wis nuuniy Jue
i penerally uncooperative attitide on the part of the compan: s managenent. After weeks of
negotiations, at the eod of 1993 management adlovoed e aveess 1o the plant o interview worke,:

un 2 “voluntary. atter bour bisis,™ wd it pefised to be mterviewad eldming the "eodidentiod"
nature of 1he intormation | requested. Miagers finadly aeseed o be spproached ondy atter |
informed them it 1 iusd cempleted my wenyiews wit worliers, Draitized the avadlability of 1w

company, alheit very vapuely detined, nointroduee ms el to shopestesmarsds ad orpanioe with



CHAPTER TWO

Researeh Methodology: Towards # "Warking Class Sociolegy"

Autobivgraphy i the wound where the blood of histors nevet
drivs,

{Ciavaud Chakravorty Spivak)

2.1 Researching SAMCOR Warkers

The methodalogy Tadopted, far from being a mere technicad question, 1 an intepral part of
m, understanding of i hasie coteepts of this ressarch, s Pantasia 19887 realized, analvezing
worker subjectivity as an interconnected patterts of experienees, responses, expectations and
soctal practices is fundumentally at odds wity survey  teelnigques bused on structured
questionnaires, These provide a de-contextualized, statie and Tragmented understanding of
individuality, isolating worker attitudes as reactive capacities from a broader understanding of
the dynamic nature of the production process, evervday interaetions, aind vvero and covert
duterminants of consciogstess, Fur these teisons ©predorted imtensive semi-simetured interviews
to detailed Yuestiomaites,

This researeh was conducted at the SAMCOR plaat in Silverton, Pretoria, from Mareh o
NSeptamlvr 1996, Tt meludes intensive semisstravcturest interviews with 30 empleyees i the
production of passenper vehicles. Workers in tipht and medivm commeresal vehicles are not
feluded. Seven of the interviewves e shopestewands, three ol then full=tme T also interviewed
meupettid st wnd officals and orpanisers tor the anomohile sector of e Natioral Unjon of
Mutahworkers of South Alviea, Finaliv, these data are imtesrited by arehiy al researcly on soutrees
both available for vonstiftation sl o private volfeenons. [hese inelude the papers of the

Federation ol Seath Afrbvan Trade Uintones aod these ot e Tadly wller collecd moat the



emptricatly addressed in the next chapters. In particular [ provided a definition of subjectivity
hitsed ot eollective sovial processes and practices through whicly workers” world views and
regalatory ideas as detined inside and outside the workphice can legitimise or justily cooperation,
aceeptance o resistanee, As a coroflary I redetined (he guestion ot ¢lass eonsciousness in terns
ol those progesses and proctiees, eriticising, its idealivation as an objective and necessary superior
stagte of opposition,

I nonetheless mainmined the usetilness of the coneept of "working cliss” ax @ vehicle for
collective sofidarity and opposition confronted 1o inegqualities atd subordination produced by
capitalist organization of the workploce. Finally. § disenssed the refevimee of worker subjectivity
for developments and debates in the orgonization of work and production, evidencing potentiul
contradictions and problemns in flexibility-inspired resteasturing.

I will develop in chaptars Three and Four my analysis ot the South African automobile
industry, introducing the responses that in chapter Five T will provide on the basis of my
understanding of subjectivity, Automobile manufacturing has been in South Atrica o decisive
terrain for the emergence of a tew blagk working class, Restructuring and Hexibility provide
arenas of stragele tor workplace contend based on the dynaniies of promise and vielation that 1
hive here enunciated. These define conteadictions between muneeerial requirements for worker
participation and eommitment and the permantence of traditionsl patterns of authority, These
contradictions impacted decisively on forms of workees idemtity. solidarity aml organisation.

Before dealing with these aspeets, however, Twill sunmurize the methadolugy | followed for

my research,



from deetsions by supervisors, or infornil work-group practices. or the outeone

at"a struggle between workers and management «Child 1985; 1),

The straightforward application of "models” of organi-ution becomes then peoblenuic. In
general, fexibility in adapting to market Quotuations does tot necessarily imply, as corallaries,
delegation of authority and contrel o workers atnd the overcoming of the Tavlorist "distinetion
between coneeption amd exeetition” tlurgens, Malsel st Dolise: 19939 it can however, weaken
presexisting forms of worker identity and solidarity ¢Tobliday and Zeitlin 1U86).

Worker partivipation as allowinee to exercise power diseretionally in a way that is not
formally sanctioned by the hierarchy may contribute 10 corponvie sueeess. However, power is
hese caught in the dilemma to extend delegstion of authority w lower kevels to be mure effective,
hut preventing at the same time these pew authortties and their interests from becoming
independent powers (Dohse, Jurgens, Mulsch T983; Clegg 1989; 190-91, 200-01). Without the
persistent capacity of management o set boundaries to workers' diseretion, participation schenies
ean eaxily hecome soutees of condlict. This altimately paints (o an inherent contradiction of
flexibitity-inspired meodels of restiveturing, Te be successiul they need to formalize worker
partivipation with its associated rewards, I this may provide mlvantages to the empaoyers,
particulorty ju relations with union ormnizations, they nonetheless ereate a new souree of
vulnerability. Tn fhet. the persistence of power inequalities on the workpliee can become moye
apparent thunks o worker expevtations mtised Iy cooperation sehemes, exposingt the company

to inereased contlict. This theme will be emipisically explored in my case analysis of SAMUOR,

1.5 Conclusion

Fhis chapter ottlined she basie conceptuab trateworh. on widel my analvsis of worker

subjeetivity al SAMCOR will be erownded. s mvadved some (eations which witl be



whivh mmagement is eveivdiy compelled to addtess, Requirements tor tlexibility will arguably
exacertate the probiem. These questions are notoverlooked in analyses on South Africa, where
they are indeed deepened by tlie presence ol odier, deeply astrenchied reasons for contlict, Jean

rn

Leger (1990 adyzes for example the importance of black niners’ "pit sense” as o crucial tagit
skitl to prevent ek Fabl ageidents, Thix contribution 1o production provides biack miners with
a considersble leverage in relation to their white teamleaders, thus enahling them to claim basic
fairness and equality of treatment. However, the Fordist nature of the Jabour process, the lack off
recognition of skills and the raetal manipulation of hierarehies and rewards prevented black
miners abilities ftom providing bases for consent. The result, which Feger calls "antagonistic
coop-ration,” cuntivms the problematic nature of workplace relationships and the instability of
halunees in situativns where worker participation is required.

These examples show that i more earelud focus on social refations can provide arguments to
eritics of the "lean produdtion.™ These point in particular o e persistence of traditional
managerial practices and form of fabour market segmentation that can make cheap and docile
labour refevant even inside the " fexible firm" (Pollert 19881, Some go as far ax to question, from
the point of view of labour contrel, the identifieation Fordisni-mass production as opposed to
Nexibility-lean produetion (TIyman 1988; Clarke 199, By Get, there was considerable fexibility
under Fordism and, as anadyses broadening the foeus bevond the automaebile industey show,
eraft=type and small-bateh production eontimued to play o role even in times of fragmentiation of
tasks wml stindardization of produets (Wood  T9R91e 300 Smith 19893, Moreover, the
transformution of managemests intentions into practive dovs not usuidly ke place in o linear
way, but miinly throwgh inconsistencies and gaps due o nepotiations with selevant actors, Chibd

aerts against overemplasizing nunagerial statepy in industral testrugturings

Lo e cannot infer o stratepie imtention rom o particulir form of work

vrmisition or jeldesipn: sl conditions at die pedat of production i resadt



authars identity in the update of old practices of union aveidanee and repression, such as
subeontracting and the establishment of plamts in "greenfield.” usion-tree areas, aspects of
partivipation in Japanese campanies in the Western world Tolloway 1987).

Trends towards teamnworking™ can indeed reinforee these dyirunics. Teamwork is gquestioned
(Sayer 1986: Wood 1993; 5471 as a methed peneralizable w the whole workforee or to the
totality of a worker's capaeities, Workers participating in teans are usuably trained inside
methods and values compatible with the company’s delinition of performance and improvement.
This quite often requires only attitudinal amd behavioural skills (Cappelli and Rogovsky 1994)
and the maintenunee of specialization, low levels of discretion amd detailed preseriptions even
ingide teams {Wickens 1993). On the other hand. bistorical analyses (Price 1994} have shown
how worker participation in problem=solving in Japanese companies cannot be assumed as
resulling from u social pact incorporating worker aspirations. [t rather derived [rom a balanee of
power produced by the repression of the unjons’ shopfloor repulation to adapt mass production
to {lexibility in tasks and assigtments required by low volunke runs of production,

A further source of contradictions {or flexible production can be drawn fron authors
coneertied with the "social construction of skills.™ Fher concept profoundly probleiatizes the
issue of control on the workplace, In fact, Hexible teelnologivs niy vidotize the impuortuwee of
workers' tacit konowledge and conperative skills to operate the machines, especiadly in
unpredictable situations. But these ~killy arve uneasily formalizable to say the least: then "acit
skills” constitute w new terrain of workers-mamgeentent confrontation (Kusterer 1978; Subel
1982: 80, 92: Manwaring and Wood 19550 Wowd 1087, 19891, I faet, "tacis skills” can provide
semiskilled workers with a leverage e eonitict, bat they are nonetheless speeiiic to a company
or industry. Compy d o artisan shadls, ey are net portable., ol theretore they are a relatively
wok souree of harpaining power (Manwaring and Wood 1983 190, Then, they alse
contridictorily foster consent and identification with {he competittve sieess of the firm.

Ax a conseguenee, warker skiths dedboe o new uneass balanee hetween consent and contliet.

Al



quality-imiproving device, which can modity Taylorist task assignments winh regard to reduction
of grades and demarciations, while maintaining structires ol awthority and division of labour
unaltered (Wood 1989b: 26.27: Scherrer [991). A HT system could morcover provide for some
sort of subaltern worker involvement. But this svsten albeit antithetical to Fordism sinee it is
premised on an inerease in capacity utilization through o reduction of bately sizes of output.
addresses nonetheless the basie coneern ol'a Fordist system: optimizing the produetivity-quality
tradeoft {Wood 1993). However. this can require litthe significam variation in the degree of
worker control +f production, or autonomous decision making. A contradiction can nonctheless
arise in this case between the growing importuee of knowledie creation on the shoptloor and
ity embodiment in authoritavian managerial practices to enbanee quality and productivity. Worket
capacity to perfors multiple operations, or multitisking, without a comparative enhancement of
skills (or without a paratie] nydtiskilling) can be m example.

[n optimistic views (Martin 1985: Zuboff 1988:  Her 1941) "lean production” would replace
the supervisors (the old "furemen” s with new strata of shopfloor operatives communiciting via
computer and responding to central desipn/planning departments. Crities point out that these
devices, while allowing u greater intensification of work and higher safety risks, eliminate indeed
independence and responsibility from the shoplioor, defining at the same time a new aristoeracy
of highly skilled progeammers {Shaiken 19860 It was noticed, fur example, haw the export of
Japmese technology and manufucturing culture in "transplants” to other industrialized countries
is penerally accompanied with traditional fortis of personne]l nanagement based on wape
containment, union rollback, limitation of employes involvemeat and abrogation of delvpited
decisfon-nutking (Fucint and Fueini 1990; Berggren 1993, Dassbhach 1994; Craham 1998;
Williams, Haslanm, Williauns, Cutler, Aderofi, Jolal 1992 From this poing of view, tor example,
JIF e lead o despotic lorms of lnbour control, "management by stress,™ high routitization,
Trapmentation mad e deniad of any elleetive worker participation tRamita 1984 Mavsdut,

Moarris, Willman and Wood TORS; DPrasson amd Webb 198 Carraluin and Stewart (992, Other

HE



cconumies of seale. iand acting therelore as un obstacle o product differentiation (Krafeik 1988).
In other words, a lexible organization of the human resowrees beconies thore relevant than
simple [exible autonzation,

Precisely considerations relative to workplaee social relations make many autltors criticize
this understanding of "lean produciion.”™ Hirst and Zeithin (19913 aceept that mass production is
being replaced by flexible specializution s the prevailing paradigm, but mainly from a
technelogical point of view. They recopnize indeed that one single coherent alternative on work
organisation is not emerging, given existing organisationad and institutional plurality and

u:

hybridity, Marco Revelli's notion of Toyotism as an “integrated factory™ systeny describes the
materialization of the Fordist "dream” of the total synchronization ot production, but it a context
of high product ditferentiation. Tavlorism is in his view perfected by Toyotism as seientifically
defined productivity which shifis its focus from the individual operator to the system as a whole
(Revelli 1993 XXI-XXVI: see also Berggren 19801 Higher costs for frequent tool- and die-
changes are ofset by employvees’ multi-machine operating capacity, allowing the plants fixed
costy to be spread over a facger output varistion (Shingo 1989: 85), Workers' informal knowledge
of the production process is tumed from a source of defense and oatput centrol w an
organisational advantage through suggestion sclimnes ind probleme-salving teams. This upaates
the Tuytorist strutepy of breaking up "soldiering” (Thomas 1985: 174), Then, the formalization
of worker knowledge and cooperation is by ne means in conteadiction with traditional Taylorist
manapement. My case study will show how increasing levels of technological innovition
reintbree Taylorist work orpanizution. In particular. Hesible machinery does not necessarily
imply a paaiiel flexibility in the ways workers are expected to wse teir initintive and creativity.
ar the chanee Tor them and their unions to negotinte hetter rewards for Hexibility.

In his perspective, while "Tovatism” does not breah with wess production methods, it
nonetheless ereates o diseontinuity with the kind of workplace social contral historically

assoctated with them. This can inclwde a use of technolopy as o maindy labour-saving ind

h]
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The extent of contimaity and ¢hange between mass production and the new paradigms is
widely debated. This is substantially bevand the aim of the present report. However it is
important to notice how an inereasing number of suthors do not analyze mass production and
lean production in terms of clear-cut abtersatives. Some authors emphasize the nature of "trust”
and “social contract” between mumagement and labour under "lean production” {Kenney and
Florida 1993), The shift in managerial functions from vertical command and direet supervision
1o horizontal coordination { Womiack, Jones and Roos 1991 198-199; Lowe 1993), would at the
same time lec e the {im's imperative to harness work ts' knowledge of production by

providi.g employees with muotivation und initiative (Hin cnorn 1984: 74

(...} Wonrkiers respond only when there exists some sense of reciprocal obligation,
i sense that management actually values skilled workers, will make sacrifices to
retain them, and is willing to delegate responsibility ¢...) {Womack, Jones and

Roos 1961 993,

However, Wollgang Steeeck {(1987) sesarates in this regard "numerieal” flexibility, as the
firmt's capacity to adjust employment levels to Auctuations in demand through retrenchments or
temporary wilization of "external” labvur market pools, and "functional" Rexibility. as adaptation
af the number and kinds of tasks performed by employvees in a high-skill, highewage contexts.
In his view the search for flexibility and the new corporate identities it promotes tendentially
undermines the stability of industrial relations systems, and the contractual tole of trade unions
in particular (Katz 1985; Katz and Sabel 1985; Locke 199 Kern and Sabel 1991), unless they
become partners in enbaneing elficiency and competitiveness. The primaey recognized in this
perspective to workplace sociul relations: ultimately mediates between market diversity and
Hexibility. This openty contrasts with a purety technolopical road 0o restruetitring, marked by

beavy robotization and autotation as fctors rising costs, reintoreing the dependence on
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aside for the moment the question of a el shift in delegtion of power and contrel to the
shoptloor, a conclusion can be tentatively reached. Namely, the use-value of work. its value-
creating capacity, shifls in the new productive paradigm trom the execution of preseribed tasks
townrds the formalization by management of worker cooperation and communication.
Formalization here means that the new paradigm modifies managerial strategics in relation with
workers' social aetivities on the shoplloor. Under Taviorism. the inevitability of worker
communication and couperation was at best grudgingly wolerated by the employers, and at worst
congidered an informal: unpredictable side of production to be minimised, Propunents of the end
of mags productivn recognise instead the decisive importanee of workers’ information on quality.
(heir precise requests for materials at any stage of production, the activation of employees’
initiative in total quality programmes and suggestion schemes, but algo the inereasing relevance
of reliability of roports from suppliets and of feedback from distribution, This recognition runs
parailel with managerial policies aimed at formalizing worker cooperation and eommunication,
activating speeific warkplace partivipative struetures, disseminating o new discourse ¢ f warker
responsibility and independence, and prefiguring schemes of differential rewaeds for the miore
active and coaperative employees,

Marx (1973: 706) anticipated how the incorporation of socinl knowledge as a direct foree off
production detined a "general inteliect” at the basis of social practices at work, e then transtated
it into the objectification of worker knowledge and e vperation as the eulmination of "real
subordination.” In this perspective the "general intelleet” is not a worker-empowering
characteristic of specific foems of work organization. That means that the valorfzation of worker
knowledge and cooperation can take place even in contexts combining {lexibility and a limited
warker initiative with awtheritarian and hierarchical [orins of control. But while Taylorism
congidered subjectivity as asowree of disturbance, or as an independent inteilectual contribution
by the worker which vielated the rationale of managerial planning. in this scenario it becomes

i tesotrey (Revelli 1993 XXXIV-XXXW),



productiog. At the same time, downtime, Jelays and work in progress between phases are
slashed, Strategically, the Taylorist cotieert with an etticient use of time and motion is then
comphemented by e efficiency of the whole system in cutting waste (Coriat 1991 62-64).
Taiichi Ohno, considered the father of the Toyota system, defined this concept os
"autonomation"; o reeursive relationship betsveen man and machine allowing for the employee
not to he entirely controlled by the machine's pace and to intervene punetuadly in the correction
of defects (Ohno 1993),

At the leve] of production improvement. quality cireles, suggestion schemes and "total quality
control” schemes are part of the paradisgm. In particular, "Totad Quality Management" (TQM)
represents an evolution ol the selective, gxepaost and piccemenl activation of worker initiative in
"quality circles.” TQM is aimed at building quabity inside the organization through delegation
to the employees of responsibility. coupled with specitic training in problem-solving techniques
and identification of defects (THIL 1995). As & consequence of this paradigm, while in the Fordist
model of mass production materials were "pushed" down the line, in the system inaugurated by
Toyota parts and components are "pulled” by the requirements of the [ine at any given moment
{Cusumana 1985; 2660). Concepts like "kanban” (the "card system™ 1o order parts at any stage ol
the process), teamworking and "just-in-time™ {or J'T: the supply of the quantities needed at any
stage ol the process at any precise time they are needed) decisively contribute to this shift (Lstall
19851, They alse make of the shopiloor a crucial aren ol strategie decision-making (Coriat 1991
$6). This also implies the substitution of "horizontal integration” (eooperation and joint=-ventores)
to "vertical integration” teompetition among supplier companivs) in relations with suppliers
(Altshuler and Roos 1984 13638 Womack, Jones and Roos 1910 138-168). Finally, the
promotion of company unionism as an alternigive o eentoalized cotlective bargnining provides
a erue il advantage for nuiagers i eircumventing vumeraliliny to calleetive incustrial action
and o tight contrueiual regrulations on the shopdle s 4 wsmane [RS2 18D,

These chemyes are probably not only a niter o sianeerial discourse and idenlogy, Leaving
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times aud costly shitts 10 ditlerent fines of production « Wonack., Jones and Roos 1491). Second,
the vverarching priority of a continvous low of production, with ti,e necessity to coordinate a
high number of suppliers. led to high costs of stock-keeping and buffers between production
operations (Cusumanoe [985: 165-260). Third, the whole system is considered as partieufarly
vilnerable to disruption due te indusicial action a1 high turnover rate (Meyer 1981 Peterson
1981: Lazonick 1988: 16}, Fourth, t2chnologicully-driven imperatives of control weakened
management during the transition to Fordism. Tn Fact, the system faeilitated the concentration and
the sovialization of a sizeable Actory profetariat at the point of production, providing for
potentially devastating consequences in case of interruptions in particular points on the line
{Cartman 1979),

Responses to these shortcomings assumed quite cfiang programmatic and ideological
overtones in proponents of more flexible forms of organization, utten attaching to the distinetion
between "Fordism” and "{lexibility" the flavour of o clear-cut divide, Sabel (1982 25-30) argues
that "Fordism” as a paradigm can no fonger contain a growing complexity in the nature of work.
One of the most widely quoted alternatives in this regard is the "Toyota production system.” 1ts
underlying strategic objective is o cut costs associnted with waste as evervthing which does not
add value to the product. While this futer i an alleped characteristic of mass production
{Karlsson and Ahlstrom [996; 27-28: Gosl and Gaimon 1992), the optimization of the process
requires reduction of costs due to inspection. transport and delay. and the reductior - dimes for
diewchanges. lubrication, machine uploading and Jownloadine (Shingo 1789 7081, ther
muthors emphasize the worker capeeity 1o perform single operations on multiple machines, with
i greater combination of different operations in producing highly somplex workpicecs (Monden
1983: 102; Pe Groote 1994 Benjuular and Ramakrishnan 1996; 1198),

A uadity output for a mass consumer market can thus arpuehly be achieved without iass
production methods, gaven the capaeity of @ flexibly organised produetion process (o satisly a

diversitiod demand io Jimited prodoetion runs, eliminating waste and rigidities of large ots
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TUROs drove many nrmifucturers out of e market, forcing others (o merpe and rationadize their
apetition.. Moteover, Jocal content defined as perventiee of the mass of the car faeilitated the
domuestic production of heavier and relatively low-value components, ereatingt a turther Isusier
to technological innovation (Seuthall 1985 310,

A change in povernment orienta ion, alresdy evident ronn the il of tee [97t, culminated
in policy measures (from the "Phase V¥ of the local content proy ranume in 1989 ained at
promuting rativnalization toe reduce production [Furmentnion. Crieniation o eSport wits seen as
intepral to this solution. and the definition of focal content wits enbirged o inclikde not endy e
shace of the value of a vehicle produced focally, but also assemblers’ export quotas. At the same
time, protection from imported componetts vas reduced, But in 1995 seven manutactarers still
produced Jess then 200.000 units in 11 makes and 33 medels (Daocan 1991; 28-32; Blaek 1994
82465, In 1O the average production per moded was 6,000, Tn 1990 s fpure was 30,000 for
Brazil, HL000 for Australia. T20.000 R Japats, and neely 200,000 foe Furope and United States
{Black 199%4: 71). This exeeptional fragmentation mads the attainment of mijgimum efiicient
seale of produetion highly probdendtic. At the sume tine. trade union extimates indivate that
madels produced in South Atvies in 1993 could be imported at a reduced cost of 20-30%,, it
were not for the remaining market protoetion’.

Obstacles to poliey change in the seetor can be seep as the ontcome of o complex interplay
between stute and multinational companies. From one side, the encouragemem of a national
industey remained a prioviey well into e 190305 From another side, the rise of the Japate,« in
the 1970 was Hnkaed o their capagity to penetrate dis erse nuchets with lasic "modukae” cars sold
in varinnts casy o build, This weant Tor Pueopean and Amerivan imubtimitionals that the
advantape of being positioned i1 a particular warket, especially a peripheral vae like Soath

Africa, beenme relatively less important compared to buslding cars with poets from viwkon::
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Alricas  intetnal political and econottic erisis to usbe e lopic of inwird-looking
industeiadizntion Jistunctions] (Souttsdl TONS: 3080 Moreover, poven the pradiibitive cost of
Biph-technolopy development and the wnavailibiliny of local desipn, a Topic of "mional
production” was objectively subordinated te stsgepive of pernition md inernaiionalizdion of
major tastationd greups, which could alobatly anicadate assetmbly. manafactaring and
compoent supply,

Therelore, the intermatiotlizition of thye sector atnbipuowsly impaeted on South Advic's
autonobile industry, From one sdde. ot favoured the proliferation of preducers and nishes: Trom
the other side it deeisively constrained their competitiveness, The South Atvican auto industry,
an developed i the Tast thiety vears, is characterized by sl volume production of o hiph
number of madels o multiple platform e, the combiion  hody=enpine-peatbox)
votifipurations. This provides for ditferent lines and processes inside tost phas. In 1973 16
sassetiger vehicles numuticiurers operatad in e countey s T3 assembly plants, shaving o markaet
of 229400 units amang 53 model lines, Puging Uwe TU80s e number of manudacturers rose to
a2 ineluding commiereis] vehicles, for u total vehicle maket of 302,300 anits (Swart 1974 {o3-
lodo 1700 Black T 82, Dix [u0d),

Focal sontent Bweilitated o major loeational shilt [rom the industey's historieal core, the
Fastern Cape, towi rds the PretoriasWitwatersrand- Vereeniping (W) region, where nnast jocal
cannponient Henes were conventitted CAdler TOR3: 3, Cliey sher naoved to the Pretoria iveit, in the
future SAMCOR plent in BBo¥, In 1970, PWY qecsmtad 1or 306% of the ntaket shire
(Oherhouser 1993 108, Tinpuort substiiution in a phase aof prolunped eeonomiv prowth following
thie repression of the anti-optheid popular opposition s the Bepaminge of the 19605 Lwilitated
it heyvant expansion o e seetor daring the a0y and tie Giest badPol the 79700, The adverse
colirienee b the T970s reevtont wote deepessd By oincrcasinge international saolation,
disdipvdient by g vabtaationiale dial vt worlgelace Tilove nalitanes (D e 18909,

titeb The P s then aid Tor acdoswdosn s peduetion and B die erisis that duvine tie
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has been recently expressed on the maefeabilng of fexible ssabene: of orsanisation to NICs
{Waomach, Jogiens and Roos 19K 2630 Carrillo 1993y, Flesilihity s assumed, moreover, as
providing a new eesnomic viability and compasitive adsantaes o ecotmic stivietures based on
small seale industeialization in peripleral countpies (Seliite TO8Y; Sabel 1990; Tunes saud Bhalla
19931, In other views, atl orientation to export as & result of shitting balanves of poser between
trapsational corporations omd iocal institations weahens the role of the state as an agtor .n
imdustrinl poliey, while not elimimuing loval causes of inetlicieney and diseconomy in
production which van he attributed previsely to the unregulated vvercrowding ol restricund
internal murkets by a hipgh number of competitors (Bennettand Slape 1985: 140.47, 183), This,
implivitly. reinforees the case for the continuing importane of eeoomies of scide in national
industries subject t meise technolupeal inovition,

In the vase of South African auromobile manutieneing the wansiton away Jrom iport
substitution is coupled toa lepaey of intermational isolation of the apartheid repime, which imakes
the adoption of competitive work and produetion “best practice™ status all the more probiematic.
Urigimally devetoped around CKD (Completely Knoeked=Down) assembly, loeal antomahile
s bweturing approitehed Joeal content policies altet World Wi I 1o curl the import of pasts
and te ease balanee of payments” eonstraints. Opportunities offered by am endasping denind
stimulisted a number of car txundacturers to statl produciion of feeally builtenp vehicles,

The proliferation of manufacturers was Licilitated by o Tocal contemt propranime aimed ot
building a mtional manutiwturitgt indwary while it the sange time nidnaining o tee market
approvely b fntersal computition (Crittiths 1968 Perrehia 1860 4203, As g consequetice of the
povernnients incentives for loval content. the number of autonukers inereased as mare
cumpinivs moved to South Adriea to eotnter the expiitsion of compaetitors, s a response 1o the
stibe attempt af demesticating automobile produetisan ransationad ateanonopofies dominated
the domestie, highly competitive market. Dynamivs of intersationadi o o produetion suwd

converprence ol stundands aronmd the Japanese “Best prachiee” i the 1 %S wbded o Saowh
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Heightened competinon, due to the cobvergenee of -lemad arornd hotmops -ons, relatively
cheap models, and w e "nutweation” of the marhets i major industrial countries (Dankbaar
1984 Silver 1991), Tsvoured durity the 1970s and 19804 the emerpenee of sizeable automobile
full manuticturing aperations in various midedle-teame, Newly Industrialising ¢ ountries (NICs).
Thix trend was antivipated by varions expertments ol developmentulist state-tostered internal
industriglization between 19338 and 1963 lenkins 1987410 I dhe tollowing decades, impaortant
differences ook place in virious development trajectorivs, Somie of these countries, particulacty
Kuopea (Cireen FUd: Lee 1993 Woo 19493, defined innovative paths where strong state suppuort
for high "loval contet™ production was aimed at stinnlating export £ Alshuler and Roos JUg:
41).

Other NI - Braedd, Mesieo) maintabired their "loeal content® policies fonetional 1o "impert
substitution” ts aitract foreign capital througl fisead and market incentives tAlishuler and Roos
1984z 38300, Howvever, a limited inemal demetd, low volwne production, market fuetuations
and a growing imeeration i1 echnology and production inethods in operations of moltinational
corparations geross countties proved contradictory with logul content. This imposed  processes
of restraetiting., which pushed this proup of comtries 1o develop costscompetitive products Tor
export, and to adapt their low-wage eeonomies o reguirenments for quatity and tlexihility
incompatible with import substitution indusiakivation tJenkins 1987: 189.208; Truett and Truett
1943,

Al the level ol worl, orpanisation, versions of the " Japanese nundel” are supported in varions
NICk The existened in many of these cotmtries of aheah Tipeh levels of manggement diseretion,
the limited seope of egotiation with unions, and o mmimal recopnition o shills and exibility

implicit in production are seen as Gctlitatime factors cilumpheey 19930 A mereasingt optimism
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CHAPTER THREF
Turning Points o Dead Ends? The South African Automobife Industry in an Age of

Restructuring

A0 Modern Times? South Aflrican Automobile Manofaeturing and the Global Chalenge
of Filexibility

The first chapter cautioned the reader on the adopmion of an idealized concept of Jexible
organization of work and production, The problematic nature of flexibility eon be sumimarized
as due to two main fetors. First, experiments of” lexible work arganisation claim 1o efigit the
aetive participation of the workioree. treating subjectivity as a major resouree. [owever, this
goal enters an upeasy refationship with the multiplivity ot aspeets which determine the patterns
of world views, repulatory ideus and moral ceonomy that coneur in econstrueting the subjeetivity
of the worker, Even i T am hepe focusing only on the dimensions thore relevant to the workplace,
I alse strossed thot o distinetion between workplace and extra=workplace determinants of

subje ity showld not go as far as to assume thi the ohserver can totally discount the influenee
ol the v .o oh the Jormer, The subsjectivity of the worker synthesizes in an unstable way these
influences, and it provides the busis Tor an understanding of the labour progess which does not
necessarily eaineide with the matagerial view,

When faced with the permanetice of patterns of authority and ingquality, the complesity of
subjectivity cun be responsible for unpredictible and unintended cony squences. Depending on
subjectivity while having 1o confine it to wlin is compaible with the Lictory imperatives is then
adilemma of Dexilte work orranisation.

Secold. the coteept ol lexibility itsell is highly problematic. [here may be viriows aspeets

of exibility, whose simublaneous implementation eonld be vontradiviory, Moreover, fexibility

does ot neeessartby mvobve every aspect ol an orpanisation fnstead. T shewed how current
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Fir chupter Three the development ot the South Alnein aatomehiie imdustry will be examined
precisely in terms of specilic and contingeit patterns of adaptation to global forees, These
patterns are neither strajghtforward nor without ambiguitivs. Indeed. us T will show in chapter
Four, cantradivtory eharacteristics of industrial adaptation will be quite important to explain the

development and structure of SAMCOR.
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literary canons, the narrative and styliste coding ol the storv, the use of ditferent styles
(eallaguial, prover' politically correct, techaicaly in what they can tell us about the degree of
emotional partivipation, disenchantment, eynicism. enthusiasm, estrangement of the peaker, For
this reason, I maintained completely unaltered all the matetials quoted from transaribed
interviews,

The Marxian concept of "worker eiguiry” {Wright [988) implies that the research on the
organisution ol work and production is aimed. Hrstly, at the condition of the industrial proletariot
in u holistic understanding of the factory, Second. it gives the workers the possibility to define
a subjueetivity denied as such by the rowtinized and (rogmentad aatare ol the expoerience of wark
imposed by capitabisiy (MNarx 19953, Conseqguently, some sunhors who adopied this framework
stressed consciousness and subjectivity as autonomons Grees shaping workpluge social relations,
instead of Deing simply presuppesed by themn rPanzier 1963, In thisy sense, "industrial
sociology,” the analysis of labour processes and organisations, rather than a feld of exelusive
knowledge and expert technigues to grasp worker attitudes, is defined at hest as a "first
approximation” rAlgqsai 197500 o warkplace elass composition and worker subjectivity. The
prospective aim is o allow workers themselves to develop their own saciojopy and their own
"sellepesearch” (Panzieri 19855 Front 19635 Caccimd 1975 Tonmassim (9781,

| assume that @ case study approach provides an adequate and general leved of explunat’on.
This derives from my understanding of the Fietory ax an instingion producing not only speeific
gouds, but also soviad inteictions delerined by the relations ol power wnd inequality in u

A

supitalist mede of production. In this sense, the sipnilicanee of the "sinpularity " of the workplace
does no Nie in its capacity for o striet sk tisticad epresentation, but in tdw content itself of
focalized social relations whose explamition van capune their plobal ¢haracter (Hame] 1992
117y However, as Miclael Buriawoy (19850 181 saprgested. this is not a problem of abstraction

from the particulir to the preneral. 1o Bt vvers signlagity contsins asenerdity, in that the sovial

vtdet of a workplivee 35 alwo produced By forees acting at a general ana plobal level,
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to individund storytelling. impodueing @ dimension ol coptestation and communication, In fuct,
individual jnterviews tend igvariably to contain o depres of artificially constructed eoherence and
selection of memory, CGroup diseussions had the parpase to maodity these processes confronting
them with a plurality of signitications, sud this was in my dase quite useful, abso becise
disfogoe amd contestaion stitmulated the patticipants to provide an amotnt of inforwtion larger
thian in individuad interviews. This approach rejects the "nemtrdity” of o personally detached
researcher as entitled by an objective technival kiowledpe (Dubet 19484 33; Fortier 19963,
Memeory and attrilition of meanings o evervday expetience are nonetheless selective
processes. Intentional amd unintentional distortions may be motivited, for example, by the
subject’s need to rtionalize controversiy' behaviours. or to substantiate positions and opinions,
or W hide econtradictory perceptions, or to nd a stronper same of consisteney. [n faet, healing
the "wounds” vreated by the mature of power as diseursive exproprintion or imposition of
meanings and identities regquites cottinuous changes in forms of' subjective identifications
(Spivak 17923 However, this does not imply that subjoctivity and narratives of subjectivity are
the sanse. In thet, velected narratives of tactory lite and struggle niy respond te the need to adjust
asense of inadegnoey and ubeertainty in workers’ private lives as shuped by economie and social
condittons (Pineelli. Sonetti and Taceola 1986; Passerini 1983: 1202), This {s most notable when
identilicotions and  behaviours spurred by social change are uitimately  exceeding and
unmanagenble e the social and ceonottie torees mastering change (Montaldi 1961),
Storytelling, then, cannot be assumed primarily as an objeetive accomt ot "what happens” st
of the positton of actors in the social order: this will imply beibp exposed ta a high level of
contradivioriness (Passerini 1980, In faet, it reflects wass in which the sovial otder is
gohstructad in the subjeet’s perceptions wid profections to mwtivite soviad avtivtty (Tonkin 1986;
2114 Oral sourees do ot refer to events, but o meanings (JPortelli 1981, White F9823: broad
patterns af social dlungee can be captured ina single event or e plitase (schrager 1983,

Hotmeyr 1988 Portefli 19901 Ways to ascertain these meanings mnst e attentive to their
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simple. This representativeness does not depend on the possibility to generalize the responses
I had with methods of statistical inference. which is made moreover impossible by the open-
endedness itself ol my interview schedule. 1Uis rather given by the patierns of recurrence and the
consistency of themes emerging from the answers in th fterviews, To summarize, it is the
internal colwerence of my findings, and not their statistival definition as the mirror of an external

reality, o deline their representativencess and reliability.

2.2 Methodologicnl Rationnie of the Worker Enquiry

I tried to orient my research to the more gualitative aspects of worker experience also on the
basis of more general methodological considerations. The study of the dynamie nature of worker
subjectivity (Sabel 1982; Marshall 1983) requires an open approach to capture the totality of
worker experfenae und practices in a way at the same iine synthetical and attentive to
differenees. suatifeations and contradictions, by some views, this is explicitly aimed at achipving
a compenetrarion of the worlds of the observer and ol twe observed to £l the power gap between
the two and to ¢reate the conditions for the subject o make sense of the often invisible power
muchanisms shaping hisher lite (Burawoy 1991,

Ethnwgraphic studies of work and participunt observation have since long shown, [or example,
a refevance of oral history and Jite history appreach whicl was not missed in the way 1
camstrueted my interviess and proup discussions., by particular, T paid attention for the narrative
amd autobiographical strategies used to report worker experivnee and sociality, I then tied to
taintain wiy presenee as Hmited as possible, confining it w the introduction of topies aceording
W geid” of basic issues 0 be diseussed inan open-etded way, These indluded workers'
evitlugtions of company quality programmes ad of partivipative nunugement, their pereeption
ol being invelved in problem solving, e madn problematic aspeets ol restrueturing, perception

ab skills, the role of the union, the attitudes of the supers isors, Croup diseussions were related
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trecruits 75% of its employees', The remaining interviewees mainly come from Atteridgeville,
Muost of the workers live with their tamilies. and a signiticant minority with their parents,
Linguistic homageneity is also notable: nearly all of the interviewees speak efther Tswana or
Notth Sotlo as a first language. However, T could notice that communication with white
personne] and sometimes even with shopestewards is in Afrikaans, Familivs of the interviewees
show a high degree of residential stability in the urbun environment. Nearly all of them have been
living in the Pretoria area either for a least two generations or for a tinwe that cannaot be precisely
quantified. Only a smafl minority reported strong links (frequent visits, income distribution) with
relatives in rural areas, mainly from the former Bophuthatswana, Mpumalanga and the
Pietersburg region.

The deseription of the group of workers [ interviewed leads at this point to questioning why
the reader should secept that the responses [ got can be assumed as part of' & general pattern of
subjectivity, and not as the simple opinions of thirty workers. By choosing to conduet in-depth
semi-structured interviews us an alterative to detatled interviews and questionnaires, my atm
was not 1o sunmarize workers' attitudes towards restructuring at SAMCOR. This would accept
restructuring us o neutral concept pertaining o the feld of managerial initiative, condining
workers only to the quantifiable aspecas of their responses. Instead [ aimed at showing how the
quality and nature of restructuring were represented in worker experiences and how these
pravided meanings and sense (o restructuring itsell. In this way, rejecting a purely quantitative
approaeh ta sociological daty, the ubserver should be from one side prepared v an extrome
variability of responses, and trom the uther side he shoubd he able 1o deline internal patterns of
consisteney, In other words, sinee T rejected a quantitative survey approach hased on responses
on it given set of alternatives in strictly defined topies, the aunber of warkers 1 interviewed, or

the possibility of a statistical induetion are not relevant o detine the representativeness of my

NUASA estimuiges.



them the interviews, tryving o sidestep the restrictions.

Unfurtunately. given that the management Jid not assist me in sclecting workers, and given
the nature of the production process. I could interview workers only when they were made
available by shop stewards. This was, of course, 0 major problem for group discussions, which
fimited the mamber of such sessions. Moreover, the availability . ¢ shop-stewards themselves was
constrained by their participation at a host of caompany forums and meetings, and by their general
duties. Many meetings had to be cancelled onee scaeduled, and 1 had to spend hours at the
Lompany’s reception or in the shop-stewards committed's uffice waiting for workers to interview.
However, having these limitations in mind, [ organised my interviews trying to represent workers
from the three main areay of the plant {bodyshop. paintshop, final assembly) on a range of
occupations as wide as possible. As o result, seven workers are from the paintshop, ten from the
bodyshop and thirteen from the final assembly. The range of oceupations is sipnificantly
diversified. There are sprayers, seal-appliers, repairmen and body-handler Trow the paintshop,
spot-welders, metal-finishers and quality controllers {rom the bodyshop, and repairmen,
component assemblers and quality controllers from the Gnal assembly lines.

While this heterogeneity allowed me o appreciate eontinuities in perceptions and responses
to changes aevoss virjous oceupational dimensions, in other respects the group is quite
homogeneous, The age of half ol the workers is between 35 and 42, six workers are between 25
and 30 und nine between 30 and 35, All except two ate narried. The overwhelming majority are
in Cirade 3 semiskitled), four sre considered as unskilled, i o are on Grade 4 or 3 {artisans),
Five of the interviewed have o Standard 10 qualification. all the rest are not lower thi., Standard
B, Tleven workers lave been ot SAMCOR for between 10 and 13 vears, 13 for between 5 and
10 vears and sin tor lexs than five vears, The overwhelming majority of the workers (20 nut of
Ay were born in e Pretorta area tAteridpeville. Munelodi, Lady Seiborne). Twenty-one of

them live i the Namelodi owaship, about FO K, from the plint, where the company currently
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the industry, as it the Eastern Cape, [twas, however, limited in the Trassvaal, This wus maialy
due to the relatively receut transtier of automoebile congpanies in the arc, encouraged from the
1900+ hy government polivies of industriad decentrolisation, These lod muny companies to
establish wir premises, as the one where SAMCOR was then built, in areas with weak or non.
existant uniontzation backgroud in u period when i black union movement lad been almost
completely suppressed.

This contrast between the emergeniee of @ stroag union movenent in the auto seetor in the
Fastern Cape ond the difficultios and the defys it encountered in the Transvaal played a
meaningfitl role in defining patterns of worher militaney at SAMCOR, This will be the topic off
chapter Five, where SAMCOR workers' subjectivity sill be analyzed in relation o the
charactertstivs assumed by restieturing in the plant and to the role phyed by union orsanisation

n

in shaping worker responses, TTowever, before that il is ieeessary o apply to the "micre” level
the analysis of the stratepios tor exibility that I have developed in this chapter at 2 "magro®
fevel, The next chapter. then, will investigote the ways it which the company addressad the
chatlenge of flexibility, The contradictions defined by company policies will shed further light

on issues of subjeetivity examined in my tinel chapter.
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were adapted to material conditions of racial and pender inequality. b particular, de allsswhiwe
all-nrate. predomimantly middle-class by buchpronnd of Neath Afvican management defites
it as a very cohesive proup. This helped o reproduce racial prejudices and aceeptanee of the
stattus g, even il the sector s never been overdy supporting Nationalist politicians (Dunean
19930,

The advent of the unien movement Jefined o new eguilibrium between continuity and
adaptition in management atitides. Tlete, atraditionally strong anti-union stanee was combined
with the reproduction of ravial stereotvpes i a new diseonurse of paternadisi, which found
resatianey i the Jipanese discourse of partivipation. This deterinined on the shapfloor a gap
hetween workers' invohsement in supgestions and op-down communivition, with the denial of
real delegition of responsibitity which reintoread unions' suspivion. "Cultural” motits supposedly
at the base of flexible oppundsithons suceess were translated into prevailing matagerial imagery.
as in the ease of i Poyota mamager wheo vredited the suceess of JTT in his Burbuan plant to the St
that the work ethide and respeet tor authority of its Zulu workers were similar to the Japanese ones
{Dunean 19920: Td=15; Nattrives {99 b 3,

The vonjunetion of these institmtional, arganizationad and ideologival patterns in the segtor
contributed w dyvnimics of myon ofpenisation and militaney which showed  important
pevtliarities, The depedence of hoeal automebile nanatieturing on foreim naltinationals, the
tradition of unionisiion of its valoured Inbour foree, and the wehitively heger=of0 position of jts
Adrivan elmployees i shill and wapes stratilivation:. arengtthened black workers' barpabsiny
power, Conversely, lack of reeopnition of shills, strict wape lderarchivs, and @ linited
vitlnerability of e industry 1o dinsgres due to industrial action thanks o an unrestrained
supwrvisary autherity in hiring and finne historically provided poserful weapons for managrerial
control (Rowy 180abs 1 evels ol eontlutand onuaisation in the antomoile industey provided
penetlelee ideelome cotitrimi to the expansion aad veseolidation of militint metabworkers’

wioniniy, The contribatess of automobite worlets wos most selevant in e historical bases ot
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rewards, employment seeurity and reinforcement ol collective bargainiig ™, 1t is notable that the
reeogtition ol portable skills was aimed o coping witl the sovial consequenees of restructuring
teving to fieilitaty the re-employment of workees retrenched due 1o econamie tailures, In this way
NUMSA accepted competitiveness as i stritegic priority. reducing its emphasis on etployment
seeurity. This was considered as an aceeptable tradeofT to vadorize on the labour market the
inherent Hexibility and skills of the workloree as a souree of hargaining power, instead of
aceepting its reduction as an appendage o mang; ariak strategies, In this way, the 1994 agreement
made of the definition of the fexible praductive subject, or of whiat T ealled the fommakizution of
subjectivity, inside and outside the fctory, o new terrain of union-management confrontation,

The agreentent emphasizad the linkiage in NUMSA' Larpaining stratepy of traditional
distributive issues with questions of produetivity and orpanisation of production, Conversely,
managerial orgatisational thinking was developed in South Africa in a mueh less holistic and
oripinal way, Automation is genetadly implemented on a selective and unintegrated basis (Mallor
and Dwokusky 1993: Bwert 1992), Empirical studies showed how managerial culture kargely
considers pivcemenl innovation and continuity of vertical power relations as ingredivnts
achieve a homoegeneous level of guality for highty fragmented outputs (Bethlelen 14991), and
this can be substantially applied to the aute industey s well, Morcaver, the persistence of
authoritriun managenent styfes and the seleetive intraduction of bour-saving machines define
a pap between innovation in webnology and conservation in organisition o werk ad workplice
soeial reltions (kraak 1996),

I particubor, managerial fdeologies in the South Aliivan aute sector were shaped by a
complex interpiay of reception and repraduction of suceessive waves ol business "phitlosaphies”

tAmerivan, Earopean, Japanese) in coinendence with turns in intermitional developments, [hese

\nrwmuu o, ey Indnatrial Rutationg. Depensation o ke Aato Mapdicmriog by, G the Beriod
5 998, simned I the Automobile Manudactaers Finplovery ovmanreation ¢ AME G amd the
N.mun.il l’mun nl '\!e .:!\ml hars of South ARG INTUMSA and SA Yo Suad & Versante Nvwethede- Unie,

-\S



that worker responses to nkuragement-initisted pantivipation sehenwes will be Ieavily influeneed,
and constrained, by what is their experience of demoeratic practices in the uions as vehicles to
transkate their vision of i demoeratic socidd order, Theretore, i the absence of a pereeived ehunge
in pewer relations, Bexibility does not seem endowed witht any consent-generating property.

especially when confronted by imiplicit workplace resistant prictices:

Their reaction is positive if they have their skills recogmized. They don't have o
prablemt in being Hexible beeause they'se always been fexible, rankly. They
were more {lexible thon what we realized. We still thoupht they are locked in
task-based levels, but they are peobably the mest Qexible car workers in the

warfd'”.

NUMSA's bargaining steategy adopted in 1993 was aimed at addressing these issues ina
holistie perspeetive. The union's programme linked the redressing of the "apartheid wage ¢ .p”
with a proactive approach to prosluetivity and ~eganisational aspeets of industeial policy, This
attempt +* defining u union perspective on Texibility considered wt the same time the necessity
for "ideological compromises bused on the need for ineenationsd competitiveness ™™ This set of
privrities foum] an expression in the Three-vear agrevnient for the automobile sector signed in
19 {(Von Holdt 19950, The agreement addressed the quustion of wagte differentials by
enforeing nerases signilicamly above the inflation gate for the Jowest paid catepories, while

containing thens below e intlation rane for e 5% highest paid, AL e sanie tine the agreciment

provided for portable eertification of skills, expansion of tratning sehemies, productivitysrelated

Canain TTartlond, nenswws with the Angtisor, 3008 Jaas

Tony Kenlve, ety iew wigh the Antiior, § 9 1905
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In e endd evan Teaditg union officiads’ -esessraent of the problem sound netibly pessinsist,
In Gevin Harttord's words, NUMSA'S barpaintoy position on warker participation schemes is

weithened by the subalternity of the union 1o managerial orgaisational prerogatives:

[nn thaat aren, gaite frankly, my persenal opinion is that G ution is weak. It ulks
about i move from nss productiong o work teams and flexible specializition, |
don't krow what the fuck that means, Tt talks abott tese coneepts, but in the real
world of manuticturing envivennent ey ' meaningless, they are dpments of
imugination. Because you have a vehiele coming down of the line and you've ot
purts that vou have to (36 And that's it unless vou can gt grip of how a vehticle
is dusigned, in e et instaney, which requires bitlions of detlars belure starting

manufieh g,

Then, it the permanence of traditionut line production methods in South Afreu is inesvapable,
there is one man strategy unions can adopt (o maintain a strong presence wnd being able at the
same tinwe to contain managerial power in restrueturing. That is, vather than entering nepotiations
oft work orgatiisation en the basis of nernugement’s ideologicn] Pueprints, (o consalidate the
unions' negotiating position with clear views on issues such as the reduetion of ware dilferentials
and rewands For shills,

Thyxe positisns recopnize thar worker commiitnient w eompetitiveness amd prodactivity is
subordimated to coneems inherited from the history of the Soath Adrivan industrial relitivns and

pelitival system. Tasues of adequate wapes, reduetiom of the “upartbedd wiape mp® among hourly
employees, praspects for wdyvancetnient, recopnition of shifls are erieial in wothet responses to

testrueturing and extbility. Moreover, as Buhbanpti (19960 F38) indivates, it is to e expeatd

T Hartford, SUMSA L inters iow witl the Athor, 0 % oo
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Wessels | Tovota A Munogtiyr Divector, Awthors iote] savs that ia 1949 {liey
will totally be implementing HT, FOQC. blah, bl blali., Yot Toveta Daban
remins very el in the culture of Sowth Advican isduetry, There's sane
evidenve that its relions with suppliers are chaaping. but not work

argatiisution'”,

On the other hand, experiments with multiskitling, job rotation and quality circles in the sime
companivy encountered workers' suspieion or overt hostility beeause they are embadiad in
traditionul raeist attitides on the part of management and are often introdueed  without

consultatian with thy union (Nattrass 199750 Duoean and pne T9u3k; 21y

Warkers are rightiully suspicious beeause they will have to palice themselves, put
pressure on ¢ach other ... The first determinant of teamwork s cutting e costs
of control. In general there is abjection towards these things because it means
more waork, more load. the eliminaion of breaks, And the grading system is not

hased on the recopnition of skilis, Workers don't see the rewards™,

This creates problems of communieation and internal demovriey in the unons themselves:

Tlere wasn't one single general mecting where workers came wid said: "Please,

untem. develop new ideas on flexibility and workploee rostructuring for us,™ On

the contrary, all of these ideas were initiated by the ution ledership'.

Chi Eloval, NUMSA, mterview with the Aathor, 15 § [ass

Ty Kpralwe, NUNSA Nanonal Cwandimator Tor the atotpebiie, vre ! rubiwer indsedis, interview with
e Aughag, § 0 [wsas

Ciav i TTaetford, NUNIS A iters ew watlt tine Aulon, 300§ 88
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They started to rebuild the company: they totally replaced the management,
cleaned up their guys: they turned the company around and today its a very
sticcessiul company. A learning organization, as academics sav.(..) lheir
management team is visionmary and very interventionist, hoth in the plant and in

the whule region™.

[ would cudl this an ideological road 1o restneturing, which substantinlly contrasts with the
experiences of other companies, and with SAMCOR among them. The peculiarity of the
ideological road ix that it recognizes the employees i independent subjeess whose allegianee to
the aims and imperatives of ' company should be gained through processes of consultation,
negotiation and institutionadization of conflicts. Moreover, in the ideslogical road the company
is prepared to recognize the union as tw representitive of the workers in processes of
organisationn] change. This does not necussarily exclude subsequent attempts by the employer
to undurmine the power and status of the union. This road may indeed be aceepted by
ninagement only temporarily, given the ability o the workers to thwart more authoritarian
forms of restructuring. But in this path company purticipation schemes are not explicitly initinted
i substitutes of the unijon,

The ™ideologicai voad”™ contrasts with the explicit anti-negotiation, it not outright anti-union,
attitude mottvating, fur example, the introduction of Juality ¢ireles or "green aveas” at Nisson
(Surtee 19940: 21-20: Duncan and Payne 1993 18), or wilh the Tahour-saving and cost-¢uiting
biuy inn the introduction of Justin-Time and automated technology without any parallel
enhancemunt of multiskiifing at Toyota ¢Oberhavser 9930 109; Dewar 1990; Dunean and Pay e

T893 Nattrass 1991b: 4y

" iavim Hartfond, snteevus with tine Author, 300§ {9
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supervisory methods’. At the time of the 1990 sirilee, the company was already embarking in a
reformist approach aimed at gaining vnion participation in solving the issue®, Atter the strike,
MBSA started a major rehearsal of manageriul positions, even recruiting the shop-stewards who
had suevived repression in industelal relutions or human sesource managerial positions and
activating programmes of affirmative action” and focal development . Inside the plant the
introduetion of teamwork was ainwd at eliminating supervisory positions*’, to be substituted by
"facilitators” incorporating, in relationships with "team managers,” hoth supervisory amd
superintendent dutes', The alm was, explicitly, to make work "sel{-directed" and "self-
motivated,” also through attempts at introducing pertormance-hased rewards,

MBSA's experiment is now coming under increasing strdns, similarly to Volkswagen,
especially on the issue ol unilateral managerial power in restructuring'. Morcover, the sttempt
at cooption of shopestewards in company's responsibilitics may have important side effects.
When cooption takes place in o restrueturing process unilaterally decided by management, this
has been proven as 1 magjor reason for unions’ resistanee and rejection of restrueturing (Bublungu
19963, However, this dijression an MBSA is worthwhile, sinee it seems that the redetinition of
managerial culture and values was there a precondition {or restructuring of work and production

otganisation, Thix made MBSA's appronch to lexibility quite peculiar:

‘Mereedes-Henz South Alvica. Repott by daint Investization ¢ enimission, i, (but 1988), GIIP, MBSA file.
“Chophe L. Kettodas, 28 8 1990, GEHP, MIBSA Lile.
" Mereadus-Bens Soutlh Afvico, Memamunluon, 8271900, Rer, FSWFRE 022 GITP, MBSA Vike,

* Tan Russell. Socivebconsmiv Recopstraetion, in the Borderskei Repion, Rietorie or Reality, Mimen,
2601902, GHIPL MDSA File.

* Metvedes- Bens South Afvicat, Jeamwork: Delegates' Manual, prepared by 3. Staitord, BERM Development,
LT IO, GETE, MIBBSA e,

“Brims Kpnvesen, MBSA [Industrial Retations nsanager, imters iewed by Fddie Webster, £33 Juus,

Wrisn Knoesen, MBSA Industrial Belatiens managet, gilerviesed y Tddie Webster, 3 10 (9ve,
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this Latter point of view, the adoption of "lean production” became a dominant theme in South
Alrican managerial ideology, especially alier the publication of' the Womack, Jones and Roos'
(1990} study, However, a general reluctance was manifested wwards some possible aspects of
the madel, such as (attened organizational hierarchies, emplayment seeurity and skill-related
remuneration (CGrenfell 1993; Kraak 1996), On the other hand. the inberited Fversified nature
of the vutput induced many manufacturers w adopt Japanese production methods in an attemp,
to teke advantage of small bateh production through "lean” organisational methods and tlexible
automaudion.

In recent years the sector has became  laboratory for worker participation schemes, In the
middle of the 1980s Volkswagen South Africa pioneered the inunaduction of joint union-
managenent commitlees for consultation and foint decision making over issues of productivity,
socid responsthility and organisation at its Ultenhage fueility (Nimith [986, 1998, But this, far
from prontoting a strong cormporate collective identity as preached by supporters of the Japanese
madel clushed with the union's coneerns over representativeness and awtonomy (Maller 1992,
19941,

Similar attitudes o wurker cooperation to those of Volkswagen drove Mercedes-Benz Seuth
Aftien’s (IMBSA) responses to worker struggles, which culminated in 1990 in one of the most
prolanged and violent strikes in the history of the sector, with the employees’ vecupation of the
plant for nine weeks (Von Holdt 1990Y. That concluded a period of theee veres ol contlict” in
¢ plant notable before 1987 {or the relative weakness of its union organizintion. A myjor trigger

in those dynamier was identified in authorftarian and unilateral management styles and

1 . . " . - T ' P a
NUMSA shopestewards at Vollswagen Sueth Advici, Ulitenlxaere, interviewed In Fddie Wobser, 22 2 1093,

“Oavin Harttord. interview with twe Aother, 31 10 juus,

PR G, MIESA Fides Supteme ot of 5ol Alries. Lastern Cape [vision, Case No, 73888, Muroades-lens
ol South Atvica Lol vs National Umons of Metad Weorkers of Sonth Ay aid 2t nhers, Girgiametown, 2o-
27 S 1UR4.
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shown by performunee indicators. | have here W rely upon Jdata provided by the Industrial
Strategy Project's 1993 seetoral suevey. Unfortunately, these igures reter to 1992, a very early
stage of internationalization. However, it the absence of more recent deita, they are equally useful
to indicate the delays the sector had to cope with, First, quality performinee is problematic.
Prawdueing o car in South Alrica in 1992 required 30 hours, compared to 16.8 in Japan, 36,2 in
Europe and 41 in NICs, About 200 assembly detects per 100 vehicles were being detected
compared to 72.3 of other NICs and 60 in Japan. Production flows demanded 11,6 days inventory
compared to 2 days in Furope and 0.2 in Japan. Only 2.5% of South African aoto workforee
worked in teams, compared to 69.3% in Japan, with a rate of job rotation which was half that of
Japan (but similar to the European one} and a rate of suggestions per employee ol respectively
(.09 agast 61.6. Workers were divided in 32 job elassifications compared to 11,9 in Japan and
14.8 in Burope (Black 1994: 74). Conversely, indicators related to the number of tasks performed
displayed greater viwiability. At the end of the 1980s there were companies in South Aftica
whose workers could perform between 6 . 10 tasks, not far from standards in ngjor praducers,
and companies with 2 to 4 tasks, But, even if a correlation was found on these igures between
multtitasking and productivity (Bothma, 198%: 108-111), multitasking did not necessarily imply
a multiskilled workforee, Instead, the performance of multiple tasks without u parallel
enhancement and recognition of worker skills may indicate the permanence of a strong worker
subordination in a traditiona organisaticnad setting.

Moreaver, the seetor remains highly dependent on Joreign techtology in asser:bly and
compones, in both praduct and process. All the manulueturers are either foreign-owied or
producing on licenee, with focal design limited o minor adaptations tor locally specified
contpanents (Black 1994: 67). Flexible requiretients or ceonomics of seale and diversitication
at the same time indicate the rgidite of a production paradigm where seale iy significamly
lowered by the underatilization and the Tack of Hexibility in welnology, i by the permanence

ol despotie structures f vontral aml organisation of work (dMabler and Daolatzky 1993), From
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(Desai 1996), while it is questionable whether it remedies the irmtionalities” of import
substiwtion, In fiuet, one of the side-effects of loval content programmes, by hampering the
intraduction of labour-saving technology, was precisely 1o strengthen workers' bargaining power
on the shopfloor (Southall 1985: 338), In general, it is argued that the form taken by import
substitution. for exatple promotis, local content by mass and not by value, rather than import
substitution itseif, adversely affeeted the sector's competitiveness (Bell 1989). Moreover, policies
by transhational corporations reinforeing the dependence of the sector on foreign technology,
which is facilitated by local content by mass, could have further favoured uneconomic forms of
protection.

At this peint, the impact of the internationalization of South African automobile

manufacturing on social relations of preduction will he addressed more specitically,

3.2 Hearts, Minds, and Bodies: Serategies for Flexibility in the South African Automobile

Manufacturing

Suvuth African manutheturers internalized and addressed the flexibility challenge in difTerent
ways and with different emphases. As I explained, flexihility requires an aceentuated altention
to the formalization of worker participation and the activation of struetures of workplace
consultation. or even joint decision making to some extent. This may be more or less emphasized
in & production {ramework where no substantial discontinuity has emerse 3 so far witlh assembly
line production, vertical managerial suthority over times and rhythnmis, and segmentation of tasks.
Depending on different translations of worker participation inside this common organisationat
framewark, [ will identify two different "roads” to tlexibility in the South African car industry,
which | respeetively call the "ideological oad” and the "technological road.™ The fact that
SAMCOR is located in the latter will have a profound impuet on forms of workplace subjectivity.

Suouth Afvican efforts te internationalize the sector iad 1o cope with significant delays. as
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"national” ipdustries, optimizing eeonomies of scale in host cotmeies (Gaynne 19971), For South
Afiica. the alternative beeame between adapting to the requirements 1or new vehicles to be able
to compete on a world seaie. or fosing the country's attractiveness as a site tor investment
(Grundy 1985 165).

More recent adjustments substantiatly rejevct focal content policies and peint to a rapid
liberalization of the internal market, Tn 1994 the government-appointed Motor Industey Task
Group completed a report on a Motor Industry Development Programme (MIDP), The MIDE is
peared to reward export by slashing existing proteetive barriers and fostering competition on the
internal market, The reduction of import duties on CBUs (Completely Built-Up vehicles)
inaugurated in 1994 (Motor Industry Task Group 19%4: Finaneial Maif, 23/2/1996) carried
important consequences. The first effeet of the new policy orientation is that, at the end of 194,
one car out of nine sold in South Afrien ix an imported vehicle. a trend which is expeeted to
deepen (Sunday Times, 27/10/1996).

Bennett and Sharpe (19851 and Doner (1991) emphasize the nuture of internationalization of
investment in automobile manutacturing as the owteome of negotiated provasses involving states.
local capital and transnational monopolies, Different agendas along the divide between
internationalization of production and locul development emphasize the rele of strategies and
power relations in defining compromises hased on mutually aceeptable economie returns, Tl
South Afrivan government promuted the industry with a greater attention for short-term budget
considerstion, than for o global industiinl policy. which resulted in growing fragmentation
created by a peeuliar mix of unrepulated market conmipetition and protection to promote import
substitution, From this point of view, the shilt w liberalization of imports and the end of tocal
content orivmtations scem influenced by a renegotiation of pewer relations between foreign-
dependent manufacturers and the state, ' apagt of neo-libetal orjentations in macrogconmmic
adjustment, and the search lor higher rates of profitabitity,

This imposes at the same time on a militant working class [uther bargaining constraints
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of constrob vver design. dependenice on foreign technolops L uad intepration in a sultinational like
Anglo American further constrain the development of production adong "Fordist™ lnes, In faet,
this would require the mass output of whole series o vehieles of a same model in suceessive
seasonal eyeles, I this ese, instead, economies of scale e curbed buth by limited demand amnd
by the production of a high number of models and varkants. These limitations requite an
extremely high level of flexibility in operations o make the vutpat viable,

However, SAMCOR workers are implicitly quite 1Texible, even il as o result of the weakness,
rather than the strength. of dependent auto industrializaion in Souh Alviea, In liet. workers'
iplivit flexibility had ta be developed in response 1o nel more compiex factors than the sole
consumer tastes wd competition, as thy propoments o "lean production” advocate. As 1 stressed
in the previous chapter, worker (Texibility was a eruciad element o cape with South Mrican
companies’ peewdiay mode of insertion in global stutomobile produetion. Technelogical and
finuncial dependeace, coupled to a limited steategic capability. constrajued the market strateyies
M local manufacturess, foreing them tu spread their output on a multi=phstlorm basis, Flexibility
is nat here the result of a rtional and strategic caleulation of alternatives in response t product
and Exbour nirket changes. 1t is rther o process of adaptation to changing relationships between
the state, national and muliinational capital. Moreover, the skills deployed hy the labour foree
are often only weit, and they are denied o recognition by the legacy of racially diseriminated
uppartunities lor education and training. The eitective use of these skills is then problematie. For
example high levels of worker taeit skills olten contrast with the lack of basic literaey and
ntmeraey, which can harper the delinition ol eommon procedures to ekl statistieal information.

I flexibility i then a matter of adaptation, this can be metvaver pieeemeal and selective,
Munagenent at SAMCOR cortradictotily stresy astrotys auphasis on quatisy as based on human
commitnent while at the same tinwe ideatizing technology as the vebéele through which quality
ix shettered from the "inconsisienecies of men's thoaght.” While the company's ideology on

quality elicits human «adeavour amd initiative, teelinelopical innevation invididates that claim.
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this operation wis nunsd it required ote operator pusnpisg e rahe and inotler one fitling its
evlinder with (luid, tuking three minwtes for caeh car, Now, with lnsh-vacuum brake Huid
computerized sy stems, it tahes less tan o secomds. The whole systen is centrally contwected by
tibre optics chunnelling the muassive amount of dita to @ host computer wheee superintendents
cheek 1he st of hydrauiics, eleetries, wheel peometry, hrake effectivenuss, pas emisston. All
data are stared in fops by job numbers. A computerized check ot assembly aperations is done {or
every single ugit, rather than on a samphe basis,

At this puint, SAMCOR' philosophy for weelinological innovition beeame elearer. As the
local "Kaizen and Praining Manoger” explained. it dmdanentally involves the attomation of any
funetion whose perfornisee relies on workers’ idgment or, as he said, “on the inconsistencies
of men's thoupht,”™ such as in e case of evaluaringe iF a brake is bard or soft, In this way, a
typical Tuylorist preoveupation wis pursted: to remuve the labour process from the vaparies ot
waorkers' diseretion. incorporating it in an objective set of quantitied indicators that coudd e
easily recorded and recalted through a central Flexible Manufacturing Ny stem.

NEUMSA'S Clhris Lioyd observed that the dominanes of a tradittonal parsdigm in such a
technologicully advaneed environment is 1iore vasily captiered by thie phrase "hi=weeh Taylorisim
rather than "flexible specialisation ™" T1 this view, the emphasis on continuity in Gonms of wark
vrganisation, which is indeed reinforeed by teehnolopival innovation, is compatible with my
definition of the “technalogical road,™ wnd confirmes warnings against an idealization of the
nation of Qexibility, Amonation was assumed at SAMCOR i o rater saditionad form as
dedining w clearcut divide between predictubitity of the svstem and worker initiative, vonfining

the Latter in what van be considerad the "snwwtiier” and niost repetitive fiinetions ™,

Interyivw with the Amthor, 1~ 8 1905

A melar sreament i ginded m Cusamssme R8s compatine the diftesent siteoares of Nissan and Tovatg
pelicive in Japan, Phe formet celios muvk e easly apon ausomaesd seceloses wligh were natiably sy
impanted Toeng aversean, while th Latter Balanees more carefuih aitenation gk wothet welfvinipechan
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emplovees' initiative (Safnt, July 1985y, all Hpured proninenthy in company newsletters, But.
comparad to other producers, techiiolopical innovation was aimed at providing o crueial
competitive advantage.

SAMCOR prodeetion miunugers reiterate o relevant link berween plint teehnology policy and

promotion of quality for export. As a production engineer told me:

IF we winted 0 beeome competitive locakly we could bave done that in other
wiys, But to achieve improved quality fevels amd to be consistent with that in a

global market, we decided o automate eertain things.

The driving prineiple in this regard is identitied as autemating jobs and functions considered
"By their very nature” inconsistent in their omtput. This is the case of painting, whereby guality
tends to deteriorute with phvsicel strainy derived o dilferent operatives' positions arownd the
cat, or of body-fratning, where welding can ereate stress and distortions in sheets of metal which
are diffieult to deteet, This is adse the case ol Jefects thint may be undetected even when
operations are formally vorrect. sugh as for electrical conmections or hrake systems, where a
vontrol of the effects, an | et only of the setap. is required. Sephisticiated equipment, fhom this
puint ol view, is deseribed ax aimed at (inding Jdefects which are not visible to the buman eve,

[0 the fast wn years wehnologival innovation has affected inereasing areas of the plant. At
presentt body vonstruction on all new muodels is automated. Follewiog the introduction ot Foed
Telstar und Maada 626 in 1992, total autoation of (i bodyshop proceedid with the completion
ol the automation of the framing seetion. In the oeanwhile, the paitshop underwvent sipnifican
mnevation, particubieky in prime sprayig: i codour sprayving, which confined manual sprayers
ter e imtesior of the car, b the Toad assembly lines the whobe clectrical eeek-ont system wilk
compuerized, whivh inplied the camptiser ~immlnn of the Tunetoning of electrical applianees

1o et tlweir actual opetation it detect Ttent detects The same apolivs o brabesleading. When
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12 spravers now work in the two hoot lines, 1o whivh 1.2 repairmen aad 12 sprayers in "{irst voat”
are added. This represents less than one third of the emplovient Jevels belore 1992, According
to the company and shop stewards, workers were not retrenchied: they wete eitlwr relocated or
accepted severance package:. {00l the composition of the supervisory staft is noticeable: of
seven supervisors, four are Adbiean, one cojoured and two whites,

The outlook of the final assembly, where engines, womsmissions and parts are installed in
painted bodies, is essentially sequential and wekeba od. Opentions are labour-intensive,
hemaogengous and direeted at single pieces. Fimd assembly works on two Jines, or "systenis.”
"System 1" is for the execttive cars (Mazda 626 and Erude, Ford Eseort and Pelstiar), ™Sy aiem
27 1s for the production of small cars, ke Mazdas 1.3 or Lo, Operations are segmented in
stations: supervisors stand Py their position, and very livle intvruction was ohservable with
workers in production. A trim line moves the units from one station (o the next on overhead
erodies, while u slot conveyor beings the units to the A phises onee the wheels have boen
fitted, In the trim line three or Four workers operte simubhianeously at any station, & number
redueed to one or two at the slot conveyor,

Tt i usetl to compare SAMCOR'S landseene of technological innovation to Nicoli Nattruss’
{19411 deseription of the production process at Toyota, where manual spot-welders "directed
their lames” o the car in whiat recalted for her the "satanic mills" of the industrial revolution
literature. But here it is worth reminding that Toyota did not ¢choose a lieavy tecimolopicad
approach for it Durban plant, amd it retused tobots wntl quite recently (Duseir and Payvne
19931 1o,

The vomparison between SAMUOR aml Foyola stresses the peeuliarities of the
"tlechnelogival” road o eestructuring (Benders 19900 Towever, SAMUOR placed o strong
emiphasis, At the level of enwn rdons, on work erpanisation. Feamwork, productivity education
for manapement. performance- retuted incentives SANCCR Foarnm, May TURS L training, basic

educition and Total Quaity Marmagament teoueh deweetion of defeets and invelvement of
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the receiving areas, After another group of spotwelders has closed the [ew gaps where robots
eottid not operate, the "metal fnish line” checks the qualin of welding, dents, damages, metal,
and daors. At this point the unit is ready for the paintshop,

A paintshop processes dow about 340 ears a diy. A noise even bouder than that of the
Bodyshap is here combined with an extremely high wemperature, SAMCOR clabus its paint
facititios are among the most medern in the world, Hete antonation was introduced at o
relutively late stage, Cars enter an antomated *pre-clean area” to remove oils and greaise residues
from the bodyshop. The seal is applied by hand to close the gaps from water infiltrations: some
operators work in underground holes. The sealer s then dried m sealer ovens and then scraped
ufl' by hand. Prime coat aid colour application ate Lagely mitonuted sinee 1992 1 22 robots
working in two sprisy boots tor the whole plant: anly paimtime of the interiors is dore marually.
A systern of conveyvors and trolleys drives the anits to the boat, where they are nwnually
introduced. The line stops autematicatly in case of hottlenceks in one of the pluses of the
progess, "Sidetrack fines" Reep reserve stocks for no lenger than one day. Quality eheeks are

M

performued in "by-oft lines" outside the boots: rejucted cars are sent to o nanu’ spray-iine for
repairs. Thix seems the area most susceptible to human intervention in the whale puintshop.
Ditfurently from the spaay-boots where interors’ painters use "hose puns” dlectriently connected
t 4 pipeline, workers here operate a “vup-pun” that they {11 with paint, Paintshop repair is the
only wrea of the plant operating on a sightshift basis, Here the perfomuimee is quite uneven. The
nuinber of pejected cars can range from 3 (o 20 a Jay, The final wasing of the products
respondent to guality standands is done by hund, Prons bere nmits e meved by i conveyor o Hits
which transier them to the stores, ready for the trim lines in the final wssembly T this last aen
anly fontr workers could be seen, who were prepating instructions tur trim fines,

The whole paintshep employs now 290 workers, Onoaverage 14050 peaple work direetly
it ear from the begrinning s e end ol the process. Bul antonntion Tsud important, albeit

seleetive etevs. Sealing s stll the most bowur intensive job, employing 80 workers. But only
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Nissan UK) are indeed limited to one™.

Fifteen kilometres ol cenvevors transter the units through the plant's 8 bodyshops, 2
paintshops and 6 assembly lines. The plant employs about 2480 workers, 4000 ineluding
employees at administration offices and at the Port Flizabeth engine plant™. More than 3300
workers were eraploved ot Silverton alone in (991 CPeade Uajon Rescarch Project 1991: 15).
Ahout 8570 of the workforee is Afviean. Colowreds are 6%, whites abeat 7%, About -Hi women
are employed, mainly in Aol assembly-telated jobs suelas car washing and cutting and sewing
for seats, In 1991 the average hourly wagy for while workers was RE1 14, compared to Ro.d¢
for Afrieans (Trade Tinion Research Praject 1991: 153, Tlie following desetiption only vonsiders
car produetion, exeluding light and medium conmercial vehigles.,

The hodyshaps are the most antomated departnieiits of the plant, They employ 47 robits and
751 weld guny. The first stage of e process is manual: year floors, middle floors and engine
compariments coming out of the presses are spot-welded sepirately from Dady sides by workers
using spot-guns. Something similar happens (o body sudes: for a body side it takes 15 minutes
to go through the whole process, divided in seven stations, with an average 2.5 minutes ¢y cles

time for each operationn. Then a "curousel,” or i turning conveyor, transfers the body iloors in
overhead "eradles” to the roboty for the seeond stage: while in the previons one workers only
mould the three sections of the tloor with "spots,” now robots re-empliasize the spots, welding
the entite hody. In this phase, where robots aperate inside a cape-demareated ared, no workers
vould Be seen exeept fur o white maintenance vpenastor, Soon alter, the Qoors are moved to e
area earby where body sides coming from a perpemdicular direction ate dropped fram above,
[Tere Noars and sides are cotsbined ("batfovning™) in i tuthy robutized operation. Doors are

providud from phants owtside SAMCOR, Components e sopplied to tie lines twiee aadiy {from

CCh L b NUMSA inteniew wil tlhie Aushor, 158 [aas
“Wntten guezimitisn pres idaed by the votnpans
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acapaeity of 16 bady shells per hour, Here is i deseription of the svstem in bodyshop:

The car underbody is Toaded and an overbead conveyor brings body sides and
front and rear headers down on o the underbody. A walking beam moves this
structure to L monster jig known as a framing buck which holds the body
precisely in position o allow the car's bottom edge, cawd 1op, ftont amd rear
leaders and back panel to be mudti-welded, At the same time the overhead robut
welds the engite compartment and rear decking panel e die body sides. The rool
is welded on (o the car by a dedicated rool multiswelder and the Jour floor-
mounted robots weld the door openings and ot amd ek windsereen areus,

completing the Todyshell (Mngineering News, 20:9/1985),

This allowed for up to 388 autonmatic spotwelds controlled by treely programmable
microprocessors, After the hodyshop and the paintshop. enpines und transmissions. hanged on
averhead eradles, were assembled on the painted bodies at a rate of 38 vehicles per hour, This
tethed allowed engines to be "stuffed” from undemeath by hydraulie pumps. instead of being
dropped from above, as before (Salut, September 1985,

At present. SAMCOR produces ears and light and medium commercial vehicles at o capaeity
af 240,000 units w vear, on 1T platfouis, with 25 basie models and 132 seheduled derivatives™.
I 1997 s output was ol 14 medels (4 Mazada, 8 Pord and 2 Mitsubishi) in 78 derivatives (Trade
Unjon Research Project 1991, These data aee probably world-unigque. NUMSA experts with a
high international esperience in the sector indicate that no modern car plamt in the world

produces in more than two platlorms: nany of the most revent and most advaneed (Fiat Melfi,

Campany pamphibetoamd Author s mgerviens with sranasemens,



since then to condition SAMCOR’s internal life, relationships between woers and their
representatives, and among workers themselves.
st confrontations between waions impinged upon these dynamies, as a legacy of the
beginning of the 9805, wher the Molor Assemblers and Components Worker Union of South
Attriea (MACWUSAYstood against the allegedly moderate and "eoloured-dominated” automobile
afftlintes of the Federation of South African Frade Unions (FOSATT) in the Lastern Cape,
MACWUSA's organization had expanded to a certain extent to Transvaal and. even il'this union
hiad taken part in the merger to form NUMSAL the "24%) fssue” resuscituted ancient conflicts over
union organisation and identity, The permanence vt these confliess partially explains recurring
waves of intra-unjon clashes. Opposition around the trust lund indicates NUMSA's currend
wonknesses at the Silverton plant, Tediv. at SAMCOR, "243%" s regarded. us evidenced by
shop-stewardy’ uneasiness and embautassment when tadking about it as a catalyst for deeper
troubles, divisions, contlict among union nembers asd between rank-and-file and shop stewards,
Subsequent merper movements qecisively shaped also the company's productive framework,
The incarporation of different makes. models and braxd names in various phases cteated the
problem to manage a highly differentiated produetion teven 7 or § models simultaneously) in a
cast-cffoetive way, on un atready highly agniented market, The company chose to address the
challenge through increasing investment in eapital intensive equipment. In this way it continued
practices that had already proven problemativ on the market Tor Chrysler and Sigma, but which
aotetheless made SAMCOR a fim at the forefiont of technological innovation, not only in the
auter seetor. Alvendy in 1982 Sigma, having to cope with inputs from Mazda, Chrysler, Peuge ¢
and Citroen anneuneed its intention to treble production capacity by introducing new capital
intensive processex and laving ofT 300 eployees (Sowthall 1985; 339-404. In Seplember [9KS,
SAMUOR introduced the st obots in South Altica i its body«ltaming line tor the new Mazda
323, whicl allowed for an eutput of one vehicle every 3,73 minutes, not far from intertational

standards, Four oordanoungad rebols imported from Sweden were used 1o spot-welding, with
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South Afriea, onerating at Silverten. The company was renumed Sigma, and soon atter it
incorporated Peugeot and Citroen. In 1980, Sigma was the mujor producer in South Afvica with
g 22.5% miuket share. Crisis in the sector severely hit the company., whose hiph-technology
investients proved to be over-optimistic about the business eyvele, Signia’s car sales plummeted
to 11.9% in 1983, In 1984, the company was aperating at a 40-5 5 capacity with a market share
of 8%, As a consequence, Chrysler sold its remaining 258% to Anplo which, after having re-
capitalized. changed agoin the company’s pame in Amear (Southatl 1985: 312 Bradley and
Sarakinsky 1985: 34, 55),

In 1987, the sante year NUMSA was founded as a COSATU affiliate from the merger of
seven unions with members in the metal sector, Ford announced its withdrawal from South
Africa, A quota of 24% of SAMCOR’s shares was transterred to an employee shareholding
scheme, while what remained of Ford's eapitaf was left to Anglo-American. In termis of on
opreement reached in November 1987 between Ford and NUMSA., the workers' shares were
transferred to an employee-controlled trust, with the provision to use dividends only for
community development purposes. In this way NUMSA complied with COSATU policies for
asoeially responsible und people-driven disinvestiment process, while at the same time upholding
its opposition w individual share-ownership tAdler 1989b; 307-08).

The agreement rapidly ran into crisis when substantial seetions of the warkforee, starting from
the Port Elizabeth engine plant, rejected the community destination of dividends. claiming
instend payment in cash tor individual anion menmbers, The protest expanded to Pretoria,
culminating in a wildeat strike on April 1988, just before the ennctment of the agresment.
NUMSA' shup-stewards who were negotinting with Ford were replaced by the insurpents with
a new committee, The employee trust was, in any case, regulirly appuinted, but the first
dividends were offered in 1988 to individuat employees, given the inability of the workers o
overconie divisions and appoint representatives o the trust’s board (Adler 1989h: 3091,

Divisions and rivalries over participation in and prposes of the "249% trustee fund” remained



uncontroflable Leaving this [atter aspeet to my last chapter. 1 now direet my attention to the
strategies SAMCOR chose, It will beeome apparent that the adoption of the "technological road”

as 1ot entirely contingent, or to some extent not even intentional, on the part of management.
Ii resided instead in the constitutive patterns of development of the company - ownership
structure, production layout, labour process and veganization of' work - and in the position it
came 1o oceupy in the South Aftican dependent automoebile industry,

SAMCOR appeared on the scene of local car manutaeturing in 19885, as a direct consequence
of Ford's decision 1o withdraw from its Neave (Port Flizabeth) facilities, That decision was
influenced by the growing pressure of international and American anti-apartheid movement for
corporate disinvestinent, and by the enforcement of mandatory sanctions in the USA, However,
the steady decline of internal demand atter a beiet und illusoery peak at the beginning of the 1980
substantially theilitated Ford's move (Adler 1989a), In January 1985, as a result of concerted
rationatization plany, Ford South A Yiea announced its merger with the Anglo American-owned
Amcar, a producer of Mozdas on licence in its Pretoria-Silverton plant. to form SAMCOR. The
new company was set to produce vehicles under the brand namwes of Ford, Mazda and Mitsubishi.

Ford had substantial interests and design overlap with Mazda in Japan. This would facilitate
the intraduction of common components in South Afiica, reaping the benefits of ecconomies of
scale favoured hy the integration of the Ford and Amear deabers’ networks, The Amerivan
company would retain 42% of the new company’s shares, coupled to a substantial provision of
finance, design and technology, while Anglo controtled 580, Moreoves, through disinvestment
arwd the capial infection coming from the merger, Ford could discard "ts obsotete Neave plant and
move to the Silverton facilities just modemnized by Amcar with the introduction of two assembly
lines and automated technology., This took plice just when massive retoaling costs were required
for Ford to introduce new models (Bradley and Saenkinsky [983: 57).

Amear, new Ford’s partner, oripginated trom a comples merging progess, In 1976 Tllings (an

Anglo American subsidiary } became the majority shareholder in heavils Toss-atfected Chrysier
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CHAPTER FQUR

The Elephant and the Dancer. The Rationaiity of Flexible Production at SAMCOR

No longer a self-sutficient being, at war with all its kind. it bas
become a responsible part of a species. It has become an
experiment in feeling, knowing. making and resnonse,

(HLG. Wells, "The Shape of Things to Come™)

4.1 Hitting the Technological Road: SAMCOR in the Restructuring of the South African

Autonm.cbile Industry

As my previous discusvion explained. the challenge of flexibility to policies of industrial
restructuring is not separable from the ways " flexible production” is internalised and represented
in managerial thought and strategies. Thought and strategivs can define flexibility as a mutable
balance of factors. The activation of worker subjeetivity may be envisaged in different forms.
allowing for different levels of worker authority and independence in ielation to other elements
of the social and technical organisation of the firm. [ summarized sotne basic churacteristics of
these differences inside the alternative between what [ ealled the ideclogicnd" and the
"technological” roads to restructuring. whereby ideology and technology are two different ways
f assert managerial control in the fundamental comtinuity of the line production paradigm.

[Towever, [ also explained how worker subjectivity is kwgely constituted by moral, regulative,
militant. sovial components that workers indepeadently hring inside the factory, quite often
originating indeed from outside the factory. Managing these elements has always constituted a
prablem for campany executives and supervisors. But when worker subjectivity is explicitly
recognized as a crucial component ol a vorperats strategy. the effects this appeal may produce

and worker identitier and mweanings it cus tpnite can really become unpredictable amd
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s a ear manufacturer in peenline comditions dictated by product oarket considetations and the
structure of production. But at the same time the system is idse expensive., both direetly, due to
the high levels of autemation in robots, Hexible munutuctusing machinery, computerized quality
contro] systems, and indiretly, because of the strains it creates to a supplier pipvline tliat is
already structurally dependent on imports. For management the main way oul of this
coptradiction involves massive cuts in Jabour costs through a significant reduetion in
employment levels, which can enable o hipher productivity to eover the costs ol new innovation,

These ambiguities wre embedded in wint | hove called the "technologicul road” to
restructuring. To sumniyize, this cun be detined as a process aimed at valorizing the implicit
flexibility comained in mufti-mode] production for a restrivted and competitive internal market,
through the introduetion of o high level of lexible automation able ts reewver produgtion costs
in u diveesifted, small volume output™. At SAMCOR his implies an exclusive managerial
prerogative in the use of technology as simultaneousiy a meehanisim of control and of quadity
enhancement. independent from changes in organisation wul soeial relations.

At the same time, social relations are the objeet of strategies aimed al ruising a worker
volleetive coumitment to qualdity and gompetitiveness, But, beeaise quality comes to depend on
a distanced technological framework as the exelusive procinet of munagerial strategie thought,
and beeause this weebnological veil obscures workers as carriers of an expert knowledgs on
quadity, o legitimation gap between required performance and aetual worker commimient has te
he fHlled. Paternalism is o tool to this purpese, But patermadism as an adequate ool 1o manye
aduptations in SAMCOR' "high-teeh Tuaylorism” can he questioned T is particularly uneertain
whether paternalism and top-dova communication will effectively addeess worker demands and
expectttions raised By evolving quality and productivity standards, Betore investigating the

nature of these chanping demands and expectations, it is however appropriate to place then in

Thewe issoes hive boet rreatls cloified s e mterssew Fhad soth Chees § losds NUMSAL 158 juas
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kubour is taken itto account. Produetivity at S WOCR T peabasd i00the 19987980 period (o
10 1 13 cars per employee. Even il this e is maeh lower i the 63 ears per amployees
produced by Ford at Valencia, Spatn ¢85 by Bndepersdonn, 1 190n), the compuny’s "five year
plan” will significantly reduce the gap. However, it will also expose thie company to urgent
problens, In parteubar it is questionabbs whether e system of topedown conutiamication. Gish-
oriented Tavlorist schdules and paternalist discourse dispuised as participation at SAMCOR will
be able to manage this transiton, Phids means that, 1 the upper lmits of worker comnitment ud
avepptance will be touched by the new productavity Lieets, aud 10 new systems of reward will
address these limits, pree covts o inereusimg worler disalfection, declining gquidity standards, or
overt workphes cottfliet will become more likely, The nest chapter will explore present sigiils
of these dynamies.

Consequences in terms of retrenchments suid work rearpanization wre still w be fully
eviduated, Munagers are keen W specity that restucturing will not invalve retrenchmets, bug
only u kind of "pliy stological” reduction of the workRaree dhrowugth voluntary severanee packopes
and decreasing reeruitment. But NUMSA' shopestewards are deeply hostile 1o the compaiy’s
plans, dblaming SAMCOR fur laeh of consultation. and attributing the whole prowss to twe madn
explanations: labour-saving innovation and outsoureing.

These attitudes 110 seeiologdal amlyses which define as a "most comnn approach” by
manapement o view onanisational restructueing as o a “erisis response” o short-term
Preoceuptions, as i e case of downsizing and employment reduction (Mavan, Jolie and
Webster 19935 13), This is fundansentally af oduds with worker participation, given (e iosecurity
sueh a manageriad unthderalisi i e shortternn penerates amsny the workers, In the case of
SAMCOR, the perevived liketihood of setrenehment wa resull of ewmpany plans wothd
Jeopardize the prospects for worker cooperation in this delivate transition, further complicating
the seenatio outlined alwae,

Fovonclude: from onse side, SAMUCDRS Qeaible process sevlinolony s neeecary i atrvive
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is uble 10 convinee te employees that the main way o achieve their poals is an inereasad
identitication with the firm and o loyal participation in company -designed strietures.
FHowever, a potentially highly cobtriddiviory pattern is reproduced here: workers are
recopnized as crueial in raising quality levels: their subjectivity, cooperition and initiative need
e e put to work., Dut whis cannot po as far as o tecopnize the need for fundamental
reorganisation, foreclosed by manageiial prerogative in twehnelogivad restructuring. It can ke
hypothesized that the company’s call tor a higber worker conunitnient to quality ina flexible aml
conperitive environment, and the ways it is intertialized, cim saise expeetations among, workers
for o higher depree of control of the process and of their individual and colleetive vontribution,
It ¢an also provide symbolic, moral and informally organisational toals e embody thore
expeetations in sietegies of worker response.
At the same time. fhis conliguration of expectations and responses is eoatinuously open to

clushes with managerial ideolopy and steawtepy, While talking to w shope-steward, he gave me a

copy of dhe pext SAMCOR'S "five-vear rtionalization plan '™ adding that it was a condidential
document, not for circulation ameng workers, winl that he had pot it through underground
channels, The plan provides for a massive reduction in the besdeount tamber of epployees) in
the next five voars while maintaining an cutput of 379 ears per dity. This woutbd lead to a massive
ineredse in praduciion per emplovee and, notably, in o sipniffeant eut of ours worked per unit
s A resultant of further innovation, 1n thix perspective. the heideount is intetuled to drop trom
the Decembur 1993 Jevel o)’ 2730, of which 2366 boutly paid (1333 in ditect kaboury o 2498 in
Becember 1990, uf witich 2308 hourly paid ¢ 1420 in direet labour, ind to 1835 in Deceniber
19995, Over the st period. the number of hotus to produee a car by an bowgly eimployee will

drop from 51891 ta 3362, a productivity inerease o 6k 7%0 which touches 76° it only Jiveet

SAMCOR, Manulaesong Ogeranons MLosied Tishativin proyements Yo 1905 300y o, b
g,
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SAMCORS approach to wark organization atd patersalist ideolopy, In the words ot a pradoction

manager quoted above:

Nafety and morale: that's whit a worker wants: e doesn't really eare about the
uality of the car, that's all bullshit. No worker in the world really cares about the
gty That's nota st need, You nead food, yeu need drink., you need shelter:
that's what rally drives the human being: voua sesd recogmition for doing a good
Joby, his dignity needs o be upheld. These are the real evds of the workers. They
dear't really need an exvellent quality job tor the customer. They need recognition

and selfssutistuction for having dune i oood job.

T any ase, the quality orientativn of teumn coneepts at SAMCOR is eoplivitly recophized.
especially in achieving "first time right” performanees, it s o say a8 situation where
rectiffeation is not required. This woulbd seem o indicate an emphasts on o "wotal qudity
management” approach, or the goul to "build” quality into the process through o preemptive
immuediate deteeting and corteetion af defeets, THowever, a recent study hows tlut the centralized
matuny oF RAMUOR's flexible manufacturing system and of computer, od quality ehecks seems
to provide an obstaele o this paepose (CGrrossett 1991, This does 100 allow tor quadity to be
“built™ iy the production process, The simw study indivites SAMCOR's total quality numazenzent
perlormuiee a5 the posrest in the eoumey topether with BMVAY,

AL the same time the company aims at elciting though feanmswork aquality ovieniiion among,
its workers. [ut, piven s it cannot allow worker initiative and responsibility to inftinpe the
limitations inseribed in the techoologivad trantework., teanmorking needs 1o be legitiniized in
ather wiys, Teseemms patermslisn s the peculiar mode ot lepitination (or wamwork at SAMCOR,

ITais i by in the words of an iodustrial 1elytions oliives:
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fitters), whete in 1991 there vere 63 white tainees compired to 36 blueks . 1t is then apparent
that, just when the company was gung to embark in o nijor rationalization drive, black
employees were given teaining i SAMCOR.specitie «kills, whereby portable skills were still
mainly reserved to whites, Therefore, the unequial structure of distibetion of skills provided very
little hasis for a memingiul worker participation in production improvements. Pat it in another
way! black workers where taught how to participate, but their particir tion was deprived of
necessary skills and responsability. In this way the company s reyuest for an aetive commitiment
wils translated into practices promoting passive colisent,

The rather traditional vertical structure in which wamwork is inserted is supported by
horizantal team aetivities an an "ud hoe” basts. Flere worker initiative and creativity seem to play
a more relevant role, This is the case of the “Quality and Refiability Teams® (QRT). QRS
pertorm funetions usually reeopnizad to Quality Cireles: they are managementeinstricted, task-
otiemted teams activited to solve speeifie prohlems, They have a cote of experts and techniciuns
permanently emplayed in specifle functions, chirged with monitoring those functions with
statistical methoda. Production operatoes [rom the same area ol the plant can be coopted on o
temporary basis fo solve problems when they arise. This struetire is complemented by o "Kiizen
e system” on 4 puely voluntary basis, Koizen is the Japanese word for "eontinuous
improvement,” "Kaizen tewms,” which involve functions of "suggestion sehanes” inglude
workers, tenmleaders and foremen in exereises of problem salving and operational improverment.
A system of rewards is attuehed o the "Kaizen teams™

At the hearl of Uwe e coneept at SAMOCOR lies an avronym that encapsulates the company’s
praductive philosophy, and that any mxager bas clear in mind: QCDSM, Quality, ¢'ost,
Defivery, Satety aimd Morale, The st three are aimed ot instilling a customer orientation in

warkers' cooperation, The explamation of "Satety” and "Morde™ westifies again to the limits of
M h ¢
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sty ' qaetings at the enad of g line ol instruetions, Bestractings comge, from aboye.

I they say to him: "We want so many cars”, he has o make sure that those

nunbers of ¢urs are produced [nay emphiasis).

In these short deseriptions it appears that the funetion of teamlbeader incorporates, ot only in
the company's tormal specitications but also in the way these are internalized, the delnition of
substantially supervisory Tunctions wad a strong element of paternalism, Sell=activation and
responsibilization are Hmited o the teamleader's sense of pride. Under these conditions,
feamwork contributes o worker purticipation in @ very narrow sense, Following Judy Maller's
(1992; 10111 detinition, drawn om Carole Patersan, 1t would be iere appropriate to talk abow
"pueudo-participation.” This is hased on persuading employees to aceept decisions already made
by management, combinipg "task-centred” (top-down flow of information? and "power-centred”
{mamagerial uniiateral Jeeision making) elements. The impression from iages sueh as " know
teir job better than then.™ or "the end of a chuin of instructions” is that of a rationalization of
a decentralized application of the Tayorist separation of coneeption axd exeettion or, as
NUMSA's Chris Lioyd said, of & "disguised form of supervision "

{t is hiere indicative that. for exasple, the overwhelming majority of black employees who
underwent in=-house training at SAMCOR at the beuinning of the T990s woere assipiied to "staff
dovelopment” courses with a high ideological content such as trainge foreman, teambeuder,
motivation, "assertive behuviour techniques.” participative managenwni, "know your conpany ™
ar quality eireles, In this are, 3208 black employees wnlerwent training in 1991, compared to
=55 whites. On the other hand, white trainees were maily deployved in technieal skills training

(mwechanical, chemical, electrival) or in apprenticeship Gigmakers, motor mechanies, eleetricians,

" laterview watl the Awthor, (5§ faen,



perforniances. Top-down communication. mwore than active participation (Maller and Dwaolatsky
1993), is the measure ol the effectiveness of the wam, Teams are rather a form of rationalization
of the factory hierwehy and they are generally perceived as part of the company's lormal
structure, rather than as "horizental™ representatives ol u delined production area, This answer

1 pot from a teamleader exemplilies this attitude:

My wenrk is to help the foremian’s main task. Tmostdy go between the {oreman and
the workers on every problem the worker encounters. [ know: the work they are
doing maore than they know the werk they e duing. (... Lany representing the
company to e workers, T am making their work easier. Not hard, but easy. The
foreman works only in papers and be hears evervthing from me, he doesn’t know
the work practically like myself. T know the work practically and [ know the work
theorjendly (sic)

Q: Is your team uftective in handling workers' complaints™

a "

A: Yes, but if someone says "no”, you connot go on if someone says "no", and
sometimes the compan. says "no”. Tewms are elfective in checking the
workforee, how they work, They aee very nice and etlective for the company. But
what is not good for the workers s what the company pays to them [my

ermphusis].

This diseussion was in the presence of sote team members and & shop-steward, wha

intervened:

ITe's Jeading a weant ol ten. He ananges the whole work fura fay, When o shift
strts I must be sure that the prys have ploves, sidey shoes, how many

absentevism., cotuplaints, iF one does not feel sell, evervthing they need, We ean



Operators, ustally one or two in cach station, perform a tixed range of tashs (o more than three)
“for the rest of their lite at SAMCOR." Teams are adaptable to a high product variety through
rescheduling of times and workloads decided by management at the tevel of the whole group,
rather thun of single operations, Multitasking and limited rotation reduce the company's
vulnerability to absentegism.

[tis intetesting 1o compare some of the elements of teamwork at SAMCOR with Mercedes-
Benz: there teamlenders are required to possess o Standard 10 certiffeate, plus a three-year
diploma in management or production disciplines and five years' managerial experience in ¢ team
environment, Morcover, in that compuny one teamleader tiwilitates and eoordinates aetivities of
various teams, while teaun members are entitled to elect a spokesman among them to represent
groups ideas o the teamleader, assisting him in solving problems and encouraging work
improvements, with no additional pay™.

At SAMCOR selection of teamleaders tukes phwe Mrstly on the basis of effectiveness, That
means 4 teamleader is required to perform any job in his seetion and, preferably, any job in his
foreman's section. Behavioural and ideologienl considerations play a key role in what managers
call "stringent psychometric evaluation.” They involve the worker's conduet, his motivation,
attitudes towards the company, and absentecism rate. Then the candidate goes through 15 duys
of intensive training in management skilis, problem solving and kaizen techniques and, lastly.
to at Jeast three months on=the-job training. Training is highly selective and competency-hased:
advaneements to higher levels are based on satisfactory performiuees in the lower ones,

Far from arising trom the appropriation of woarkers' informal knowledge ol the provess, it
soems temms are here rather part of a top-down regimentation strusture, B dis way, anworking
does not imply the definition of relatively autonomouns operativ e wnits which wre ariented 1o a

segment of the production progess. or o specitic projects, or W collectively delined

Murcwden-Bone Soth Advea, Porforngin. e Cenne Trogect, 7800 1995 GHTL MBSA Hle.
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requirements, There are not CRDs in ineplant warchouses, and in-plant stocks of materials in
containers are a small percentage of the containers” deposit. JIT is here defined as keeping
materials in the pipeline, drawing them from the containers and putting them in produetion when
the pipeline is empty. This allows the company to keep one or two hours side-stock for product-
specitic components, reaching up to twe days for common materials. But management
recognizes that it does not conform to mainstream JIT predicaments.

The search for technological flexibifity at SAMCOR is not matched by equally radieal
changes in other areos, The grading structure is highly stratitied, The company agreement with
NUMSA provides for 27 job classifications in production grouped in five grades, with a range
of hourly minima from R+.65 for the lowest grade (with no raining required) to R3,20 for the
highest (with 20 weeks training requived)™, The company encourages tiwatwork, or "small group
activity.” but this is not accompanied to any flattening of hierarchy or reduetion of supetvisory
roles, or to any far-reaching change in delegation of responsibility, authority and control, In the
paintshop teamwork is absent. In bodyshop and {inal assembly teams fnvolve 10-15 operatives
which are "supervised” (as one manager indicatively told me) by a teamleader who, in terms of’
agreements with NUMSA, must be an hourly-paid trade union membet, Salatied staff production
foremen control between two and four teamleaders, with one superintendent or production
manager responsible for 5 or 6 foremen.

Teamleaders are appointed by management and not nominated by the team members, A
minimum Standard 8 qualification plus Enplish literacy and basie numeracy are required to
heeome a teamleader, Teams meet every day, but onty on Tuesdays and Wednesdays are there
diseussions oh quality, productivity, past achievements, possible improvements, Otlwerwise, as
one feamleader told me, meeting: are mainly 10 "let them Anow what to do, and they would know

it even without meeting.”™ On the other hamd, job rotation among team members is limited.

“Agteemu etes
Pretoria, duy RS,

R e Lameted amd the Natenad Uition of Metalworkers of Sowth_Atrica,
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demand, bt in such a seenario mass serial production can "loek” the producer in one model to
be sold in [arge quantities, exposing it to high risks in cose of market downswings or intensified
competition. Instead, SAMCOR tries to design a process which is, us a production manager

proudly explained:

like a ballet dancer. not like an elephant trashing thiough the hush. In normal
bodyshops anywhere in the world, even the most advaneed and up-to-da. : ones
in Japan. vou will have that they lave a restricted capability in bods vles. We've
found the way of running a lurge number of different body styles in any sequence

through our common body framing line, which Jowers the "minimum bach run”
Jis A L

This mieans that at o SAMCOR's budyshop the ooling changeever time from model to model
i less than the cycle-time of one unit. In other words, if' in vne badyshop 20 units per howr age
processed, with u eyele-titne of three minutes per unit, the tooling changeover time from model
to model is 1.8 minutes. This performance is unique in the world, and absolute changeover times
are fower than in a highly advanced plant as FIAT-SATA in Melii (Italy)™.

On the side of logistics and compuonent supplies, it is equally essential that the system matches
the tlexibility embodied in technology. A programme of contintious inventory reduction iy in
place at SAMCOR, hut the company has to cope with major structural constenints, s inventory
and materials costs. in Faet, are even higher then nuanufiactning ones. Parts are mainly imported.
Apart from exposing the company 1o foreins exchan, Lsivns, this system is very costly
because it requires loeal storage Gwitities and hecaus - the company has no control over
packaging of parts, In these conditions, JIT at SAMCOR is spurious: eontainers with parts are

stored in warehouses outside Pretoria, from whege they reach the plamt acearding to production

Lanra Fioges, University of Calabria, persamad comminteation.
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and its implicit promise of an incressed independence, by subjeeting the worker to a higher
degree and intensity of control, SAMCOR' sofution to the Hexibility challenge does not involve
any major restructuring of work organisation or managerial culture as those envisaged by
Murcedes~Benz. and it generally does not allow tor o high level of worker respoasibility or self-
initiative. But it tries nonetheless 1o provide an extremely original response to the peenlis -
imperatives for {lexibility which are proper to South African car production. This is mainly
to the company's linkage berween flexible s chinery amd outptt diversification, and to the way
Taylorism is updated 1o {it this purpose, However. this solution creates o contradiction between
the need for human commitment and the rationale of technoeratic controf,

The next section will focus on how SAMCOR's road o restructaring addressed these

contrasting imperatives in its work organisation.

4.2 What the Eye Can't Sce: Technological Flexibility and the Organisation vf Work

The dilemmas of the organisation of work at SAMCOR question the extent to which
technological innovation can by itsell’ provide a rexponse 1o the challenge of flexibility, The
compaty’s ighly diversitied produet range ereates major chaliepges in tooling and componeats
supply, Amortizing tooling costs over several model lines needs nonededicated machines and
equipment capable to boild ditferent produets with rolatively Intle changes and short setup times.
Moduels whose production does not temporarity cover costs e - preferably imported from
larent companies and sold through the desder network, shifting preduction to nune cost-effective
models.

The system contains certain potential advintages, such as the possibility to spread fixed ensty,
But they can only be reaped with o highly flesible machinery and workioree, Tn this way, 90%
of the new nsdels can be built in bodyshops v ithow chimging existing ools, hat only adapting

them. Dedicated niachines wowdd have the capaeity o eeover their costs with i stable mass



worse conditions, Se they aee compelled W tahe the package. Thave e problems
in being renoved, but net in this way, [F they want me 1o G e pachage, they

must e e,

Thus, the implicit nature of'a covrcion disguised as free choice, exeluding in this way any
gegotiation. seems to be o further element detrimentil to couperation. Similkit cansiderations can
he made about the alternative presented by the company o retrenchment: pliwing workers in
Adult Busic Fdueativn (AR courses, SAMUCOR made substaustial investments in its ABL in
the past, as pert of 4 policy aimed i combining training with basie literaey and numeracy skills
which are required in an environment where workers must he able to read at least elementary
statistical quality information and compumicate it 1o higher levels in the hierarchy, However,
ABE has now become part of the hroader restructuring. stratepy. and its utilization, as workers
aid shop=stewards perevive it is oo longer simply related 1o edueation and waining. in fiet,
aceording w some of my interviewees, workers who are sent 10 ABE ax a result of job mability
wsually do not ieve their jobs when they return 1o the plant, Inseead, they are placed in more
degraded, Jess rewarding and more ftiguing jobs, o induce them, ey assert, to aecept the next
puckage ofler. A common reaction among shopsstewirds (o this political use of wiltimion
faeilities is that " AR has beeame a monster” or it "it is used 10 cut headeount,™ In this way,
@ strietare toat could be used as o company wiset o promote partivipation biead on skill
upprading becomes : factor of growing worker estrangement and ke ol idemtifiviation with tie
company.

In et a palpable sense of Javing been betrayed by the company aeeotapanies jeelie -5 of

anxiety by shop-stewards and . ah-und-tile;

They [the worherspdisdn't have aproblens Sdentits g thepeseloes with SAMUCOR,

The prablen now is his restrictaeing s people see aocertan about what's

In
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are indeed largely not compatible and potentiably antagonist with managerial sistegies,
Mureover, these opportunities coukd be subjectively seizod by workers m quite uneven ways.
depending on the needs to nake sense of vardous individuad or group situations. A general
improssion is that of a growing worker frustration, ansiety and insecurity abowt the impact of
fature restructuring trends on everyday life inside and outside the workplace. This conteasts with
the cotpany's quest for stabitity and predictability in industeial relations. In response o this
contradiction, 1 controversiul wxl potentially ambiguows attitude to the imperatives of
restructuring is then detined by workers themselves,

I was calling the head of the shop steward conmmittee at SAMCUR vne evening to arrange for
interviews for the Jday miter. This voice suunded very concerned: "1 think tomorrow is geing to he
a problem, you kuow: we have this very big problem with ontsowreing here.” In fuet, NUMSA
is engaged in a hitter confrontation with SAMCOR over outsourcing, or the subeontracting ol
certain operations of the company to third party finns, Shop-stewards argue that vutsoureing will
allow fems paying fewer wages than SAMCOR to en s the plant to work af increased intensity,
and many "guys" woulkd fase their jobs, SAMCOR's position is that outsoureing concerns only
"non core businesses” such as seenrity and moedival serviees, but NUMSA's reply {4 that even
labour-intensive "eore” qetivitios in assembly, such as the fabrieation of bumpers and trres, have
ahready been outsoureed, and mavhe the paintshop amd other seetions of the trim Jine are poing
o b At the end of my telephone call the shop steward asked me to help him with seme
infornition on how unions in other countries are Jdealing with the issue, T had just pot
document on this peint from the AW inthe Poited States, so T managed to combine a meeting
at Silverton for the day alter,

There. the discussion on outsoureing wins juined by workers coming inand out of the shop-
stewards' offiee, The issie is apparently in evervone's mimd. [0 sonwe cases "outsoureing” is used
as o Kind of derogatory nickname, mavbe for workers not etitical enough on the issae, The

campany’s podnt of view find proviousty been explioed o me by production nuaager,

L), ]_



CIEAPTER FIVE

SAMCOR Blues, Restructuring, Flexibility, and Workplaer Subjectivity

Always in vour stomach and in yvour shin there was o senl of
protest, & feeling that vou had been cheated of semething uat viu
lhad a right 1,

{Gieorge Orwell. "Nineteen-Fighty Four®),

5.1 "Something is Changing,” A Pevecived Werkplice Social Order in Danger

The forms of restructuring of workplace sovial relations adapted by SAMCOR are not
necessarily consistent with the predicaments of the "technological road.” Inded, consistentiy
with impressions gaitied rom interviews with manapement, employees’ wstimonies indicated
patterns of worker responses which Jdo not it the ideological claims found in the company’s
offtcial statements and documents. An auhoritariag use of Hexible technological innovation
under rigid forms of wark organdsation i, fron ane side, recognizing the importanee ol the
human input in quality enhancement. The ways in which workers would respond to the eall,
lowever, aee still problematic, The atemint by the company o deline o direet, top-down,
"preudo-participatory” relation with its workers s part of SAMCOR's view of flexibifity does
ot seent to produee o doetle and couperative aboste Joree, This isue even iF one considers the
adverse consequenices this steatepy may have for NUMSA'S tepresentitive capaeity,

As [ mentionaed in ehapter Four, the weikening of the unien may provent the tormidation of
a progressive worker blueprint for change, hut it does oot nevessarily means i shift from contlivt
te cuaperation. Instec 41 foumd that other wavs may be open o atienliate sorker responses
induwsariad ehanpe, itensilied inhovidion peared 1o tew policies of expunt promotion, and the

restrueturig of eiteial aspevts of the vomps ' productive frameworh, Fhess alteriutive wayvs
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shaped by and adapted to the changing landscapes of corporate Hexibility and to problems

encountered by the union is the topic for the next. and tinal. chupter of this reseacch.



Teadership aceused SAMCOR of being responsible for the employer asseciation’s hard-line
attitude, This was reportedly due to the faet that SAMCOR's wages coald provide the "lowest
common denominator® for the industey and that Anglo-Anerican had all the povwer and interest
in keeping remunerations down beeatse an increase could have been transmitted to its mining
activities (Lastern Mrovinee Herald, 378719943, SAMCOR managers [ had the chanee o talk to
proudty emphasized that no sjor distuption due to industrial action had taken place in the plant
in the last six years (but workers could repott a substantially diflerent story, as I will show), and
that all the unprocedural actions developed contrary te shop stewards” adviee, Effectively, while
in 1989 twelve production days were lost in hoth the Pretoria and the Port Elizabeth plants Jue
1o industrial action, in the first six months of 1992 only oae day hud been lost in Pretoria and
none in Port Blizabeth. Low levels of overt resistance might then lave made less aumatie {or
the company to decide, at the end of July 1992, the farther retrenchment of 508 workers at
silverton™, Finally, in 1993 NUMSA shop-stewards capitulated to SAMCOR's detnand for more
overtime, after a strong opposition during negotiations, following the eompany’s threat ot a lock
out and further retrenchments™,

SAMCOR's management attitudes o worker orgaivation and organisationad restrueturing at
the shopfloor level deepen the contrdiction between tweeitnological innovation and strategivs of
control of the workers' subjectivity. By marginalising the vaion in processes of organtsational
change, the compuny ended up apening spaces for intormul practices of worker responses, These
spaces are widened by the union’s poor himdfing of the "24%" issue, which ereated a erisis of
representition and legitimadon. Conversely, as Fwill show, identities and views defined on the
question ol the trust Tand are stllmenie. o i esaanion dy camies that can have very litde to

do with the destinptien of the find itsels However, the wiys in which worker subjectivity was

SAMOUHR, cumpany erapls, GHIL SAMUOR Lile.
Sty dom te Blattord ated Sehdanew, & Pors Gl SAND OR e

9y



Hastern Cape regional olfices, and demanding the repl cement of tepional leadership™. These
events had consequences in the Pretoria plunt. At the Beginning of [Y89 a seven-day strike
against shop stewards sitting it the rust fnd cudminaied in the replacement of the entire worker
delegation. SAMCOR workers rejected the community wse of the [und and elained payment in
cash, While the trustess agreed to satisfy the workers' dentand, NUMSA Jecided to pull out of
the teust’s administration®™; at present, the fund's share is reduced fo 10%. The story of the ™trust
Fund” carried a lesson tor the union that impacted o its current weaknesses, In fuet, by reflising
the union poliy on the commumity destination of the [und, SAMCOR workers not only advaneed
an understanding of their "community” as substantially different from NUMSA's. They also
weakened the image of the union as an effective vehicle of worker denvinds along cluss lines™.
I3ut at the same time they made SAMCOR workers” inabitity to fitd & progressive solution ta
conmpany rextructurinng apparent,

NUMSA' present official position is to withd w entirely [bom the trust, rejecting even the
remaining 10%. However, manapenent still regards the fand as a potential element of stability
in workplace indwstrial relations: shop-stewards view this as an attenipt by SAMCOR o maintain
a stake for workers in the company to redues condlict and enbanee corporate identity, The
combined effect of teehnological restructiring and of cleaviiges between workers wud the union
crippled worker miilitaney in a fuctory which remained nenetheless strangly untonized by
NUMBSA tonly about 800 employees out of 3008 are not NUMSA members; (e union eurrently
has 18 shopestewards, of whiell 5 full=time).

Meceover, NUMSA reported that wages and working eotditions declined at the lowest levels

in the whole sector. In fuet, during the 1994 auto imdustey national strike the unjon's national
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1984 tmien report'’ the muin reasons Tor absentecisie are indicatad in the growing worker
overloading as 3 consequence of retrenchments, of overtitne of the company’s indiscriminate use
of inter-department transfers which created Guther ansivty, and of the additional burden for older
workers to train the newly ransterred ones. Quite interestingly, a major cavse resided in
unilateral linesspeed increases by foremen and supervisors. Fhis tipgered rejection of overtime
and of line-speed inereases, and resistance o abusive supervisory practices such as constraints

an the use of wilet fiaeilitivs. Aceording to the abovesmentioned report:

Whe the lite spoed is ineteased workers work very hard to be tived not to he able

to work the hext day.

Int thig case, work avoidanee could be achieved through a sick-leave, These examples of
informal resistanee will play a role in my deseription of ¢ nt manitestations of” worker
subjectivity at SAMCOR, As an anticipation, it can be supposed here that informal resistanee
wis ot so mueh a kind of direct confrontation, but it was aimed o reestablishing u socind and,
[ would aegue, moral order viclated in workers’ eyes by the unlair alteration by management of
patterns ol employvient and line-speed. It seens that the primary motivation of resistanee here
wits to stop management's arbitrry actions,

However after Ford's disinvestment and the establishment ol the "24%" workeres' trust fund
al SAMCOR, union orgitisation o the company wis mostadversedy atffected. Deep and oflen
violent divisions between workers supporting or rejecting the fund windermined organisational
unity and the eredibitity of shopsstewards, At the same time, proups of retrenchied Ford worlsers,
often with a past in MACWUSA, vontinued (o aecuse NUMSA o having failed to reprosent

them in nepotiations over the phot chosure ad adued tor compersation, ponadically oecupying
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loeational advantape of being placed in a regrion with recent traditions ot unjon organisation and
with an insignificant history of auto workers” militaney. SAMCOR could then build its
"technologicat road” on this legaey of asymmetric relations of power, whereby innovation
substantially reinforeed the employers’ position in relation to the union. Capitalist restructuring
al Sigma ereated conditions favourable to a heavy resort to numerical Hexibility, multitasking
and instability of employment relations, which ereated further anxiety and frustrsttion among the
warkers,

The weakmniag of the union presence at Sigma lett open, however, spaces for informal
resistance whoere the links * ah restructuring were appar- w. Moreover, the redefinition of the
plant layout and productivity indexes lallowing the [983 nrerger, and problems associated with
the introduction af robots, initiafly crented spaces of vulnerability tor the company which were
filled by informal warker practices. Frequent robot and conveyor breakdowns were reported in
the hodyshop until well atter the beginning of 1980, In one case, the company had to call an
engineet from a conveym < mother compay overseas o send repairmen o fix the installation,
A manager complained that the systemy just introduceed "made it easy {or employees to damage
parts.” When asked in which particulur sections of the fictory this was mast likely to veeur, the
answer was "virtually everywhere.™ At the beginning of 1986 the mechanical line in the light
comgnereial vehicles' shop repurted o 5% absenteeism rate™. As a resull the company imposed
avertime on Tuesdays, Paradoxically, in some areas of the plant workers were aperating short-
time an Mondays.

Abgentecisim was o deep-seated prablem for the company. Uhnjon doeuments hivve sinee long
established a link between absenteeism as an implicit form of resistanee and the partictdar form
wsvmed by restructuring at Sipma, thea Ancar and SAMCOR. T would adud that the union's

prowing weakness played a decisive roly in reshaping fonns and Tanguages of resistanee., In s
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NAAWLU (National Automobile and Allied Workers' Union, nside which the UAW had
merged. in the plant™.

The use of retrenchiments at Stigma showed a relationship hetween automation technology and
union-bashing which provided further atguments to the “technological road.™ It seems. in fact,
that indereutting union power in the plant was i constant preoceupation in the introduction of
labour-saving innovation. n 1984, when the company was embarking in the massive
restructuring phase that was to culminate in the kneh of SAMCOR, its exceutives complained
that a high concentration of unionized workers could undermine their contral on line speed and
production runs, in a factory which was already affected by high rates of absentecism and

subotage:

The Chairman expressed concern as o whether the emplovees understand the
reason that when the company experiences o downswing in volume and the
compaty stifl keeps that number of employees i their employ [sic]. the
employees become aceustomed to that kind of workplace and velume and all of

a sudden when the volumie increases, they start w complain™.

Al the same tine the company (hen Amean intensified work as a result of the introduetion
of new machinery and, at the end of T984, it commur eated that 153 warkers out uf a total
warkforee of 1000 had 1o acconunodate "any schedule” between 182 and 230 ¢ars o day™. This

use of technokopical innovation and flexibility was undoubtedly fieilitated by the company’s

T NAAWLL Minmtes ot Shop:Stevwards Held [siv]at Sigma Mt Corporation Recraiting Cengra, 117171982,
CPEA, AHTU6S O3 120, TAP: NAAWT Sirma Minutes: Shop Slewiands,

© Minutes of the_ Produstivity \ndex, Steering Uommitiee Meetig Ueld in the Mannfaetiring Conference
Room, 28 1L [98L CPSAL AHI6S, FAPCI o 1 NAAWE Sienn Productivaty Schetie Minuses: 198,

 Amear, Fived Dirget Manpower e o Eagitity, Restrn tions, Memorandum File RAC sis, Colerun 1o
Thant, 27 LE1GEE CPSA ALLOOS, TAP CLY Lo, NAAWLE Siopa Broductis sty Scheme.
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picture. it is not an accurate statement coneerning the conspany itself. In T978, 1 vear hefore the
evival of mass industrial actions by black attoworkers in the Eastern Cape. 1300 employees at
the Sipma Silverton plant downed toels in o twosday strike: a frat at that moment isolated
episode of African auto worker militiney (Southail 1985; 316y,

This can well represent the fuet that SAMCOR's peculiarity is reinforeed when looking at
pattertis of worker mobilization. In 1978 the L inited Automobile, Rubber and Allied Workers'
Union (UAW). which organized Afdvan workers and was orpanisationally tinked to a
"registered” union. indicated that the state oi’ union wructures (hranches and shop-steward
committees), of contacts between workers and orpanisers, atd of worker education for the black
autowaorkers in the Pretoria aren were "non existent™." However, Signui was defined as the "first
target” in the local unionization campaign. The plant already had a highly homoegencous
wotkforee: most of its employees came from the nearby township of Mamelodi, located at a
walking distance. Unionization had started in April 1978, initialty through contacts with workers
at the [aetory gates with the intention to "establish who the workers looked up to as the [eaders
in the plant,” but still without a recruiting effort,

A steering committee was elected among the most active workers at a meeting in Mumelodi:
the commitice met with arganisers on a weekly basis™. In one month, 200 workers hiul been
reerutited. The steike boosted unjon reeruitnient: in August 1978 there were 720 Afvican workers
in the TTAW out of a total Afriean workforee ol 1600 membership rase o 1046 in November,
and 1108 in December. The compity agreed 1o stopeorder fieilities, Phant restructuring linked
o successive merger processes wis, anyway, accompanied by sobstantial reductions in

employment. The retrenchment of 300 workers in 1981 wdversely affected the organisation of

Pk i the information belsy vonte rom AW, Repww oot Dramevaal Oranngmg Campen, n.d. (bt
1978), UPRA, ALR06R, TAY, BE DAW Reports,

HAW, Aienerl Meeting w Mo lodi, Wesd st the o omrear tx et by the stomo Wl 1o (078,
CPRAATO00 TAP BRI 210 BAW Y,
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the context of the history of worker militeney and organization in the plam. which will be

developed in the concluding section of this chapter,

4.3 Militaney and Unionization st SAMCOR

In the 19705 the workers were very doetfe. They woeuld do whatever vou told
them to do. but they didn’t bring their beain te it there was no participation, It
was 8 "bags-boy" relationship. T remember when we used 10 have a workers'
courneil, before the union came, ind prive te that there was nothing: production
foremen had the tull awtherity to liire and fire peaple, 1t was exactly us you hiring

and firing a garden boy,

This quotation {from the personal memories ol'a SAMCOR manuger can be assunied as a good
summary ol workpliace industeiul relations in what af the time ways Sipma, In union eeports it is

possible to read stories like this

F. Mashabane, Signa (L1018, 9/8/19749: was having epilepsy wnd asked
foreman to go and see Afvican doctor (herbalist) and foreman agreed, but on

going hack to work he was terminated on areival ™,

Fhis stili oceurred while the Wiehabn Commission reforms where well under way, Thus, the
words of the shovesmuentivned manager are also a fairly aceurate assessment of the state of
antoswarker militaney when independent shopiloar-based organisations of hlack workers

reappeared on the South Afvican industrial eelations’ seene, Yot even b it can provide o genvrat

AW cimes, naanma g potes, 197G CPSA AN T P00 U EAT UAW Nirma.
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But it 13 estrentely difficult w locate m their stary atime when someone cared for their
complaints, or when muliitasking wis not a conmmon practice. Similarly, e fuet that worker
strupgdes against high line-speed tinehuding sabotupe win po=slows) can be documensed alrealy
at the beginping of the 19%0s, as 1 did o the previews cliopter, indicate the permanenee of this
problent heyond wny mythical worker past.

Howerver, new shopiloor strtctures can probably enlince tese exploitative dynamivs,
Teamwork, with the possibility to control e reallocation of workloads it offers, can be
funetionad to this, espeeially ina company that i the past was atiected by extrenely high
absentecisim pates, refusal i work overtinge, emplove provokied damages wind other intornal
practices to slow the Hne-speed, Moreover, the prevention of werker control over working poces
and toads is here pereeived as o tarpet of the company's stitepy, The faet thae SAMUOR
introduved teams (rot above, withowt nepotiations, reinforces this pereeption. Work teants are
one aspect of the imposition of managerial meanings of "eomist™ on the: shopflovr. Another
sspiect i the dev wrion of worker Anowledge of the correet speed in a mixture of stef <t Ty lovist
evaluatiens and flexible employmen! of labour power. In the wonds ot o worker, employees have
e chanee to negotiate the average workloads, sinve only management is emitied o decide 1l

correct schivdules:

On the "systems™ there aie e whete they can miake 509 unibs acday, mavbe
106, pushing dwe systenm up, Wit we Wl them is: ook, i ven want to increasye
the Tine speed we want ssich people” [ parallad merease i lubour foree por
operation]. They say they think the salution 16 to rebalane * the systenn, pomg to

any individed and cheek T is not ovetdouded,

ash them if viwe svstens allosthens to plan
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vatseenees, When these conaegiences matertabise, worker meponscs by inmevition are
expressed in more rudical terms, Phis inditectls contitnes what T have stressed above: worker
perceptiong ol technelogy depemd on the social and technical practices where innovation is
embedded atw: on the implementation of untepotiated work orpanisation. Protinent emong
these prawtiven i e intensiteation of work. and in penticabar e inetease i line-speed. Fastor
work paces and heavier swarkloads ase the shest common imapes, linked o reduction i
headeount. that worhers at SAMCOR assoeiinte with the expression "lean produgtion.” Very little
here pecalls the idea of the workplace as populated by “independent problem solvers” that
idedized ageounts of “leait production” gueted in anothier section oiten convey, Quite the

contrary, trditional Pordist vomplaims are reproduced:

Hours per it ate reduced, people are wotrenched, the speed of machines is
pushed harder, jubs are shitted o people Dehind. These people are larder and
tister, ot smarter. They call it lean production, But if vou are warking in these

eomditions liow e vou espeet to contribute o what is Jdone in the depatanent”?

Apitrt fram this deftnition, T feesd it interestitng how g companenrs’ assembler in e trin lines
charaeterizod the coneept of "lean production™: workers who are sermimibed are mot rephiced,
thedr joiss are reallocated to other workers who are eegrined to perform a wider tash raoee with

o ineteisad wen ke intensity

Weare twe puys here bailding enpine conpartiuents o] Euscort, Eunde amd Asti,
vhly two peupiv, Sometimes we are tahen o the Toor e o o and assist there,
ard alter fesw Do we are Gthen Tromt that wei aned we must po back to the
CHPNE COmMPATEDT et Necwe are sonngy throwehad throtprhs, Sinee the new

ndebs come, ecene care for oar complaint .
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peaple fromt the streets pivings thens jobs, tlaey bring in robols,
0 You said that the company has been producing sinee 1904, But the hosses
have an answer fo that: they would il you that now you must be more

camptitive apainst Lapaom e and Koreans clieap imported ears tmy eniphasiso,

The shop-stewards aceompanyvitg me intervened:

88T hive an answer 1o that question. Why are they reduving taritts and
inereasing taxes!

FR: Beenuse they want to export...

881 No! They don't want to export.

Worker: Sinee the new povernment cemes in...

8K s there any company in South Afvivi, thin you know. anporting jts aas to
Japan®!

13 No,

S8 Whyt Tapan deesn’t allow that. Why are we allowing ir! Wunting (o compete
with o country 1ike that is naivenness, it's stapidity, even with teehnols:y, We can

vomipete unly by protecting our market,

The primary concetn with job sevwrity in workers' respotises 1o leehinolopical innovition Js
confirmed in the rather different case of the paintshop, Flere, opposition o new welmolopy is
sirnifjeantly lower, and refocation 1o ather arcas of the plam is ofter weleomed, ven the
particularly bard eomditions in this departnent, with high Jovels of exposure to chemical products
in i noisy. hiph emperitire envirowment. So far e seduction of emplovinen m tis ares has
nutindy bewty absorbed through intenal mobilit, particulatdy o the wim lines.

Fechuolowy fa divectlv assoviated by workets with o number of spes e, adverse
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You have to sweat hurd against the robot, I vou don's sweat hard, the rebot wii

tiuke vour jub. Thit's what they told you.

The responsihility of the compuny is heiphtened by nrsgement's attempts at presenting
chanpes as inevituble amd in the common isterest. This reinforees the impression that workess'
experiences and opinions are disregarded, their past efforts e not recopnized and that,
consequently, the limits of consent huve Largely been teached. The use of market-related
argaments by the company. instead of makibg its policies ook more neutral, reintorees the sense

of vielutiom

Q: Yosterdwy  was talking to [manager's name]. He wld mwe a story about the tiet
they are introducing technology anly in areis where no worket in the world can
rely on hik eves anly.

A st worker); This compamy has been here sinee 1968, Now, Jo you want to tell
me what they have been produced sinee thens was it ripht? Becase robots are
here only singe 1902,

t2nd warkery: At that time they were producing Colts, Valiants, Clivvsbers, there
was 1o aettemation, Th was done by hund aed there was anything wrony with
them.

(st worker): Phe dssue Tiere is thit they waet to prodinee more svith less workers,
Yo huy i ribot, you do't pay in, it dees not take sieh Teaves, it does not stay
absent fom the joh, That is their arpament. They are nat doing justice to this

cortitey. This country has o hupe problem of unemplovinent. Instead of taking

An ] howed, pelwds were introdieesd ing TORY nobm Bt oven w1920 period ol aceeletate] innevation
Alartesd Tl s iestier exiniple vt ghal process of ms th-nsahme and wdeetn e colstsizeton of memoty 1 deils witk
aboves T adeslioation of the et sorher diseaise snaters et m e iofow pee wentetied that teee
W “uethine wionge™ Wikl e gty ob satpit at Chieeder G the emd el 1960,
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and procedures to make seise of and w control the sisuion, This rationabiny, the pressing need
to be more competitive, manitests itsell inside the workplace in the form of technological
innovition,

Bt weehnological innovation would not be se disempowering tor workers i’ it iy not
understood in the context of "lean production.”™ [n faet. the roots of worker nowarlessness are
mae ¢asily found in o corperate thetorie praising cooperation and participation while at the same
time minimising negotiation, This contradiction. combined with a new trade regime which forees
workers to be productive and competitive, displaces traditional imgres of worker solidarity and

getion, The tact that NUMSA has nothing 10 oppose to this "eoonperative” paradipm at the
company level. while it at feast partially emibraces it nationally, as shown by the refevanee of
produetivity deals in thwe “Three-veur Aprecient.” deepens the displucentent and the ensuing
sense of confusion among workers.

"Restructuring” and "technology™ are invariubly associated in workers' and shapestewards'
diseourses, But the theme of uncertainty about the futare, which is present in almost all the

workers [interviewed, is again fepitimized through o supra-individuad coneerin not only against

technology itselll but on management's untiimess to "the people” or "the nation™:

That idealogy is wrong, even if technolops is good. What I'mi saying is that the
feneral people. ot mation, is wot set advanced in teelimology. I now the company
resorts o use hipgh sophisticated teehnoloey the peneral people will lose their

jolws, Now here robots are deimg what (00 peaple were doing,
i this perspeetives i new hind of unlaie ints-workplace competition is introduced by tie

company, i competition in whivh worhers' abilities, skitls, theiv sourees of prive, motivation and

identity are made useless:
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search for new meunings g lactor teinforeing anxicty.
Technulogical intovistion is what divides "before™ and "atter" w1 workers' elabonition of the

myth. Of conrse, the body shop is e area where warkers are more sensitive to cliange:

[Betore]. the problems we had were normilly evervday problems. we could cope
with that. But today. since this restructuring has been introduesd, people are

[rustrated.

[Towever, technology plays in workers' stories the role of synthesizing changes in an ieon o
make sense of them, rather than of an aceuriate histuricad reconstruction, In fiet, T indicated that
the autharitarian use of teelmological intovation is o rather recent manifestition of & much
deeper tradition of unilateral, topsdown, unnepotiated organisational change by managensent,
Conversely, T have shown that these practices are part of a process which can be dated back ut
least 10 the beginning of the merger movenient in the Gest halt of the 1Y8Us, On the other hand,
I noticed how managers themselves define the pro=1980 sittation as a "hass<boy” set of relations,

Fror thix point of view, it is questionible whether a past mike of seeurity and predictability,
whare w 3 "eontd cope” has ever existed, Towever, this fictional opposition of "before” and
"after” plays o stratepic role for workers: to locate inside an objective historical penealugy, and
e o nly on the ground of nere perceptions, what they identify as the main reasons for their
present malaise. The invention of 4 wadition provides then meanings 1o a present whose
meanings are becoming obseure aid confised,

(13 this case, the favt that "betore people were happy" does notimply the absence of contlicts.
But ixsues of taeism and diserimimaion. wnfiir reatmaent by supervisars, diseiplinary ises,
struppties vver benweliis, all this was parl of an established vision of workplace confrontation, of
collective solidarity and action, and of recapniced roles sand procedures, Jiul "restructuring”

implies the impositions of an extensd ratioalits which destroys the capaeits ot established robes
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unable w ranslate it into coneerted sction, s, workor representations of fuctory lite hamper.
rathier thun facilitate, the development af an effective challenge tlavede 1992),

Workers wdentity teehnology as the most netable vehicle for clange in workplaes soeial
relations. Representations of teclnology in SAMOCOR workers” disenurse are sonsetities referred
to aw an abstract faree mimethized in the repular pace of the convevors or in the ideolopy of "leun
praduction.” sometimes represented by methonvmia through "the robots,” some other times
linked to employers' intentional choices aguinst "the puys” and their union, They are quite often
associated with the idea of unilataral monagerial action and Lek of consultation: words used o
describe techaalogy evoke separateness from the workers' day-to-duy ¢oncerns, employers'
buetrayal and mistrust of the employees' sense of quatity. The results of this separation are seen
as unthir increases of lincsspeeds, heavier worklouds and intensity of operations, the
disarticulation of hewry soclalization. and cuts in employvment levels, 1 am now turning moere

specifically 1o this set of isstes,

5.2 A Cybernctic Swentshop? The Moral Economy of Technology at SAMCOR

"Bufore the changes people were happy.”™ "The changes” are here memories of the
consequences of teehnological innevition, This statement by o worker in bodysiwp, so strikingly
recalling the jpeipit of Ken Saro-Wiwa's "Sozaboy” £ 199:4), assumes the same nareative fanetion,
prajecting the issue of restracturing at SAMCOR ona much wider borizon of significance. It
builds i my thical opposition between a "Before,™ when the fictary social relations and dynamics
of perver i inequality were still contitined inside a calletively aceepted moral and symbolic
code of norms amd interpretation, and an "atter” when traumatic aind uscontrollable forews off
change suddenly impacted on the workplace, disarticulisting its codes and devastating: ity internal
soeiul ik, inposing uneertiuinty and anxiety in place of seewrits and predictabiliiv, The already

totived enntest over the union’s rele, moteaver, weihens a epository of identity, making the
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[ am g person who waitts to fght rather than talking. T dow't like what these guys
[the compiiny | #+¢ doing. T think that throwpel fipht we can win what we want. But
Utey [NUMSA's regiomd oftice bearers] don't like nyy militaney. ' not ineluded
in the team who's going to speak to the company t..). The illegal strike works if
you are able to control the workers, it then becomwes legal beeause no ane is aliuid
to fose their job, They can't employ scabs tesching them how to build a car: it will
take three yeurs, It's too vostly (.0, Hlegal strike can werk as long as we e
united. [ worked at SAMCUR for 18 years, In my liletime we had only one legal
strike, in 1994 [management claims that tere wits o los . of production due to
lepad strikes in the last five years, Author's note], all the others were illegal. And
T'im still here,

{3 What makes you think that the company will be vulnerable to en illegal strike?
Au They have invested fast. The {ituee of this company lies in people working
bete, That's wly they are weak, 1w can be able to control the strike we ean win,

Although they are cutting headeount, they depemd on us in the whole assembly.

Starting my examination on workplace subjectivity with outsonreing is usetid to exemplify
& certainy pattern ot worker responses o einnge, and how this creates problems for shopiloor
union organisation. Cutzoureing is mainly seen as a Kind of ultimate violation of what can be
repurded as aceeptuble relationships between workers ad etployees, The eall for deflanee
towards the company comes here a5 a consey hee of an epen atlack 1o the bases thenselves of
these relationships: employment security. An attack, moreover, which is seen as hrought upon
by an impersonal vaionality of the company apainst which the anion itselt Bs apparently
powerless. To this extetn, T wonld say, the power inegualitivs of SAMOCORS road to restucturing
are broadly represented. Howeves, worher bnossfedpe of industrial ¢langre and alteration of soeial

relationships presems i very maateed ind steoitfed ainderanding ol restructareing, it they seem
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YOUL YOuL see, Decause we cannot sleep without tood. and then erime goes up. And
they are going to hire somehady by contruet, where they are going to puy 7.00
Rand in howr ..., What we think, we people, becatise we'se got minds, we think

that this is maybe something that is against our gosernment.

A part-time shop-steward nearby added:

Bumpers have been recently outsourced to [EC, A teamleader at IEC gains 0,00
Rand per hour. Now [at SAMCOR} it's 16.00 Rand per hour: product volumes
stay the same, eamings go down, profits o up. What they are practising here is
cupitalism, And whe benefits from thit? Shareholders! And who wre the
sharehalders? Foreigners: Ford. Muzda. And the people, they stay poot, and poor,
and poor, And erime is aceelerating, people are conmitting erimes, and they don't

care about crime as loig as they zet their shares,

It iy interesting here that, to strengthen the maral superiority of workers' argument against
vutsourcing evoking the image of an entire soctal order threatened by obscure forces allied to
foreipners against the national interest. no mention is made of the unions, ar to the idea of
general worker setidarity. The argument iy entirely played at a symbolical fevel: the search for
a transeendental souree of legitimation is at the heart of the most commondy held reassuring
itages. Other mployeus, partienlaely shopestewands, are more nuanezd in their evaduation of the
gavernment. Some recognize that, sinee the presenst government is adupting a seo-liberal path
which hwilitates the import of compunents from overseas, vutsoureing does not create any
fundamentut eontradiction.

[ soine cuses shopestewards realive that, mnbess decisive steps are tuken. this can widen the

wip between them and their members, turtler weahening: the univn:
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They also contribute to huild the sacial basis for solidarity for luture action, Shop stewards say
that warkers communicate with colleagues in other departments and then po to them, asking {or
action, ofien complaining about the union's head ottices. I these dynamics of shoptloor
knowledge are not peculior to the compuny. at SANMCOR, in any case, shopestewards
substantially lack control of this informal organising. It seems rather to derive from the desire
ta {ind a common understanding o' a change regarded ws threatening employment security, This
i it standard SAMCOR's theme which negatively impacts on a widely researclied dilemma tor
shop-stewards; their need for an uneasy balanee between the company's position and the of their
members™, oven iF this means Turther inactivity and isolation, (Mher, the majority, are ware
concerned about "keeping the pulse” of the rank-mmd-file ond trying to articulae informal
sobidarity in a conscious agenda for action.

The articulation at the rank-and-{ile fevel of an informal knowledge about eutsourcing,
however, leads many shop-stewards to recopnize that workers are autonomously realizing that
"something is changing in the workplace.” Workers can see their collea wes removed or taking
packages, A sense of fixar about a possible job loss pervad s whole sections of the plant. { tafked
about the issue with workers in the bodyshop, which is the anly department not direetly affected,
by now. Amd yet, they could give me in some cases truly apocatyptic visions about a possible
post-outsorreing future. The issue is assumed as svibolizing a capitalist move violating not only

employment refutionships, hut the whole promise of the democratic post-Apartheid Soutl, Africa:

[ TTis outsonreing thing | which is going to eripple the povernment, which ' going
to extend critie. At the end of the dey erime wiil be oo much beeause we are
going to be given packages: thirly-thousiatid, thinvethovsand, thirty-thousand.

Then we go o the street and that money will foish. Then we start to steal, we kill

" Bevaon (19730 34 paomeering i U 1erand
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At Yes, they just say they've heard that in the plant.

(J: Well, it they even know the name of the autvoureed company, it must he a
very reliable source.

A: T don't know what's happening. Pm not sure. I'm just waiting tor the company
to come and say: "men, the place is no more yours.™ If T say the company is
outsourcing and the company asks: "Who said thae™ T ean ikl myself’ m
troubles, And I only know that the company says it's not doing that, even if the
warkers say it will do it

(2: Whom do you trust more?

A: [Embarrassed smile| T teust ne one.

I could not avoid an impression of 1solation, powerlessaess and lagk of informition on the part
of certain shop-stewards, On the othet Lind, rnk-and-lile members were actively developing.
outside the shop-steward structores, their informatinnal and organisationyl strategies. I did nnt
ultimately manage to ascertain whetler the paistshop is really going to be outsourced. The
campany, however, may have pood strategic reasons 1o do that. In faet, workers from an
outsaureed company would be tied to dif” ent contractual arangements, maybe they would even
be members of another sector's union. Thus, the possibilisy tor the company to strike deals on
Aexibility with them without the inteeforence of NUNMSA would pe enbanced, reducing chances
for worker control amd teinforeing the trends o tisk-hased *pseudo-participation” 1 previously
evidencud,

The paintshiop's story showed that a very solid and indormal worker network to share
information amnd analyses about company restructuring: was established in the plant. This network
erasses the barriers between departirents and it invalves sometines the foremen o more
detailed infortaation. The promuetion ol Mack worlwrs coming from the union io superyisery

losks somewhist theilitates this, But these networks are not only aimed at sharing infornution.
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happening. They don't know whether they Il be working here tomarrow ar not,
Attitudes towards SAMCOR afe changing, we see people are losing their jobs,

W are losing fadth, we are losing hope,

Meanwhile, voices are spread throughout the plant that whale seetions of the factory have
already been or are in the course of being outsoureed. While these voices express a very urgent
and shared concern, they are not. at the same time, always relfected in the union's communication
channels. Workers oo the floor could tell me precisely which seetions of the plant had been
subeontracted, and even the names of the subeontracting companies, On the other hand. shop
stewards had to rely either on Jle company's reassurnnees or on what “people way.”

At the trim line shop stewards seemed more convineed. They for example indicated the recent
physical demarcation of the paintshop as a preot that it has already been outsowrced. Eifectively,
{he paintshop is the only area of the plamt separated hy physical batriers, While it was relatively
casy Tor me to move acress other departiments, ta enter the paint shop [ had to be accompanied
by a shop-steward who gained permission from o guard for me to pass through a gate, The
company argues that the gate was placed to keep people out of a hazardous area. T asked a shop-
steward in the paintshop i that had anything to de with outsovreing, This ane is much more

cautions than his comrades in assembly:

There ate voiees that Dulux is coming to buy the boot ines, there e also voices
abaut the seaiers. The company savs it won'tdo it but worhers have been saying
for ane year it will du it

(: The guys at the trim lines are convineed ey are wch more thin voiges. Fow
du wurkers know about that?

Az Dilon't hanow,

L lave vodever asked”
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In this and similar cases that Teould observe a clear pereeption exists, compared o workers
perfeming more skilled jobs bt whose skills are not recognized. of the tact that the worker is
miade respunsible towards the guality of the produet. that he must inspeet it without relying on
the supervisor, In this stronger atachment to the jub and. implivitly, o the company. wliut |
identilied as the contradictory nature of *tacit skills” might play a role, Providing the worker with
greater opporiinities for control, tacit <kills in formally Ioweskilled jobs make him., nonetheless,
more dependent on Iis occupation, given that skills are plant-specitic and non-portable. In this
way. it seems [ikely thit the nature of the jub as asoutes afidentity and of elaim over comtrol can
be strengthened. and any attack on such o vidnerable and precarious identity resented. Studies
of technotogical deskilling in South Afviea (Fwert 1978 334-33n) have shown how the Joxs of
kil amd status as o consequence of new technology has the vonsedquense 1o define hiph fevels
of specialization weakening the position of the worker on the labour market. On the other hand,
relatively high levels of remuneration and benelits could prevent the jub from being felt as
"degraded ™ discouraging the search for alternatives, und reinforeing worker dependence on the
company, a point already noticed by Roux ¢ 198w,

Whereby in the [irst two workers interviewed for this seetion a militant seli~disciplined
thetorie was stitl maintained {or stratepies of response uased, respectively., on upwand mobility
or ant the exit {rom the company, in the thied example the idea of quality entirely substitutes any
language of struggle. 1 would rather say: the invention ol quality, given the nature of this
particatar job, highly fagmented and repatitive.

I ean advanee. as o conelusion, that worker orientation to quatity ax a valae inereases when
the skill and xnowhed qe content of the job decrease. [n parallel. workers' positive attitikde 1owards
the jub and its final results ave less instrumental and ore expressive. The reason ean be that with
the weakening of individual worker control over his job, it pave. foad, Tiad result, and with a
deereasing seeurity on the prospeets of Bitune emplos meni aid the witheruyr away o alterative

nheanings to atach 10 work, @ new source of sense amd identity & touad. Company's commnon
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It a problem, It like having o wite who is irrecponsible; hat vou love that

worman and she's the mother of vour hidy,

Even workets substuntially sutistied with their jobs and with their prade cannot be
attomativally asstumad as conpliant. Sutistintion may be produced by the perecived capaity
set the corpeet times ad procedures for a sk wineh can e called invented "pseudo-
crinftstanship,™ This is an ethic wd a4 seuse of initiative even totally unrelated to the kick of’
auonomy amd inititive, the Tuw=skill nature, or the nonotonots characteristies of the job, This
recalls Charles Sabiel's (1982: Ty dedinition el eralt os Jetined not by the natare of tasks but by
the worker's expectation fo show its hnowledpe and preparediess in anforeseen situations. A
{eeling of being essentia] may be coupled v workers o Lk of tormal skills in o siteion of
higdt uncertainty. s is espeeially true For workers with plant-specific shills and lintle chanees
of being employwd inanother company.

Civen thie stk foundatios of idertity on the job, in this case workers ean beeome even more
suseentiide to viokitions by manmagement. 1 talked 1o a selfdefined unskilled seal-applier in the
paintslp. {is joh consists in sealing the anwelded gaps opened in units coming Irom the

budyshap:

[ tike the juby, very nnuch! enjoy the jub becar Tesperience problems, I've got
asav. Dean blow, iCa Mowmar i absent, Tean at oy, Tean do underbody
seals. [he joby of sealer is ehanging, There's morg responsibility. I con suy s
beeoming working laster, They set the line spead for it job as they see you
perforgm well and they inerease a Httie bit 18 vou sull pertonn well they inereuse
a dittle Mit o Tithe bit Adter a month they fued thit pay is alvipla for the job and

you yourselt can feel now you're alriplit. And sou stint eigoving the joh,
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quality Jor purposes expressive of identity -

Actarding to myself, nothing is impossible for me, Tean't say my job is ditticult
o 10 you Jothat job avervday, you become used 1o thiat job, Yes, the job has
chaged, ihere's more lae-spevd. But 1'm a fast man abways, i the line-speed is
going wp T think I ean cope witivit ., T live beest a clerk, Tdon't think this is the
ondy job I eansdo. Lam a Geitest an, T grab fast, so o coch of the departaemne ke

me 10 the job 1 tink U muke it because 6t 7 s me s lours to know the job.

Construetion af Ldentiv: delines here previse strateries of aduptation and resporsie, This,
howeyer, dogs ot mean eompliunes with the imperatives ol povwer. An assumption o this case
s that 11 i viable to wticubute o strategy wround the prospects of prosction it egqual opportunicy
and transpareney in remuneration estated W ke account of the whole range of abiliies and
expectations developed fnside and outside the workplage, In other words, @ higher warker
commitrment aiscs the stuke af the protmise o working at SAMCOR, but it alsoe makes violutions
more Likely and reactions more suseeptible,

The same assembler quoted above poes on blaming the company of wrlairmess and

Jdiserimination because

prople with lesser knowledpe are on top of vou. 11 there was enotph demograey

i1 this company we would't have w stegggle ail over,

It is Biere intresting that by "peaple with esser knowledge” e maioly intended white newly

hired empioyees, promoted in -uperintendent or jubor managenent positions . "Demoeracy”

CAuller ¢1RED e St e Rt Tact skl insd discretia, g eversidinn responses o shoptloor probleme,
ary prevented from becoming g s of workplics cooperation b tse Lick of shall tevernition amd the
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SAMCOR is reported, together with Delta, as payving the Jowest wigtes and benefits in the
sector. Workues, on the uther hand, are able w tnbe comparisons, or "benchmarking” as one of
them said, with other plunts, which heiphiten the sense of injustice. This takes place esther
throngh the circulation of informution througl the <hop-stewards, or thanks to networks
involving relatives or fiends, sometimes originating frons the same areas and wotking for other
companies in the Transvaal. So. T eould leaen that o worker in Grade 8 at Nissan gets the sane
retuneration of i Grade 3 at SAMCOR, or thiat workers at BMW benefit {rom proiiesharing
sehemes which do ot apply at Silverton,

Issues of o fuir wage for individuals and the howseheld are steietly linked 1o what workers
perreive are their skills, and the need for recopnition, This aeed is defined bath on the range of
tusks a worker fuels prepared to perfonm, and ea the content of specifie tasks he is actually doing
in tepx of dexterity, physical strength, speed. concentrativn, The kel of skill recopmition
delines sets of complex, sometines contradictory worker orientations te quality. This issue seems
more relevant to workers displaying @ more articudated understanding of” the opportunities
embodied in restructuring and a elearer stimtegie appraach to cireer chvice, Apart from the sense
of imdividual pride [or mental and physical abilities, the possession of provious work experiences
involving comnunivative skills may help the worker to strategize and w Jefine expectations tor
sonirol, What follows is rom o Grade 2 assembler of heater-blows, boot-foeks and lights at the

teim line's "Systent 17, with a previows experience s a retail salesiman:

I want to know the whale plat, the whole job of the plant, but my main job |

witnt to du is o motor aechanie, That's the caeeer B wint to [ollow,

T s eatse a posiove attitnde wwaeds the opportanitivs contiained in the job as derived {rom
broader experiences amd strgeries is negatively atfected by thie narrow cosstent of wotk at

SAMUCOR, T sense of heine "the man b e job” reinforees the nisining of contribntion 1o
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chiweh machines Jduring normal produstion. so chey have reduced hours of
overtinie o make people check the machines duting norntal 1ime, so you have to
skip the funch to check the machines. You have to work eipht houes eheeking and
producing: belore it was only to produce. THow can you clieek pad produce at the

same tine?

In any case, the company's appreciation of workers” contzibution 1o quality defines @ new level
of struggle over control. Waorker identities constructed alonyg these lines are wounded when
examples of unfairmess appear which, undermining wor' 14 vense of control ovar their job, break
the promise. In this way, qualie is not a nentrad playing Held defined by universally accepted
riles and stadards of performanee, [ rather becomes an aren of contestation hetween ditferent
visions of control over production, of a defensive combination of worker autonomy and initiative
against the impersonal logic of the "technological rowd.

Workers' emphasis on issues of control is a reaction to what is perceived as disregarding their
contribution to quality. Perception of unlairness at SAMCOR s linked w issues such as
managerial manipukation of work times and paces, [aek of recognition of skills, supervisory
interference with the worker's knowledge of the job,

A eeneral dissatistheton about wage [evels is conumon. Phis is combined o varying degrees
of warker identifieation with 1he compuny's imperatives, After the "Three-vear Agrecment” wuas
sighed, a shop«steward recalled, trade andon onganisers and shop-stewards were aitacked Juring
repori-back meetings, where NUMSA wis accused of Taving "sold out™ the opportunity lor
better wage increuses for the suke of its aims on produetivity deals and <kifl upgrading, The
agreement is generally revopgnized by external obsersers as an advanee [or workers with fow
parallels in other seetoes, Cases of rejection of the agreement show, instead. ot vnly a stort-term
worker attitikle to wapes, but also wclear and rational calealation of the articwlation of Gunily's

needs, of the neeessity w support unemployed refatives,

L14



doing praduction operations in the trim tine:

Again, "nomally” seems more aimed ot reconstinieting and imposing some form of regulative
itlens on the present, rather than referring the "before” to o conerete historical readity. "Normality"

is here the advocation of 1 condition where workers liave at least some voice aver how wark is

o't belivve we build cars at a 90% quality, but I've checked, I found they are
75804, Quality has deterforated beemise workers are squeezed, How do they
expuct workers to pertori like machines” We are not properly numned. All this
leun production thing. it's all about save costs, squeese the workers, do more jobs,
If we had muore time, we'd be doing quality hecause we'd oe planning, We are not
planning uew, we don’t know what we are going to huild the next day: they are
just brought down. Models just come down trom the paintshop. An assembler
should expect anyth’ g

Q: Tlow wete the results on quality before leen production?

A Before it was betier, There were enough people on the systems, assisting cach

other, a %0 quality. wa were working tormally,

organised.

Part of the "squeeze” oh workers is also what is regarded as unfair allocation of time for

machine inspection. Here, one of the celebrated components ot the Japanese model is openly

rejected®:

They {management] are not nutintainiop the whole machines, only when

machines stop they come, but otherwise they don't imake inspeetions. You can't

muwdel.

This aspeet wars alteady raves] in Kamata 4 19830 a1 chae™ exposire of the iuman eosts of the Japanesy
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and construction of subjectivity may find a substantial input precesely in a re-elaboration of
vompany ides]ogy., alse through the contributivn of militont shop-stewards. [ explained how the
promation of uality commitment at SAMCOR defines a contradiction: on one hand. quality is
encapsulated in the machine and insulated from the perturbing effects of social relations and
interactions: on the other hund, managing sovial velations and promoting eotmiianee and
initintive is 2 condition {ur the effectiveness of the whale suciv-lechnical system on which quality
rests, This contradietion is materially translated into retrenchments, arbitrary allocation of time
and tasks. instabitity of cmployment relationships.

Warkloads, line-speed, Jeteriorating health und satety conditions or growing employment
insecurity cannod be regarded as necessary and/or sudicient cawses of overt confliet in so far
there is a perception of wther possible, and less costly, alternatives to define identity., exert moral
pressure or: the compay, or strengthen workers' bargaining power and clainy to a Fair treatiment.

Antong these alternative responses, a kind of flexible identification with quality imperatives
a5 defined by managerial ideslogies can provide opportunities te worker self=atlirmation, This
can be ol o purely instrumental nature, or ¢lse expressive of identity. In any case, it seems that
the ideology of quality and competitiveness notivates worker aceeptance or canpegation in so
far it can be assockated with the promise of squal upportunities For everyone to eontribute to the
suceess of the company and o equal rewards, which impites greater worker control. Adherence
to quality pertormanee becomes part o' a pattern of tradeotts and negotistions on the workplace.
Sinee yuality provides the company with the lepitimation for restrueturing, workers must prove
capable to give a speeifie sontribution to quatity i order W carve up spaces for them insids the
dynamics of change., Conversely, the persistence of hierarchical relutions prevents the
redistrioution of the benefits of quality«enhanving selemes. As o consequence, the inberet
inequality in atthority relations prevents an agreement on shared quality-orieated values,

Quatlity«elated considertions cun strengthen workers' demands for a greater measure ol

cantrol over loads and thythms of production, as in the words of this past-tine shap-steward,
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cradles: somutimes cradles get loose and body sides B3} on operators below. In an aceident of
this kind. a warker was beheaded last year, n 1994 5 300 kg. trunstormer activating spotguns fell
on & worker, who is now paralvsed. The problem of loosening eradles is reported in assembly
lines as well. Here, moreover, mounting engines “trom below™ involves the danger of falling
enpines, Multitasking increases these risks by often placing waprepared workers to perform
hazardous operations. In budyshop o foeling thit "the comipany don't (sie) care about employees”
is agsoeiated with unthir and diseriminatory treatment in safety provisions, aimed at cuiting costs.
For example, fitting components at SAMCOR is a high lahowr intensive job: operations that in
many countries ate mechanized are here performed manually. This is the case of windsereen
fitting. Workers {1t sercens on the painted Body with a ehemicul moulding. They would not be
entirely protected vven if they wore gloves, according 10 one of thent, And yet. this operation is
done at SAMCOR by hand and without gloves. Bome workers had their hamds devastated by
encrustations and sears caused by the moulding, as if'a second skin had replaced the natural one,

However, if from one side warkers feel inereasingly alienated by the logic of organisational
restructuring at SAMCOR and by its social and human costs, {rom another side a grenter
advacation of control over their jobs is encournged by fissures and loopholes in restructuring and
in its discourse. As 1 have already argued, workers cannot be simply assumed as passively
suffering processes of restructuring, They establish o recursive retation with them, Processes
through which workers' meanings of industrial change, albeit prablematic., contradictory and
"mythical.” are constructed affect and shape industria] change itsell. In the next seetion I will
analyze opportunities provided for workers o respond to restrueturing by flexibility as idevelopy

und practice,

5.3 Grabbing Fast: The Social Construction of Quality ar SAMCOR

In the presence of a weak and divided trade union organisation., processes ot worker responses



and it morcover generates instability and Hustration through prospeetive reductions of
employment as a further impediment to worker militaney and control, and as a permanent threat
to the remaining emplovees, If this. conversely, is translated into an individualised concern with
job security, for example by trying to avoid being eritical or outspoken, it can further weaken
union solidarity, reinforcing workers” foneliness in o vicious virele,

The intensification of work as the most visible munifestiation of restructuring is generally
finked by interviewees to higher hazards for health and safety in what is becoming a high-risk
working environment. Interpreiations of restructuring as profit-driven and not coneerned with
people's lives and dignity compare present health and safety issues with the "old days” pre«
change problems which "could be coped with.” Naw, a causal link is established with new
technological and productive paradigms. These coneerns are raised in every department, Wnea
I was interviewing shop stewards. {he most frequent cause for interruptions was given by workers
coming to my interloeutors reporting physical injuries on the job, In some ¢ases they were
bleeding from machinery-related wounds, Most of the grievances dealt with by shop-stewards
during the period of my research were connected with health and safety issues.

The tadyshop is probably the most health-hazardous environment. Lack of safety equipment
and clothes is widely reported, Thig is 2 documented. longstanding problem at SAMCOR™; in
the areas more exposed to fumes and emissions. a problem agprieved by {orktruck's exhausts
which are often malfimetioning, only a minority of workers was wearing masks. Where warkers
wenr masks, as in the paintshop, it can happen that the fans are broken and the chemical funes
are not digsipated. There is apparently ne company policy on the use . - skst weaing such
gquipment seems entirely valuntary.

Work aceidemts are reported by shopestewards as requent, and linked to poor safety

precautions in the wse of machines. Body sides are brought alony the overhead "carousel™ by

Seiler to 1. Adber 6 0.1986; Health Information Centte to . Adler, 25 6 1086, CPSA, TAR, C13.2.0
HAAWTLSAMCOR: Spray [ainters,
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No. I dan't hive encugh time 1o plan, we are ondy instructed. W cannot do our
job if we are not manned properly. [ don't enjoy working tor this company, it's

just I don't have any alternative.

A sense of the union fosing control of work paces is present in the words of another operator

in the trim line:

The shop-stewards monitor the line speed”™, but vou find that behind their back

the line is running fast,

This impression is nearly exautly replicated in this argument by a bodyshop worker:

Workers are not satisfied as the way they were satistied. No, they're squeezing the
jab. You heve four and they take three out of the job and you have to produce the
same volume at the same [ine speed. You see what's happening with the idea they
came out with, lean production, they're losing headeount, they are retrenching
people. everyday, When you lose headeount, the company doesn't reduce the line
speed. People are complaining everyday, minute by minute, that the line is

toving fast. that they cannot cope,

Worker perceptions of "lean production” are not conducive. then, to participation,
involvement and commitment. as it is assumad by common wisdom in business literature,
Flexibility is not part of a process of legitimate organisational change, for witich it should be

burgained with some kinds of worker representatives, 1t is rather "this idea they came out with,”

* This seems ruther preseriptive, since there s as campany agrcement providing lor this role for shop-
stewards.

[



5.4 Worlkers, the Union and Resistance

The company and the union embody twe peculiar ratiomatities that may be interpreted on the
hasis of elass conseiousness and opposition, This. however, does not nece sarily dutermine elears
et identities in processes of day-to-day subjectivity construction on the sheptloor™, In particutar,
dynamics of intra=union conflict e not uncomimon at SAMCOR.

Conflicts on the "24% trust,” us [ explained, generated identities and loyalties which Lirpely
survived the issue itself, by now relatively less important, Workers' "anti-24%0" caucuses were
nt the forefront of attacks to elected shop-stewards on broader issues of union's line, action and
militancy. as T will show, The “ost common reaction among shop-stewards about this Rind of
cleavage is 1 setise of frustration and ingratitude. nurtured in convictions of being misunderstood
for what they honestly perceive as a service to the whole membership. The bead of the SAMCOR
shop-steward committee has been working for e company since 1980, when it was still
Chry: v, Te is part of the kind of relatively skilled and edueated autemobile industry worldores
which provided the backhone for the first phases of union ergansation, Hired as a "semiskilled"
guality inspector in Grade 3, he entered the union after the experienve of the 1976 school revalts.
Before SAMCOR, he was retrenched twice for being o MAWL (Metal and Allied Workers'
Union) member, after having followed the example of his elder hrother, an orpanizer for
CCAWUSA (Commercial, Catering and Aflied Workers' Union of South Atifea),

[Tis experience at work has always faeed Tine with a maragement considered as an extension
of the racial social order, Hovwvever, Tie is aware of changes in technology and wark organisation,
and he notices in them opportunities that are not underlined in his comrades’ arguments. e
stresses that now u degree of cooperation with the company acquires the new meaning of

cuntributing to econotic and sociad reconstrucion inder 3 democratic povernment, while

" Fhis point has deen cmphasized in Besnan (197 1)
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not selved.”

The transtormation of the rele of the shopssteward in an instrimentalist sense, as a provider
o services in specilic episodes, can weaken Dis fishetion as a vehicle of worker organisation and
identity, but it can hso Tavilitoe more resistant and less consensual approaeles to problem-

solvimg:

They [the supervisorsfare tot polie, then T become angry: i I'm angry 1'm not
to o my job properly. My mind is not concentrated. Sone of them are treating,
us like human beings, some of them don't give a Jamn about us.

€2 What do you do when vou ove aclash with vour supervisor?

Ar Last time 1asked my supervisor to go to first aid and the supervisor dida't
want me to e to tirst aid, [ended up losing my wemper and I said "Fuek ",

Then I went o the shop-steward and T managed to convinee the suparvisor.

It is important to remind that the importanee of shopsstewards s brokers o Fecompromises and
medistion on the shapflosr does bot prevent them, however, {tom being at the centre of
contestation and critivisin, In fact, i the presence of the union can reinfores worher resistance
in lovalized episades, the role of the shop-stewards is abse linkad by contractual oblipations,
procedures ind eustoms which gonstitute the basis of the revopnizst role of the anion inside the
plant, This requires tieiy eapaeity to transeend persoial amd pronp sitwations and to ook tor
Arrangenents o sweommodate the demand for warker empowernient and the reduction of
inequakity and injtstice inside the broader aine: to eyare viability o the eonipany and solidity

to the union organisiudot. This set o issues will et the core of the neat seetion.



But il they experience youare not i union menther they sy "No, man, we don'’t
uperate Hike that. You lave to lsten 1o witet [old vou to do.” They are seired by

NUMSA.

This line of argument indicates that workers still adsocate o preater detertnination by the
univn to eounter arbitrary mansgerial decisions and o strengthen workers” views vis=vis the
foremen, Thus, even i workers eriticise NEIMSA'S wape policies, or are disillusioned by its fuck
of o blueprint for workplace transtormation. they still positively eviduate being members of the
union, if not as a foundation of a strong comimon identity. at keast as ot of their wedpons in

everyday episodes of confrontation:

(...) if vou put an input they [the employers] got the suggestion, but only if you
are g NUMSA member: with ordinary workers they relise. If vou are an ordinuey

worker they will just look at vou and "that... that... that...; Fuck!™. You sec?

The e ol the shop-stewards is substantialby identitied ux negotiating. whether er pot backed
by a strongly antagonistic and unreeonciled agendas Tt this area. it can further delegitimise

teanwork as the velticle of' o common corporate eitizenship and identity:

When [ uve a problem on the line, T am overlowded on tl job, T go o the
teamibeadur and Tty o expluin: "Hev, pentleran, we fuve so and so problems in
this line,” then the teamleader goes to bis supervisor and explains bim: "They
wetit fnto that prablem.” and then he went to the manaper who says "OR Bt
the problen is not yet solved and 1 and my cobleapues heep on etving, Then we
o 1o the shop-stewards amd expiain them: "We've pot so and so problenis; we

Iave tried 1o call the wamlvader, who called the supervisor, Yet the peoblens is
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changal:

They sll think their decisions are final and hindie. 1 he telis vouto push this
chair af a corner without a reason, you mustn't ask him "why ™, (.0 [ need 1o

Haht agninst that, apainst the et that they are making decisions.

Thix can define new patterns af shopiloar solidarity wgainst pereeived common threats:

Last yuar there was an ineident about the line.speed: we protected our {hlack]
foreman against o superintendent. e was being bard w the {oreman and we

thaught it was not fair and right.

However, sinee the scope for fivemen's independenve it SAMCOR is rather narrow, the
promuotion of more hlacks to this posttion may not be accompanied to a substantial shilt in
workers' opinion, Raeial solidarity has its limits, and it is interesting to compare cases of black
warkers' positive evaluations of hlaek toremen with their generally negative opinion about black
teamieaders A complementury explanation {or cases of shoploor solidarity hetween workers and
toremen e reside in what [ huve toticed ax the identifieation of the commeon enemy on the
warkpluee in the form of further centralization of decision making and new kinds of supervision.

In faet, meia. solics. ty can hiphlight the fet that the freman's job is disappearing, or lesing
importance due to new systems of regimentution of times and Gasks idertitied ay "lean
praduction ™ Towever, { recognize that answers on this point are not vonelusive, and this would
require nuwe insdepth enguiry o the issue,

In sanwe vases, it seems that the wision identity, that is the possibility e eall shopestewards in,

am still provid s workers with some leverags in dealing with foremen:
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However, more than half of my interviewees revopnize that “sometling is changing” in
relationships with foremen. n some casay cotmmupivation ts becoming casier, and supervisors
seern to be more attentive and cooperative. T eouhd clearly identity two main reasons for changn:
the promotion of 2y workers, sometimes with trade union experience. i supervisory positiots,
and the importatice of the union's backing black workers” standing vissaevis the foreten,

In the passenger vehieles bodyshops ther  are presently three African foremen, one coloured
and five white. Two ol the Albican joremen. in that position R two years, huve experiences as
shop-stewards. Workers are increasingly tinding conmon ground with theit, both as far as
communication is concerned. and beeause they feel them o be more respons: < and coneerned

about their wark:

Foremen are chanping aititude towards guabity control asd quality. If panels or
subs {subdssemblies] ate rejected, they now reaet immediately that this has to be
eesolved yuicl Iy, They don't five in the past saying, it you reject this: "let it go
to the line, they will resolve the problem somewhere,™ and this hecause guality

is being preached every day in the company.

[Towever, this evaluation s not unanimous. Two workers T interviewed in this department
expressed negative opinions about hlack foremen. One of tiem. in particular, said that their
promotion is. after all, always a question of personal favour: they are oflen chosen among
teamlenders, and the company dovs not appreciate independent-minded persons in these
pusitions.

In the Medium Commereial Vehicles section at the trim line most fopemen are hlack. While
relattonships with them have improved and a greater joint problemesolving attitude has
developed, workers yesent thit white foremwen are more fhels 1o "send people to industril

relations™ pumagrement to be disciplineds in this case selationships have not suivdantially
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of the foremaan. The whites' sense of superiority is equally resented:

White supervisors are a problem, Here all top positions are white, If they want
sumething, they just throw it to the workers (... It yvou have a problem, the
supervisor thinks that a black problem is not a problemy. Thirty-two year old

supervisols talk to fifty-two year workers as it they're just tafking to a Kid.

In workers' opinions, teamwork itsell is often reparded as an extension of a racially-hiased
supervisory apparatus, This is related to the intepration of teams in line authority, their pseudo-
participative nature, their emphasis on top-down communication. Again, the parallel with

traditional despotic practices is telling:

Q: Daes teamwork help the workers in contributing to solve problems in the
factory?

A Yes, but very little; very few suggestions are heard and listened to. (...} You
ean form whatever structures but only in few areas there are changes, but not
broadly. Teamleaders are appointed by the foreman among those whom he
favours, It's the some as jndungs, they just changed the name and pul
“teamleader”; he's just the mouthpiece of the Forenan, 1U's very difficult for him

to come out with his own ideas,

In some few saves, & difference between wamlvaders and foremen is identiffed in the et tat
the tenmieader is maore legitimized by being "at least.™ as a worker said, visible on the fine and
having o knowledge of the operations, difterently from supervisors, who are distant and ignorant.
H s however interesting thit one of these workers arpued tliat the forenten are the bipgest

ebistacle o teamwork,



hoth the authoritarian nuture of control awd by the enduring lesaey of a nop=democratie political
past. The ways in which collective identitics and conupunity practices developed in the
apposition to apartheid decisively shaped worker sesponses to managerial control. Authoritarian
methods that could prove suceessil in other hun-democratic contests are here less effective, As

Chtis Lloyd, [rom NUMSA. told me:

The South African workforee is different trom any recently proleturianized
warkioree in the world, For them coneepts of democraey are important, concepts
which were unknown to, say, Indenesians or Koreans. They have a stronger sense
of resistance md they are used o bring comtrmity problems inside the fetory.
There is ne clear distinetion betwaeen conmmity and company. and they huve no
common cubture with management™,

Fhe racial divide, the fuct that "these whites are harsh For the peaple” is still a prodominant

considerntion. in workers' evaluations of middle munagement attitudes:

It not easy 1o change a guy from what he is. For whites their attitucdes still sta
the same (..). For example, this morming o guy was complaining begause his

white forentan refused him to go w the wilet.

Refusal to go to the toilet, or a stiet supervisory messurement of time for physiological
eviieutions, is ¢ common complaint, Apart from the mmiliation contained in tese wstimuonies.
the toilel assumes here the relevance of vine of thee Jast liberated spaces in the factory, the only

ol witere a measure of sell-nxmagament of time is possible without the onmipresent discipline

" Interview with the Sathor, 158 16050 Plis o vomdent with figdes oy Setler 1990, Vony Bobdt ( 190shy,
Buldsieneu ¢ 1 9496)
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of the company and exert it o employees. IDmanagement was treating them like
people, they wouwld bebave like pormal people. But since management is
pressurising them, telling that i they don't do that, than they go, they take the
pressure and exert it to the guys on the Toor. You have no rights i o superyvisor
hecause of lean production. (...1 Supervisors and workers are on the same side,

but not sharing the same concerns [my emphasis).

It should be noticed that these fow lines agree with observations that "lean production” is
leading to the disappearance ol sapervision, a peint [ already noticed when deuling with the setf-
regulated, "disguised" supervision inside work tewms. Then, that is not a consequence of a
decentralization of managerial authority to the warkers, as Womiek. Jones and Roos (1991)
imply. It rather depends on further centralization, which invalidates the promises for more

authority o the rank-and-file:

IF I'm working [ don't want anyone to wateh how I'm working, [£'m doing my
joh, I'm doing my job, The foremaa is there not to do a watchdog. to police me
{...). The production guys: always the foreman is after them, watching them, If]
g0 1o the toilet the foreman watches for time ¢...). And they refise people 1o go

out to attend problems: they teeat us like slaves.

Pursistence of racial inequality, on the other hand, confers to the foremen's arbitrariness an
aeided bias, This point is rebevant given thit, if the permaneiwee ol teuditional patterns of "Fordist”
authority in the workplace nullities the promises of "lean production,”™ the ways in which these
are related o historical practices and institutions of raciad oppression undwmine "Fordist”
methods themselves. Rejection of uniliteral imersventions & reitdoreed by o continuing

puditivization of factory life. The promises of o demwoeratic workplace are lere invalidated by



furthermore reinforeed by the overlapping conipetencies of & men and quality controllers, |
have already mentioned analyses about the tuck of a "total quality” orientation at SAMCOR, This
seems to be confirmed in my interviews. A highly hierarchical, top-down appreach to quality
cantrot is still present in the company. Quality checks are centralized in control areas which
verify the use of correet tools and leading ot the eight jigs, the selection of adequate panels, the
detection of damages, which are addressed by Htters, electricians or other specialized personnel
calted from outside the team. Even if one manager proudly deseribed how every car is
clectronically checked in the trim lines, random checky of the punetrability of the spots stiil
prevail in the bodyshop,

As a consequence of centralized systems of contral, a range of mixed feelings exists towards
supervisory authority. There is a strong trend to relate personal opinions to categories drawn from
the apartheid past. These make a distinetion between black foremen, usvally more recently
cmployed and sometimes with trade union experience, who are more friendly, communicative,
attentive to empioyees' probiemy, and "these whites.™ us they are ollen referred to, without even
mentioning their vecupation, depicied as autharitarian, incompetent, racist, greedy, disrespectful
of the way g job iz done, or indifferent when real problenis arise. This is summarized in o
badyshop worker's opinion that "these whites are vuliures.”

The foreman is generntly reparded as the agent of implementation of eestructaring in the
workplace, even if images of'n commonadity of tate with the workers may emerge to sone extent.
What [ollows is the most bencvolent opinion on loreimen { could find. [t is clear that foremen are
liere considered in a simitar situation to that of workers: chunpes are threatening their position
s well, their behaviour is even partially excused tor that, but in the internal market for identity

aned pawer as searee resources, they are abjectively privileged by their position in the hierarchy:

Relations with them are bad. They are instructed 1o implement production. They

have no choiee but to abide by the rule of the company, Tley take pressure oul
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In fact, workers can advocate @ greater legizimaey for their opinion on the basis of a higher

knowledge of the process, In the words of a guality controller in bodyshop:

When T cheek the quality of the pancl, sometimes [ do fight beeause I think it
must not go e the line, T ean inspect + at the guys are producing and rejeet the
whole stock already built beeause the weld is not holding. If's a problem because
if the quality is not good the production foreman is going to fight with you
beeause ' be hampering or disturbing the produetion process which s designed
on what he needs. say five cars. He's going to fight with you. That s why lean
production is not favourable, because you cannot interfere with the production
volume, The foreman has a target and he does not care about quality, But if the
quality controller rejects & car then there is contlict (..} The workers are
coneerned about quality; what causes the problem iy that Uwey want us to produce
more, They are not giving time to cheek on what we are doing.

Q: Do you find a contradiction in that?

Al Tt s a contradietion. They want (o keep the volume high and the control high,

Instead, if the production control has to be high the voluine has to be low,

The promise of 1 comnion cometitment to quality is here invalidaged hy the permanence off
traditional systems of control and supervisory autharity that are, moreover, unable to guarantee
that the job is done "right first fime.” Furthermore, this arpument totally opposes what
management advances to legitimise the "technotogical road": that workers are not concerned
about yquality "in itself.” Instead, workers' interest in quality is not an end in itself; It derives from
aeitleulation of opportunities and ways to achivve more favourabie bidances of power on which
witges and revagaitions depend.

The contradiction between quality promoetion amd persistenee ol archaie forms of control] is
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seeurity, a diminution of anxiety. and so on,
supervisory imtervention can be considered as an immudiate challenge to personal and
individualized constructions of commitment to quality. An unskilled "body handler” in the
paintshop, moving units {rom trolleys ta the sprayboots, defined supervisors, or foremen, as
continuousty interfering with his oceupation, arbitrarily modifving the pace of operations,
violating in this way implicit assumptions on the “right speed” oh which resides the whole motal
economy of the fob, the evervday tradeott between awtonomy and aeceptance. Supervisory
interferences are all the more unaceeptable in as much as they are presented as "finul and
binding." hecause they allegedly care "more about quamity than about quality,” since what
foremen want is o higher production bonug for themselves, Thus, these interventions carry o mark
of immorality, besides that of despotisin and incompetence. But only on the basis of a
personalized social construction of a good quality jab can the worker claim the "moral high
ground" in the everyday struggle for survival and recognition.
Far from heing a sign of compliance or consent, this process is pertneated by antagoniem. The
{oreman's self~interest is regarded as a particularly hated outrage especiafly beeause it contradiets

a common commitment to quality. To put it in the words of the above-mentioned seal applier:

OK. maybe I can spend twenty minutes on each combi, doing my job properly
and checking the guality and attending the next one, But i they come a. ' say:
"Kanm! Kom?! Let that car pass awiy!" you start being confused. the quality is
going (o be peor and at the end of the day vou won't make twenty (... Butif you

think it's unfair the only way vou can fight is threugh ihe quality™,

Neither "fighting through quality™ can be considered a simple niatter of invention of identity.

" The role of the fureman as enforcing nfrmal mcreaws n the lire-speed 5 well analvzed in Beynon (1973
138-30y,
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sense on guality promotion s adapted to create a new discourse of individual strength id
indispensability for workers, Workers' use of quality as a weapen lor material and symbolic seli-
cipowerment, which draws at the saae time o the firm's discourse id on processes of personal
settlement aimed at regaining identity and security, well represents what [ have called "social
canstruetion of quality.”

But workers' interpretation ol quality can differ from what management expects, given tha
the managerial evaluation of o worker's job is entirely [oreclosed o workers® seeuting. Lyven the
most Tetishized and abstract worker notion ol quality, and even it it is entirely removed from any
consideration about refations ol power and ineyualily in the workplace, is not o guarantee of
"hegemony” lor the company™s ideclogy, A hest  cun owtline the highly problemantic nature of
i notion of the [rm as united by a substantinl commonality of interests. AL worst, it ean deline
a new terrain of conlrontation between apposed eultural and moral understandings ol'the lahour
pracess. Ewould say that the weakest are worker identities based on the prospect of conlinuous
employvment or skilled Jabour, the sirongest is their attachment v their social construction of
quality. and the highest the levels of resistance in case ol vielation.

To elarily this point, it is necessary to enter a further aspeet of the problem: that of external
interferences in the exeeution ol i job. [n fhaet, and as SAMCOR'S evidenee has shown so far,
regardless ol the degree of control that a worker on the B pereeives (o exercise on his job. the
reproduction ol the nsgterial conditlons of that veeupinion (line-speed, workioads, number of
tiwks performed) and the evaluation of the final perfonmance are separated from the workloree,
Being vonvineed of having done a good job, as vne manager quoted above explained to me, is
nat enongh: fnal seratiny amd validation reside in the hands of supervisory personnel vr in
compriterized quality control. This niy be perecived by workers as an interference in the
meanngs they subjeetively attach to the job. As 1 eaplained. these meanings are not necessarily
related W the content of the vperations or o the worker's position in the division of Tabour, ey

ity be motivated by bragder soeial considerations concerning personal achiesement. collective
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stewards are identilving tie problem. even with hints of sellvriticism, trying to articulate a new
refationship with grasstoots fonns of resistanee. As the current head of the shop-steward

committee relers:

Their [workers' | weak point is on one side as leaders. It we take workers ta the
progess mobilizing and informing them day-by -day, our members are ken by
surprise by what happens here. Only now we are informing them on the
company’s [ive-yuar plan. Workers are passive because they are not infornied, we
are too far from them, and management is building on this back. We didn't
mabilize them in the past, but we are duing it naw. We didn't have common
understanding as shop-stewards, we tiiled to mohilize new shop-stewards. Now
tliey are supporting us because we are trving to inform them,

Q: Is there any particular supgestion coming fram the workers?

A That we have to bring the plant 1o o standstill. Others want to bring the trade

union o be involved in negotiations o stop autsouring.

Jofle and [loyd ( 1996} recognise that current trends of eollective bargainiag in the automaohile
industry indicate growing frapmentation, given the aet that here o very limited mamber of
vompanies are faeed with highly plant-specific concerns raisesd by workers, sueh as productivity
perlornraiee payments, benefit schemes, overtime, training, maibing levels, This can
prospe stively weaken the role of centralised bargaining, a trend whicl, 15 indeed encourigsd by
eertuin wanuficturers, leading w forms of "company unionisiy” detrimental to the mle of
NUTMSA as an actor in (e regulation of minimun wages, warking conditions, training amd
prading.

IE this dynamic 15 going to deepen. it can exacerbate inti-workplice divisions amd reinforee

intormal networks of intormation, militaney and organisaton. Phis may be the case especially
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party” to the manaperial arbitraroess tnthe hechoot amd e redelisition of working times - in
defining a progess ol opposition aisd condTict. s s by the case of the 1996 Mereaes-lens
strike, ptit the union at the Totelront ol a couliontiton gmongst its van members

On the other aal, the process of weaketing ol NUASA s reposttons amd i vehicle of a
canmmon uninn identity. besond a merely mstrumentisl wsae of the shopfloor union organisation.
may e further deepetied By wother 1esponises 1o the 1993 " Fhree-sear Agreemem” for the
auteinobile industey, 1 found @ unanimous rejection ot the apreement, especiidly motivined by
4 strong dissatistiaetion alwun its wage prosisions, wliich are those that in workers' pereeption

charaeterise the whole teat. e most betsselent wpinions are of this tone:;

I'm oot satisfied. There's Too litthe mones . Just Detter i aothing: just o setw

ny wide at scltool, o rent, and thar's i,

Bt shop-stewards' aveounts are partivalarty sigwticant, in this regard. Thes reported a
penerally negative worker attitude wwards the anreement, recsnting of having been openly
cattested during reportbaeh meetings, one told me o Bave been collfronted by a vart,ar hofding
o gun, while athers were "visited” at night. 1 NUNNA'S tole io the [9% quomobile seetar
agreament defined natiomally a nev poxition for the wndon in the equalization of eonéitions and
wiges Tor the whole seetor wid in the restrueturing ol the industey throupls ieentradly delined
paliey on training and prading, this Jid not however, percolate on SAMUOR a U shositoor
kevel, Tere, the abseaee of wounion poliey on cieanisatiomal clinee opens indeed the way 10
possible s divisione.

I was neticed ddublugn PRI0 189064 how wark = ovalty 10 1hw stnion s nawre devel
progesses of nepetiation and molahsation v contnis with the relitive powerlessiess ol
indiy idetabs amd proups contfromted with eversday e pality in power s! contyol v 1he

shopttoor. Phis van tine adverse cotmegtichices o e fevels of amton apport Sone shop
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and that no disciplinary action was brought against paintshap wembers, When U randomly
enquired about levels of militaney asking three workers abuug their pelitical commitments, their
response was negative. One answered: "Polities”? Far away from ntel!”.

The e trike culminated in the dismissal of 17 union members. plus the beader of the

strike:

shopstesard caucus o the fssue of the trust fund, Anthor's note]. Afler he wax
suspended, his colleapues called on people that they shoudd do away with shop-
stewards becinse the shop-siewards did not represent the guy properly in the
hearing. That was a le .0 and the Jemand thit the shopsstewards: shivuld step
down was bevause tis guy was teeminated aid beeause the shopestewards won't

help with the 245 Jmy emphasis].

It i notable here that the only industrial action developed inside SAMUUR in recent tinwes
was cansed by an isolated mon-union menther who wis alile w capture g deep-seated resentinent
amont employees over overtime, By attacking the unton, altepedly lable tor baving settled with
managentent on the issue, and lor having Lailed o represent the initiator of e revolt in
diseiplinary heavings, e vondd mobilise worker resentment around atlepiinees and identities built
on the by now retiiote "% instie.”™ And this provess was evtsolidited inan open ot of
counter-organisation. One worker sald that "this puy” was a "member of a party callinn
themselves "24%™ " In this case. rot only NUMSA wox dederitinised asom aetor to copteed the
developient of the events, Becise it lind hevn associated with an apreement vver evertine
which viokited o shared s of equiny. It wis, moreover, aflected by division in its own
constitueney, In this case, o seenuingdy miner aceident provided a cataly st [or fiw converpencees

v nuitiphe detenninuns of subjecuvity - o e mwctures historically eesociabed witdy the "2
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are we bocked out? We aeen't on strike)” and pumegement said tut beeatse
people weranrt sitisticd with the bomus, they can danage things here G0, Alter
six or seven davs of negotiation, at the ond we reached an apreement.
Mimagement agreed to sive us the bonus and we commisted ougselves to build the
3361 units on owettime. In Janary ve told tee general mecting. Just hetare we
startedd the overtime, this guy Ju worker] (.0 went to the canteeti, Juring wea-times
and lunches. calling peaple ot to wogk that vverting . The company ealled the
gy toa hearing for inciting, and we represented him. The overtime was worked

sl the guy was suspendwd.

Ihwevar, e continued, the contlict escalated ina fullscale eontrontation imvolving e shop-
ateward committes and, in peneeal, hetween supporters snd adsersarios of the existing board of
trustees For the workers® fund. Alter the instigator of the revolt, not a meanber of NUMSA, was
suspendedd, his Gellowers, mustly NUMSA members, diveeted their hostility more markedly
wwards the shop-stewards, Jemuanding their resipition, In the memeaories of participants, during
teatime groups of workers started chanting ontside e canteen near the assembly "systems.”
calling their eolleapues to stride. [neitement was essentially verbal o no vielenee or physical
threat was employed. When a signiticont number of stribers was aeliioved, they entered the
premises woyvi-toving. encourping in this way more people to follow, From there, the strike
spreind T the entive workloree,

Shopestewands wiea to stop the setion, even ealling univh ateanizees rom outside, U is
nokble, to confitny inpressions already reported, that the puingshop, the Jepartment mast
reecntly hit by restrueturing amd auteniion. wies the most loathe o follow the stribe. Fven now,
when asked, workers amd shop-stesaeds Trom that seetion dssune o reatly apologizing tone,
naav i thiut the streke had been started “ap there.”™ at the trim lines, that they emled up being

"inevitabiy” invelved Dovase ineised. tat tues supported the tride e than other departments,
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toreman ad i vorier on this issae while visitiog the bodyshop. However, work stoppages and
poeslows identify w conumon tarpet: the strugple asainst the unilateral detinition of times by
ManapeIent and stupervisor,

[ noticed above how SAMOCOR is it company whose strike levels and intensity of formal
industrial actions are among the lowest m e industey, 1 Fomd NUMSA shop-stewards,
especiall, the fudl-time ones, quite uncomtortable talking about strikes. This s influenced by the
depth and e intensiy of intrsunion divisions. The 28" cise deeply afteotad the role sl
credihitity of NUMSA structures at SAMCOR. Moreover, confrontitions on this issue seem to
baave trimsvended its content, spilling over other 'ines of contlict. s ner by chance that the only
sipnifivant cuse of industrial agtion at SAMCOOR jnthe Tt tee yeurs apart from the 194
mational striby, wits direeted apainst NUMSA and the shopesteward committes,

L Pecember 1993 3 nujor dispute ok place over overtime. This is the story in the wonds

uf the then=head ol the shopestewird committe.

Last time we negotiated o performance bonus and the company set o twget which
was 6830 upis per mamb, The bonus wits Rooind o achieve the sirget, but this
required overtine, I wis December, befire the shutdown, Pecple then beconie
Lo, either they den't come to wotk or they come and go tor a beer ad come
bitek drunk. [t i Deease tev'es dissatistiod, but beginse they simply used to
leave telr July meving atotikd, visiting frieids in other depactments, I tis way,
330 units were lost, and we dido't get 1he bonus, bat numigenent didn’t approach
Wi Matkirenwent wits srropabt "You wa'n got the bonuy, vaa've misssd 130
it Ard we sand " Wait @ second: why didtvovou spproach us and pive we this
information’™, but 1t wis Late: there were ondy two divs to the shutdown; we
salld onby ove aomeetiny ooy aid cotrect wlaw the mnmuapennn Jik Attt the

shtdiwin, when we vame back, we werd loched out: "W 14 happentng? Wiy
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example, in the wim line it can be required 1o stop one “svsteim”™ e allow the other one w
eantinue operations, On the other hand, employnent reductions by the company have made
absentreism more visible, and mote punishable.

The most apparent ntanifestation of everyduy resistanee, however, is in illepal work stoppages
ur gosslows, What {ollows is a deseription of work stoppages trom the bodyshiop. It should he
noted that these taetics are stifl aimed o rasing the foraien’s sttention, and that they are more

situationa, short-term wnd localized trn overt industrial action:

: How do they happen?

A We just leave the work and assemble somewhere, iving to expross sur ainger.
Q: C'an you be more specific?

At Let's suy the nuys are compluinting the line is moving st so we are eing
overlouded and thig problem is not addressed. We Tose our emper abd just leave
the wark, Doing nothing.

(2 And are you diseiplined For that?

A Yeah

(s Tlow?

Ar We et a warning, and then a finad warning.

: Do you, then, try te nlow the line speed in other ways?

AT simply work slow, 11T need vertain attentioat then the forensin vones aml
sy "You're working slow."

(2 Do you take this decision by voursebt, of dows it happen that it is eoundinated!

A ] take the decision & nivsell

Conversely, this teatic is mote diflise th for example, overtmie bims: goaslones are repotted

mdeed w happen neardy every diy. T e proesent, Tor example, during s exclange hetween 51
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experietices witlh overtine it conunen respaitses premsed apan g colleetive eliboration on the
effects of restructuring,

More conmmon, however, is the adoption of methods of stenggles whicls do pot expese the
responsille to possible retaliation. The most widespread of such practives is "work-to-rube.” or
the strict exeeution of the preseribed duties, whieh causes slowdowns or even stoppages of the
line, espevially i periods of high absenteeism, While the identification of disruptive behaviours
in this case is quite dilTicult, they are likely to achieve the desired results given the likelthood Liw
supervisors ta gall the shopsstewards for consultation.

O thie other hand, absenteeism i not foredan o o discassion of formus of resistanee. Worler
attitudes towards absentecism are controversial, In a teumworking environment, the workload
of absentee workers is redistributed among contponents ot the team. In this sense, o widespread
worker hostility towards absenteeism as a way to avoid problems through a selfweentred,
comtuvrtable avoidanee strategy s reported by shopestewards, However, and especially between
slopestevwards and most skilled workers, as in the case of quadity eomliers or repairmen, there
is also o tendency o locate absenteais i context, as part of broader soeial evils, associnted for
example with ateololism, determined by workers” frustraton and uncertainty about restructuring

and by physieal overworking:

T can't say U'm wotelly satistied {with teamwork | hecatse, you see. the comnmy
is Jaeing problems for absenteeisny it it might e e wotkers are absentecing
themselves. There 15 3 reason o be absent. They may absent becase they are
averfoaded in the job; they can beeame tired. they wake up in the moring aud

think: “Toduay ot not goig there”

At present, aecording to shopestewards, alventecism ney reach peaks of 23%, especiadly on

Mondiys. i1 inal assembly and bods shop. In certion davs s can totadly stapas a resait, For
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uality, In Glenn Adlet’s (1993b) view, in fact, strugpdes arownd traimog and geading are possible
in a productive cenfiguration which is substantially ditferent from the conventional image of
"Tordism.™ They reveal a sense of injustice not detiving (rom the technical division of fabour.
It is rather produced by the subtle interpluy between promise and vielation in the "participative”
wutkplace, by the personalizution of workplace social relations embodied in the figure of the
white foreman, by the manipulation of grades and jobs as a legaey of practices of job reservation
well entrenched in the industry's istory. This imposes an arbitrary control over distribution of
thite and income, ereating a misfit between jobs and qualifications.

Resistanee assumes at SAMCOR o variety of forms, Consciowsness of the rules of the
organisation and awareness of s priovities, such as guality, can be wsed o "change
managemetit's minds,” or to raise its sensitiveness, Informial meetings take place on the shopiloor
between workers, who usuully ¢all shop-stewards in support, and supervisors, In case of a

continuing lack of attention by management and Joremen,

They [the workers] start disregiod thelr job, stut ceming e, when you ask

what's wrong: "Tuek™ and =0 on,

This attitwde, reported by an employee in the trim line, often cubminetes in resistant informal
practices. lor which workers' knowledge and connmunicative links are mobifized, and direvted
espectally against the foreman, For example, refusal of overtime requires the prior lormation of

what in the plant are referred to ay "anti-foreman groups™:

Thoy [the workees] agree that iChe asks Tor everything, jwst shit him up.

Albeit spontaneats, these activities show adepree of coordination and solidirity only possible

o the Basis of chanpels of informution and orpanistion which can wranslile individeial
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confromations. But the role of the shop-steward as broker and mediator of intormal dynamics
of resistaney would contrast with his commitnient to competitiveness, in the absence of a
strategic response to management-initinted participation, and this would distanee shop-stewards
from the sunk-and-tile. D o situation whereby the uncertainty generated by restructuring seems
to require o reinforeed sense of identity and security ot the prassrouts, the divisions are insteod
sharpened,

This situation lraves wide scope to informal practives ot everyday resistance developing to
a gret, extent outside the reach of the unions. 1 Tave already explained how intormal worker
knowledge is mebilized, reproduced and cireuhated to make sense of restructuring. and how shop-
stewards are often bypussed by it These informal conmunicative practices are probably
facilicited by the nature of the labour provess as hmplying a higher fevel of’ inter-worker
cooperation and communication through teamwork. his contains a potential source of both
steength and weakness, In faet, tesistance theough everyday localised infoemial sets is a proot ol
teanywork's sapacity to disarticulate concerted. widespread setion, Conversely, these acts could
provide the foundation for dynwumics of solidarity which may erupt in episodes o1’ subversion snd
disarticulation of the fictory order.

A subjective gap between representacoas and reatity is erueial in explaining forms of
resistanee or the absence theveoll For example, Marianne Roux's (1977) study of the Fastern
Cape coloured antoworkers showed how job satistaction was lwgely a verbalization and
rationalization for underdying feelings of frustration and deprivation, expressed in the desise
find alternative jobs, Thiv compromise wis however subordinated tw the maintensnee of an
inconie, proxspects for advineement and job seeurity. However, conteary to Roux's findings. at
SAMCOR not ondy workers in higher prades aee more attiehe:d to their antonony and more
Jdetensive apainst [oremen's interfergnee. These teetings are indeed peneralieed. and they ae
reluted nat to speeitic oecnpations, bt to the workers' perception of tle opportinities they have

to contra] the process casprovially times and workloadsy as provided tor by the mew dizconrse of
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your wite of what huppened, and vou don't ave ans other topie 1., that would

be 90" of the topies with vour wife,

1ns Laet. this sitweation, sdded to the time constraints of his unien activity, ultimately ted to the
erisis of his marringe and to separation fram his wife.

Intra-worker divisions at SAMCOR are not always overcome by the role played Ly shop-
stewards in everyday power relations. New responsibilities tor worker representatives can lead
to contradictory situations. NUMSA's barpaining strategy and the "Three-year Agreement”
defined a framework wiwre shop-stewards should be able to enjoree worker commitment to
competitiveness, but this is conditional upon their capacity v stop outsourcing, guarantee
transparency in promotion and recognition of skills. make mang_ .ment aecept begotiations over
line-speed and manning Jevels, Moreover, they have to articulate it union pulicy on participation
and caoperation on a terrain often defined by managerial initiative, This entails strengthening the
largaining position of the union aveiding managerial attempts ot undercutting it through pseudo-
participative structures.

This complex set ol imperatives implies the definition of a new stratilication of meanings in
the unjon's otticial disconrse, meanings that enter a problemtic relationship with processes off
subjectivity construction on the shoptloor, At SAMCOR, these processes still bring 1o the surface
an "apartheid workplace regime” (Von Holdt 1998b), manifest in the denial of tair woges. in
unjust hierarchivs, in awthoritarion and  insensitive implementation of restructuring, in
paternilism, in abusive racial treatment, and in the arrogance and incompetence of white
supervisors, But. even worse thon this is the fact that now these practices develop in ways which
encourage intra-workplace competition, uncertaingy. trusteation. In faet, traditional images of
authority are now hidden behind the objective rativnality of markets and wehnologies, which
frupmeint existing discourses of solidarity and opposition,

liudividual shop-stewards can be functionmal 1o a Liege extent in Jay-to-day shoptloor
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position in relation to members:

You are in the struggle, fighting the war alone, and then sometimes you readize
that what you want is unachievable: then you try to tell them it's unachievable,
It's difticult. [ don't know how to explain it. (...) It happens in every trade union
and every company. every year.d..,) You won't be able to satisty any member in
vour organisation. If the company rejects what vou propose, th / lose faith in
you, Sametimes shop-stewards get ot of hands, they pot drunk, or when you
strategize on the issue they will take that inforration to management under

closed dours,

On the other hand, hardships eaused by restructuring., uncertainties ang members' anxiety take
on a personal dimension. As he told me, i he cannot address the workers” concerns, he is always

table to be called a sell-out. Overtime is a major coneern:

"When the mapagenent wants overtime and you go to general meetings trying
to reason with your people over overtime, peopie say: "Fuek you! Step dowa!"

And when there's a strike they tell you to step down.”

Moreover, the union's inability to cope witi) restructuring can be experienced as o personal
Luilure. All this assumes broader soeint g eading v the eventual disarticulation ol

soeial and Gunily lilk as the sane shop-steward 10couts:

You go home and vou're not happy with what goes o in the plant. 1§ vou are not
a shop-steward Yo are not invelved when someone loses his job, it won't alfect

me, But as o shop-steward vou aee alfected. stnd vou e boie and discuss with
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apartheid destroved workers' sense of the future. This defines new challenges 1ot the union:

Initially the task of the union was very simple: to crash evervthing coming from
management. [ the management said that they don't have profits then they cannot
pay us increase, then you just go on strike. You were prepared to die, you s -
prepared to suffer (..). Coming to the company. it wis just a company. i
there (..}, Now the task of the union has changed. as to say: this is the cow which
feeds us all, and you must make sure it feeds us properly. But we shop-stewards
Teel threatened by the higher knowledge of'the management. You must know the
faws before youare able o stand up with Seifer [SAMCOR's Managing Pireetor,

Authors' note] youw muest be learning tor twa, s yeurs.

[F these lines retleet coneerns and characteristics that are probably inherent to the shop-
steward role, there is also awareness that this eole must be updated in a vew context of
organisational change o cope with dsing requirements of competitiveness, And, as this shap-
steward stresses. knowledge becomes a decisive weapon to address the challenge. Theretore it
Is important for the union o articulate alternative paths of organisational restructuring,
challenging management's rationality. Moreover, this capacity will probably be decisive tw
maintain the union's legitimation as an actor capable W Jeline long-tenn stratepies based on
strong colleetive identities, instead ol simply becoia™. - 1 service strteture for problems and
complaints on a particular basis. Then, internalizing the new diseourse of the natioml economy
aud the post-apastheid reconstraction imphivs for the union o asstine an identity linked w the
capieily to play a meaningful role in bargaining dynamics and stratepic elaborations,

This relates w the question whicl elosed the preyious chapter: NUMSA'S capaeity to detine
progiammes of progressive workplace change, However the words off the heid of the shope

stewittd comunittee retlect the absenee ol sueh o proprimme, and this, moreover, weakens his
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management to govern Hexibility in the workplace. this will have to develop altermative forms
of wrticulation of strageles, or else face 4 disperston amd tragentation of resistant practices that

nuty casily ead to irrekevinee,

[



growing perception that restructuring generates anxicty, insecurity, betrayal. Warker resistanes,
then. can take more aiten the form of evervday "opposition” rather than frontal "resistance”
{(Muson 19811 However, it is questionable whether the outeome is necessarily "ungovernabilin”
{(Von Haldt 1998b): this study emphasised instead that a central terrain of Jevelopment of
SAMUOR workers' subjectivity resides precisely in their questioning nunagement's unrestrained
capacity to unilaterally restructure warkplace power relations. s then to be investipated which
alternative forms of rationality and govertability may arise from these dynamies,

Finally, if an analysis of forms of workplace subjectivity can illuminate changes in worker
wlettity, meaaings  wl contlict. this is uselit to r e Turther Yuestions 1o be investigated. These
coneern the role of organisation and collective action. In particular, T stressed how changing
competitive Jandseapes are adversely affecting the uniony’ role as a vehicle of collective
solidarity and mohilisation, Resort o strike action becomes more dilficult and wage militaney
i relativized inside complex issues of restrueturing and eeonmnic viahility of the company. On
the other hand, the implementation by employers of their own participation scheuies s often
nimed at making the union unnecessary amd redundant, ‘The alternative lor organised fabour
seems ta be the levelopanent of progressive and comprehensive progrmmmes for workplace
reorganisution to redress power inequalities, translating into proctive the advancements contained
in national agreements, On these hases participation ¢ould be nepotiated with management.,

The muaterinlisation of this perspeetive faees nonetheless o eraeial difemma: (o suecend, unions
st be alle W relate with the new discourses and practives of worker subjectivity constinetion
in the age af exibility. fnother words, they must drasv suppott for claine tor the elimination of
gaps of power and income, for the reward ot skills and Lor job seeurity from the meanings and
the knowladge wotkers wtonomously develop as part of their evervday responses 1o ftexibility,
En ense of fuiture, the jpap between uuions and their constituencivs will widen, Then, from one
sicde univns would net be able treespond o manapenent-initiated chanpe and waall be

margitalised. From another side, iF worker subjectivits eniphisizes the dittiealtios for
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formatization of worker participation and commitment. wisich | indicated as the main peeadiae
element of the age of "flexibility.”

As aresult, the term "restrueturing” cannot simply denote managerial steategic initiative and
choiee: it rather implies piecemenl adaptation and uneasy balances of social and technical
components. SAMCOR attempted w define a solution to this dilemma through what I called its
"technoiogical road” 1o restructaring: a highly problematic mix ol technnlogical innovation,
thetorfe of worker commitment and top-down detinition of worker participation. However,
further contradictions emerge when worker responses, expectations and demands are taken into
aceount, Warkers' contribution is elicited and activated in a seteetivee way, and at the same time
their jobs, the content of their oceupations, their warklonds and times are uniliterally redefined
aceording to the requirements of technological innovation. A dynamic of promise and violation
is thus ignited. encouraging worker tesponses which deepen the unpredictability of the
restrucluring process.

The analysis of social and discursive practives at the heart of processes of subjectivity
construetion illumintes how workplace social antagonisi can be Jetined in this case as starting
(rom the fssures and loopholes in managerial discourse, These limitations can lailitate the
development ol new images of worker opposition and control. This is especially the vase when
unjons are weshened and when resort to industrial action is untikely. It seoms that this case
madifies the metaphor of the "roptier of contre!™ (Goadrich 1920, Beynon 1973, Webster 1984}
of the workplace: instead ol competing actars fphting to pet inereased control of a comnion
playing=ground. we live ditferent, nonecommunicating “planes™ tDelewse and Guoattard 1987)
wlere non-coopetutive or antagonist subjects express their own rationality, moral appellations,
construetion of meanings, diseourses and sourees of Jegitivution sud belief,

Workers in my case study do not merely sufler restructuring in a pussive way, they tend to
appropriate its deatopies and discourses e attach meanings to it which Jdo not necessarily

coingeide with those of the msuiytement. Amd twese beconwe all the more radiealized with the
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CONCLUSION

This thesis has investiyated the sharteomings and the imitations of industrial restructuring
in a peripheral cconomy from a particular point of view, that of workplace subjeetivity. | have
shown how the introduction of methods of flexible manutheturing in the South Afvican
avtomobile industry has to cope v L obstacles which make the application of any supposed
"model” of lean production highly problematic. This questions flexible production concepts in
the sector, in particuar wizh regand to the tature and funetions of worker participation in telation
to the maintenanee of coercive, paternnlist and bureaveratic furms of control in 3 low-wage
growth path, Sinee empleyers are increasingdy recognizing the relevanee of worker adaptation
to flexible production. and given that na deiinite solution is emerging fivm current delst2s on
work organisation. these concerns are contested inside manageriul cireles as much as hetween
capital and lalcar. Contestation tevolves mainty around strategies, structures and modes of
reward For harnessing worker ereativity and commitment in a low-conilict envitonment, and
around procedures [or participation. consultation, joint decision making, decentralization ol
authority, recognition of skitls and wage dilferentials.

However the relationships between sew forms of organisation and social and institutional
actors in specitie cases may produce high levels of uncertainty and unpredictability. As o
consequence the union movement, industrial policy makers and management planners will have
to cope with a broml range of unintended consequences in the implementation of their agendis.
From one side, a fegaey of domination by multination:] corporations and dependence of logul
manubieturing led to dyoanies of fragmentation of market and production which makes
eehnologicnl and organisativnal intovation imperative to the survival ol the industry. [owever,
the ravially segregated structure of the faboue nuu ket and o managerial evdture developed ina
highiy authoritarian milieu heavily impacted o fonms of labour i cess, division of Tuboar, skild

straetures atd fatory discipline. This absemtially cotmeans sestsuctiing i s of

fdn



in periods and in companies where the unjon alresdy encountered problems as a vehicle for
volleetive identity and action, as in the case af the 19960 Mercedes-Benz strike, in the recent
events it SAMCOR, or in even more recent episades o' contlict at Toyvota and. inside the union,
at Volkswagen. In these cases. it can be hypotlhicsized iliat forms of worker response to capitalist
restructuring in the auto sector will result in a signgficamtly plural and diversitied range, from
informal and semi-organised activities of contro) of the fines to direet industrial action, But the
danger remains that, in the presence of a sipnificant weakening of collective organisation, these

responses may turn out to be setfadefeating.
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