until June 30 1998, included a new wape model involving a steady reduction in the wide
spread or wages within job grades and between companies, which Numsa president Enoch
Godongwana said guaranteed "that enormous strides will be made in closing the apartheid
wage gap"*?; the establishment of funds for the provision of education and training and for
an Auto Manufactyrers Education and Training Board; the establishment of 2 joint forum to
liase with the government; a comprehensive peace obligation restraining parties from
involvement in any industrial action conflicting with the provisions of the agreement and the

establishment of an autonomous mediation and arbitration process. ™

The improvement in VWSA's industrial relaﬁons coincided with a gradual improvement in
its overall performance which was not impressive prior to 1993. As Maller noted in 1992,
"productivity levels have not been improved, despite the increase in market share that VWSA
has enjoyed"™. She added that relations between management and labour at VWSA were
"still rooted in the traditional conflict model of industrial relations", adding that the resulting
loss of worker motivation "had a depressive effect on productivity levels ..."?“‘ In fact for
several years - until the 1993/4 financial year - the company operated at a foss - in part
because of the Jack of demand in South Africa, in part because of the company’s policy on
saving jobs but also because of the on-going conflict on the shop floor and lack of trust
between the union and management, However, as a result of decisions taken by its German
principle, VWSA resolved to avoid a shut down, or even large-scale retreﬁchments and
redundancies, although in 1992 it offered a voluntary retrenchment package to salaried staff,
in what was thent seen as a possible first step towards retrenchments of wage earning staff
{though this was later reversed as a resﬁlt of large-scale orders for left hand drive Jettas from

* China®). Nevertheless, as mentioned above, the company cut its workforce by over 25
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percent in the six years after 1990 (including over 9 percent between 1994 and 1996), but,
according to management, if was able to do this through "natural atirition" and voluntary
retrenchment packages, rather than through layoffs.” In the 1993/4 financial year VWSA
began to reverse the negative irend by making a small profit®®, In January 1994 VWSA. had
toppled Toyota from the top spot ih the passenger car market, claiming 22.7 percent of all
sales?™®, though the company admitted its performance was still hampered by the effects of
industrial action.?* One reason for the overall improvement in the company’s sales was its
export confract with China. But the attainment of relative industrial peace from late 1994 also
coﬁtributed, not only because it ensured that the Chinese deal could be fulfilled®?, but aiso

because it allowed an overall improvement in performance,**

Some unionists and industrial sociélogists hailed the VW model as an ideal form of worker
participation. Maliler described it as an "exceptional example of worker parﬁcipatioﬁ ina
country which is characterised by an authoritarian style of management and an adversarial
style of industrial relations, " Elsewhere she added that it was a "pioneering a third route
which combines participation with independent worker representation in an attempt to shift
permanently the frontier of control and ensure that workers’ interests are represented in the
formation.of company policy,”*" One question she does not answer, however, is the extent
to which the confrontational approach adopted by the trade union at VW prior to the.
- December 1994 agreement, effected the company’s performance, As Freund pointed out in
1993, at VW, "conflictual relations are stifl heavily dominant and atiempts to imitate the
smooth flow of goods and people which has given the Japanese car industry such an
international edge have not amounted to much. "*¢ Alzo underplayed by Maller was the extent

to which the company’s continued presence in Uitenhage had much to do with the policy of

203



the German parent company, which, for reasons benevolent or otherwise, took a firm policy

not o withdraw from South Africa, despite its losses.

The overwhelming impression when looking at the history of participative management at
VWSA is that of its failure to secure 4 lasting industrial peace or reduce suspicions and |
antagoniéms between management and the main trade union, The reasons for this are worth
reiterating: the militantly adversarial stance taken by Numsa and its predecessors, marked
in particular by its willingress to use the strike weapon as something ofher'than a last résort;
the contin_ued racism of many managers ahd supervisors when combined with the Jack of a
major black presence among salaried staff until the early 1990s and the failure to introduce.
forums to combat racism such as value-sharing workshops; and the formulaic programme for
participation taken in their own ways by both management and by Numsa, which, until
November 1994, made litile attempt to change the work culture or to make participation in
decision making an aspect of the day io day functioning of the firm. But despite these
shortcomings, the VWSA programme, when viewed historically, has much to recommend
it - not least the fact that it has survived without interruption for over 15 years, Throughout
| this period there was a gradual increase in the scope of worker participation, with new
developments sometimes spurred on by fresh waves of industrial action (though at others held
back by union caution). The 1994 agreement, which was among the most far-reaching in
South Africa, was a culmination of this uneven process, and represented a more promising

model than those which had preceded it

5.3.3. Conclusion
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When comiparing the experience of participation at Cashbuild with that at Volkswagen, it
might be obServed from a management viewpoint that until recently the high paying multi-
national VWSA was a strike-infested loss maker with a dissatisfied workforce, whereas the
relatively low-paying Cashbuild, a company with far more limited resources, had a satisfied
workforce, and was strike free. Certainly it could be argued that the embrace of the VW
model by unionists and union-backing acadeniics led to too rigid a rejection of the Cashbuild
model which was successful in its own terms, But counterpoising these experiences in this
non-contextual way provides too glib a cornparison. VW’s journey into workers participation
began with the reality of .a militant union and angry workforce while Cashbuild’s Began with
#predomiuanﬂy unorganised anc passive workforce, therefore allowing management greater
leeway. Also, VW workers were concentrated on one site in an urban area with a srong
tradition of political and worker militancy, Furthermore one cannot look at the situatioﬁ at
VWSA in isolation from that perizining to the motor industry as a whole. For example, if
one was to draw a direct comparison with the recent industrial relations history at Toyota®” -
a company which has perhaps been even more severely hampered by labour unrest than VW,
and was hit by a three week strike in 1996 over profit bonuses (which Von Holdt described
as "a strike for c&deberminaﬁon””“) - then the overall picture at VW appears less damning
than at first blush. In contrast, Cashbuild was far less effected by developments within
Ceawusa, or within the building wholesale sector as a whole. Cashbuild workers were spread
over & number of small outlets, most in semi-rural areas. What this suggests is that the VW
management may have had little option but to take a path similar to the one they follow,

whereas Cashbuild’s management had many options available to them.
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Finally it is worth examining the impact of these two models on other South African
companies. The Cashbuild experience had a significant influence on the participative
management in the country as a whole, and probably had more impact ¢t PG Bison than that
at any other South AfTrican organisation, particularly during the early stages of PG’s 'fPQ
process, with the main reason for this being the close personal and professional relationship
between Christo Nel and Albert Koopman.™® While there are clear similarities between the
programumes at Cashbuild and PG Bison, ihe distinctions are probably more relévant. Aside
from the differences in the nature of the businesses {Cashbuild being rurally based,
small-store wholesale company, and PG Bison a far larger, urban-based company with four
large factories as well as wholesale and retail outlets thrdughnut the country), there are
important ¢ifferences in the way they handled their participative processes. Most significant
is that Cashbuild accepted but certainly did not encourage a union presence, while PG Bison
saw the presence of a strong union as a bonus, from the outset. The potential problems for
a large company in the non-union approach of Cashbuild, were recognised at an early stage

by Nel.*®

More generally, the difficulty in viewing the Cashbuild participative management programme
as an easy model for other companies to follow is that iis conditions of operation are hardly
comparable t0 most South African compaﬁies coniemplating this option. Douwes Dekker
noted its wide spread of small operating units, flat hierarchical structure and "lack of
industrial relations dynamic".*" To take an exiteme example, giving workers the potential
power to fire managers might be a theoretical option in a wholesale outlet with 20
employees, but would be viewed as a rather more risky venture within the more complex

managerial and.industrial relations system of a large factory. Similarly, as subsequent
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experience has shown, the relative ease with which Koopman was able to introduce the
"CARE groups, Venturecomms and Great Indé.ba, would not be reproﬁuced in a company with
a sirong union presence, though aspects of these structures found their way into the
participative management programmes at several other companies, including PG Bison,

Premier, SA Breweries and Nampak.?®

The programme at VWSA had a considerable impact on labour relations ai: other motor
manufacturess. To take one example, in the early 1990s, Mercedes in East London adopted
the VW approach of channeliing its participative programme through its industrial relations
machinery, consciously rejecting what its IR legal advisor, Louis Vermaak, called "stand-
along gimmicks" (a reference to participative innovations outside of the IR agreement) and
instead focussing on "nurturing the collective bargaining unit in order to make it work™.*®
The emphasis, as at VW, was on strengthening the "partnership® with shop stewards in order
o pu-Tue “business viability”, in conirast to the "destruciive anarchy” that hiad prevaiied in
the 1980s, at the same time as increasing the company’s commirment to education, training
and social responsibility. The result, the company claimed, was an improved relationship
which has "legitimised the existence and roles of both company and union”.?* They said that
this cooperation extended into areas traditionally seen as the province of management, such

as quality control, to which workers became “intenséiy committed ", 2%

The VWSA experience had less direct impact on firms outside of the motor industry,
altheugh from 1990 it did receive enthusiastic coverage in the press and in busineés '
publications?®, as well as through the company’s central involvement in the CBM*. It also

made a considerable impact on the thinking on worker participation within several of the
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Cosatu unions - both directly through Numsa and through the influence of various union-
supporting academics. While VW’s influence on events at PG Bison was more limited than
that at Cashbuild™®, there have been ceriain similarities. Both companies recognised their
unions from the beginning and recognised them as being integral to their participatory
processes, though as Maxine Hart of PG Bison noted: "a key difference is that Volkswagen's
agreements have come througli recognition agreements, whereas we took a different approach
- negotiating the innovations alongside the colleciive bargaining structures™,” PG Bison and
VW also have very diffgrent structures (VW has one large factory with one union, while PG
Bison has haa five factories and up to 70 stores). It also bears mention that while PG Bison
has been striké—free for a. decade, VW has faced several sirikes since it first recognised its
unions, A key difference is that the VW experience emerged from conflict with a strong
union, whereas the PG Bison experience involved (at the outset) far weaker unions without
major conflict with management. Also while PG Bison was run at a profit during its
participative programme, VW was 2 loss-muker for several years but was bailed out by iis

parent company.
5.4 NAVPAK, PREMIER and SOUTH AFRICAN BREWERIES

Among the major South African industrial corporations which launched stakeholder
programmes at the turn of the decade were the packaging group Nampak, the food and retail .
group Premier and the SAB’s Beer Division. While in terms of scale and involvement in the
" manufacturing sector there are similaritics between the three groups, these should not be
overstated. Nampak’s operations were concentrated within 2 single industry - packaging,

while Premier’s were more diverse with a variety of major retail interests in addition to its
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involvement in the manufacture of food and chemicals and SAB’s were based in the
beverages sector, but also with major retail interests. One implication of this was that there
were significant difﬁ:rences in the manapgerial structures, both before and after they
introduced their participative programmes, with Namba.k and SAB’s Beer Division having
more centralised drganisations than Premier. The nature of the relationship between
management and workers was also different prior to the implementation of their change
programmes, with Premier enjoying a union reputation as being & "relatively enlightened”
employer”“ and its CEO known for his anti- apartheid stance, while Nampak had a
reputation for union bashmg and a rigid approach to its workforce, while, like Nawpak, SAB
had emerged from a violent and bitter strike. The result was that the change at Nampak and
SAB had, out of necessity, a more dramatic impact on labour relations than at Premier, The
value of a comparison between these groups comes primarily from the similarity in the nature
of the change programmes they adopted and the differences in the political aspect of their

origins.
5.4.1 Nampak

Prior to 1990 Nampak gave the appearance of being among the least likely candidates for a
comprehensive programme of in-house change. It had earned a rerutation within Cosatu as
an anti-union firm - a negative impression exacerbated by a bitter, violent and highly
politicised nine week strike that year which saw production closing down at 32 plants®'.
Among other incidents, Nampak was exposed for illegally 'bugging’ is union, Fpwawu,
during the strike - a practice later acknowledged by the company (with the cessa:ion of this

practice being ope of the demands cf the strikers)™. It further sullied its reputation through



being exposed for using an outfit headed .hy a self-confessed former CCB agent™, to
investigate a former senior executive who had set up & rival company and had leaked the
information about the "bugging’ to Ppwawu®*. The group’s lengthy post-strike re-assessment
began soon after Brian Connellan took over as chairman in 1990. He came ‘o the conclusion
that Nampak’s conflictual and highly politicised industrial relations and mﬁnagerial systems,
which had contributed to the acrimony of the strike, were not conducive to the long term
well-being of the organisation, and began a process of shifting t“z workplace culture towards
a more cooperative mode. As he put it: "We realised that nobody wins in a strike situation

and we set sbout changing our attitudes towards labour relations. "%

The initial chgnge came in the top management structure of this rapidly expanding group. By
1955 Nampak had 19 businesses, 120 plants, 15 product divisions, 17 500 employees, and
assets listed in 1994 at R2.5 billion with a market capitalisation of 4.3 billion. It was ranked
22nd among the country’s top industrial companies, 13th by market capitalisation and was
the 12th largest packaging company in the world.®* Among the problems it faced was that
its management structure was too rigid and eentralised for a mrpora_tion of its size. The pre-
1990 structure had the MDs of ull the business units reporting directly to the group MD, but
under the new group MDD, Trevor Evans, a less rigid hierarchy was introduced and an
attempt was made to iniroduce an "open and participative” managerial style.” The new
structure was headed by a three-man executive, comprising the chairman, MD and his
deputy, with six executive directors below them accountﬁble for the companies in the seven
packaging areas where the company was involved (board, plastic, glass, flexible packaging,

printing, paper and metals).”® There was further restructuring in late 1993, when the
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corrugated division was merged with the paper division, contributing to the retrenchments

which saw the company shedding over 4 000 employees in three years.>®

Soon after the 1990 strike was settled Conellan initiated an overhaul of the company’s HR
management programms and put in place a new approach, premised on four "pillars®: social
investinent, black advancement, training and development and in-house change. "We had to
take the coaflict of out the management-labour interaction, start valuing more highly the
contribution of the individual and do more listening and less telling," he said.”® They
refained the services of Itisa, the consulitancy headed by the Nel brothers and Koopman, and
under their guidance began to introduce their change programme.*' The intention was to
develop what they called a "people driven process” through which workers were gradually
"empowered" to make decisions and share responsibility for ruﬁning aspects - of the
organisation, rather than being viewed as mere units of 1 ‘oduction, as was the tendency
previously. A relared aim was to develop a programme through which management was
sénsitised to the needs of workers and weaned from racist attitudes and practices of the

past,*?

This Itisa-driven approach - pioneered at PG Bison after initial experimentation at Cashbuild -
was formulated in 1991 at a senior managerial strategy workshop, A five phase process was
initiated: 1. An "awareness phase” involving workshops with management, shop stewards and
"informal leadership” to win acceptance for the chages being proposed; 2. A "vision and
value sharing process™ involving senior management and the worker leadership. This was
followed by value-sharing workshops throughout the group to ensure that all Nampak

employees participated in developing a “shared vision" and "common values"; 3. The
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formation of a steering commitiee whose roles inciuded monitoring the extent t¢ which the
"shared values"” were being applied and ﬁainmhad, developing new participative structures
to manage literacy training ("supported and driven by our trades unions"*?), skills training,
productivity and quality enhancemx -%; 4. The establishment of various participatory sub-
siructures - including multi-skilled, joint managemeat-worker task celis (later known as
Continuous Improvement Teams), with the goal of "empowering® employees to become part
of the process; 5. The further expansion of the continucus improvement process thrcugh the

development of reward structures linked to increased wealth generation,

Nampak also took what Conellan called a "conscions decision to make the company reflect

- more closely the demographics of South Africa”.** An affirmative action drive targeting the

promotion and appoiniment of blacks in management was inivoduced, and by 1994 Nampak
boasted of having more blacks in senior managerial positions than most other South African
manufacturers. Conellan said the affirmative action programme met with more success than
initially anticipated. "There was no paternalism i this, we merely thought it -...n1d be good
for business. As it happens, it has beeni successful bevond our wildest drea.. s. 1t's really

become a catalyst for cﬁanging attitudes within the group".¢

At the same time, the company increased its corporate social responsibility commitment,

mainly within the black educational domain®, and played a central role within CBM, being
represented on its national decision making structure,*® Partly as a result of its affirmative
action programme and ifs external political and social responsibility profile, in 1992 it was
voted the "most progressive company" by the Black Management Forum - a mere two years

after it had been widely castigated for its unjon-busting activities - and in 1993 Trevor Evans
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was voted by the BMF as the country’s "most progressive CEQ"*®, Senior management
claimed the change process resulted in a marked reduction in racism and racial conflict, an
improvement in industrial relations and an increase in productivity and that even in its early
stages it had been welcomed with "enormous enthusiasm and commitment to common goals®,
aithough it had been "painful” because it invoived "undoing locked-in prejudices, structures,

the *baggage’ of apartheid, etc."®

However, the response from Ppwawu™ was by no means unambiguously enthusiastic.
drganisers and officials likened Nmﬁpak’s participative process to that at PG Bison,
criticisihg it for its assumption of 2 cominon set of values intended 1o form the basis of the
company's daily activity, and arguing that the reality of joint decision making amounted to
rather Jess than the promise®2, According to Ppwawu assistant general secretary, Themba
Mfeka, the chanées introduced were premised on strains to two of the pillars which had
previously been supporting companies like Nampek: low wages and high tariff barriers. "Tﬁe
first pillar was broken because of Cosatu's Living Wage campaign and it was also becoming
clear that the second pillar was shaky because sanctions would be removed and tariffs would
go. It was important for the company to increase productivity and they therefore had to
change the culture of industrial relations. This is where their ‘vision’ emerged from."*®
Senior managers were not aware of the extent of the suspicion from both black and white
employees about the programme. "The workers were hesitant about something being imposed
on them and felt that the commitments implied in the company’s vision were not being.
réalised, which is nhg of the reasons why the process was not realty acceptable. At the same

time the line management and the supervisors were generally skeptical, They felt they would

lose their jobs because part of the vision was to flatten managerial structures. Our general



impression was that senior management were trying to rush this thing at plant level, and this
was leading to resistance from both line and plant management on the one hand, and from

workers on the other, "™

Togeiher with the impact of the post-1993 retrenchments, these objections helped fuel work
stoppages and other fonﬁs of industrial action (described by a company spokesman as "very
few minor strikes"*). As a result the process was renegotiated from late 1993 with the union _
demanding more direct and active invelvement in the programme®®. As Mfeka put it: "The
strikes and anion actiohs in 1993 helped to bring the probleros in the process to the front of
their minds."®” A deal was finally concluded in March 194, The first step was a seven
month joint union-management research pracess, leading to a report in October that year, on
"Negotiating Co-Determini.ém". According Mfeka, who assisted in drawing up the report,
the apreement included a moratorium on retrenchments and the formation of a permanent
union-mganagement committee to examine issues relating to indusivial relations and
productivity. Nampak also agreed to consider having a union representative on its board of
directors™* (though by late 1995 this had not yet been settled™). It is worth noting that
unlike most other companies of its size involved in participative management, by late 1995
Nampak had no Esop scheme in place though as a result of these negotiations Nampak and
Ppwawun reached agreements relating to productivity and performance, while jcint union-
management co-operation in participative structures was re-established at national and plant

levels, as well as through the literacy and other educational programmes.*®

Despite the temporary breakdown in the process, and its reassessment by the union (which

paralleled a similar development with the same union at PG Bison in 1991/2}, the change
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programme at Nampak appears to have met with considerable success in its own terms, In
a relatively short period of time, it helped turn a company with highly antagonistic labour
relations inio one where cooperative relations, while still fragile, started to take root, and
where there was a marked reduction in overt racism and racial conflict. It has also been

accompanied by generally impressive performance from the group as a whole,*!
5.4.2 Premier

The Premier Group had a tradition of what in South African terms would be categrorised as
progressive senior management, though it was only from 1990 that this was consciously and
ambitiously extended into the realm of stakeholdership for employees. The tone was set from
the late 1970s aﬁd expanded on during the 1980s under Tony Bloom’.;; long tenure as
company chairman. Bloom was one of the most outspoken and consistent opponents of the
NP among the country’s business leaders, frequently speaking on the platforms of the DP and
taking strong stands. against policies Iike political detentions and forced removals®?. He was
also one of the businessmen involved in the first talks between business and the ANC in
Lusaka in 1985 and Premier itself was represented at the formation of the CBM in 1988%,
This liberal tradition wax not confined to Bloom himself during this period, and particulariy
within Premier Foods, there were attempts to foster an anti-apartheid ethos among senior
management, In addition, the group beéan o introduce tenfative moves in the direction of
a limited form of stakeholdership. Considerabie stress was placed upon a substantial training
programme in most of iis expanding stable of companies (which, in addition to Premier
Foods, and Premier Pharmaceuticals, included CNA Gal io, Metro Cash and Carry, Bonnita,

Clicks, Teltron and United Pharmaceutical Distributors®). Some of the Premier-owned
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companies also introduced performance bonus scherhes as a means of encouraging an
improvement in the group’s sluggish performance.* More significantly, from 1987 senior
management within Premier Foods began to adopt what it regarded as a fresh approach to
labour relations, attempting to reduce conflict with its main union, Fawu, and io ensure that
industrial reiations decisions were consistent with the company’s value system, and by

offering workers more substantial benefits through the provident fund and housing

programme,®®

‘When Bloom emigrated to Britain in 1989, the new chainﬁan and CEO (an& former group
financial director), Peter Wrighton {who held these p;Jsiﬁons until 1994 when Douglas Band
took over}, maintained the external and internal political profile and direction set by Bloom
and at the same time initiated a shift towards a far more vigorous participative programme,
particularly within the group’s food divisioﬂ. This does not appear tolhave been influenced
by Premier’s sharsholdership, which was ultimately controlled through Johnnic by Anglo
American (and since 1996, by the Nationa! Empowerment Consortium - NEC*#%, Oue reason
for the decision to expand the basis of participation within the company related to the
poliiical and cultural perceptions of the group’s senior management. Dimensions of this
included the recognition of a need for "Africanisation” among management (with Wrighton
refering to himself as an "Africentric manager"®®), a growing awareness of the gap between
white managers and black workers, particularly regarding literacy and .education generally,
ongoing tensions with Fawu and other unions operating within the group, and the sense that
the primary markets of most of the subsidiaries were increasingly to be found in the
courntry’s black communities - a factor which helped prompt the various interna! and external

political gestures made by the group as well as its corporate social responsibility programme.
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But there were alse ’bottom line’ influences and pressures contrihuting to the decision to
deepen the stakeholder dimension, Despite the reforms instifuted by Bloom, Premier’s
performance remained sluggish. As Wrighton put it, "producfivity deteriorated because we
needed something completely different."™ Here, Wrighton's own enthusiasm for Japanese
munageriit! approaches, and his belief in their applicability under South Airican conditions,
was an important catalyst. As he explained it, the “revolution" in his approach to
management was sparked by reading a book by Sory CEO Akita Morita in 1989, which,
“explained the Japanese miracle and how he had introduced shared values and common
beliefs into his éompany. "7 Another influence contributing to the plan was the impact of the

experience of other South African companies, such as PG Bison®™,

The programme, devised in 1990, involved shifting the attitudes of line management and
whiie employees generaliy, towards embracing a non-racial future, and attempting to iiicrease
the participation of black workers in their own self-management. It began with the
reformulation of the group’s value system through its mission statement, which was written
up in standard four English (the literacy level of the average worker).? This was followed
by the production of a video on "Premier iﬁ the new South Africa” and the training of 8
group facilitators to begin a series of joint management-worker value sharing workshops,*™
In addition managers and executives were encouraged to go on "walk abouts" with the aim
of getting first-hand experience of workers views, and, as Wrighton put it, "to explain

philiisophies and to tap their fears and aspirations, "%

However, from the start there was some resistance from workers who tended to view these

innovations as a new means of co-option, and from managers who were accustomed to a
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command-oriented ! sle 2.:d unaccustonied to the practice of worker par‘;icipatibn within what
they regarded as their realm, In 1992 Wrighton acknowledged that despite considerable
progress in this area there was still 2 need t¢ *train workers to accept responsibility and to
condition managers for workers's participation. *** There was also more focussed resistance
from Fawu which complained that thé initial consultation was insufficient and that it had not
been fully included in the process from the cutset. As a result, two years after its initiat
conception, the programme was temporarily suspended, pending renegotiation with the union

- a5 had happened at several other companies with similar programmes.””

"Phase Two" was launched after further uegotiations betweén the Fawa leadership and the
group’s senior executives (with the proceedings video taped for the benefit of the subsidiary’s
managements), which led to 2 moure ﬂirect role for the union in planning and implementing
the company's participative programmes. Following this, a renewed effort was made 1o send
out facilitators to explain fo managers and workers the company’s revised value systemn. ™
After furither negotiations with Fawn, working committee;, comprising equal nmumbers of
worker and employer represeniatives, were established with joint control over housing,
safety, social investment, job creation, drought relief, school f~_.ing schemes, bursaries and
the company’s provident fund. In addition an ambitious literacy “rogramme, known as "Jolt’
(Joint Literacy Training) was set up under joint management-worker jurisdiction™, as was
the Joint Training Committes, set up to coordinate training programmes for employees.
Furthermore, in 1992 a union-management team was sent to Germany to ¢xamine the
structures and operation of the system of co-determination there, and specificaily to study
employee share ownership (Esop) schemes for workers, with the aim of implementing them

at Premier.?® Premier Food executive Corrie Cloete said these structures, and particularly
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the Joint Training Committes worked "more effectively than the old management controlled
scheme, despite dire predictfons of failure ... (and) solved many shop floor implementation

difficulties, "%

While some companies within the Premier Group have experienced strikes since 1990, there
appears to have been an improvement in industrial relations since the programme was first
implemented, though in November 1992 Wrighton ~-nceded there were still old-style
industrial relations at some of the subsidiaries?®, After mat, monthly meetings of a National
Coordinating Committee brought together mé.nagement and worker represeniatives from the
group’s divisions, to iron out indusivial relations problems, including issues such as
redundancies ﬁ'nd retrenchments®?, Faww’s attitude to the company’s labour relations record
was summed up in the comment of a national organiser in 1992. He described Premier Foods
as "one of the most progressive companies we deal with", though he was quick to add: "but
that’s not saying very much - they’ve stiil got a long way to go in our terms because there
is still a big gap between their claimed values and the reality cur members experience on the

shopfloor, "24

A major dimension of the company’s change process has been the self-conseious vigour with
which it implemented its affirmative action programme. By late 1992 it had three black men
on its group board, which, it boasted, was the highest number in any major South African
sorporation, and was planning to make provision for worker representation on thé board.
It has also been one of the more ‘genrerous’ companies when it comes to donations to
corporate social responsibility schemes™, a factor which may well have contributed to the

Black Management Forum’s decision to name Wrighto_n as the "progressive employer of the
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year” in 1992. Throughout the period of Wrighton’s chairmanship, Premizr retained its
political focus. Its in-house newspaper gave exiensive coverage to pational politics, as part
of senior management’s effort to shift white managerial perceptions and soon after taking
over in 1989, Wrighton initiated a visit by company directors to Lusaka to meet with the
ANC, again incurring the displeasure of the governmeﬁt, and made regular statements
criticising apartheid and aspects of government policy, and later played 2 prominent role in
the "yes" vote cémpaign in the 1991 white referendum. He also sat on the ational

coordinating structure of the CBM*',

Despite the impressive performance of some subsidiaries®™, the group’s performance after
the implementation of its change programme wus not particularly impressive, though there
is no evidence to suggest that these programmes were responsible for this. In April 1996 the
group chairman, Doug Band, conceded that over the previous "18 months or so" Premier had
been forced to confront "some major problem areas in ou. businesses"™. There was a
Mw but long-term decline in the profits of Premier Foods™, leading, in May 1996 to the
departure of this subsidiary’s chairman and CEQ, Gordon Utian™. One reason for this,
according to Band, was "a transformation project in our food business which went awry and
had o be aborted"** - a reference to an attempt to re-organise aspects of the business (away
from the previous system of strategic business units and towards one based on a centralised
' management system) initiated in 1994 in response to deregulation®, Utian himself also
blamed the losses on the failure of this centralised restructuring, arguing that the cause was
inappropriate advice from a leading US management consulting firm, Gemini.™ At the same
time, mainly as a result of what Band called "substantial fraud in our pharmaceutical

wholesaling business"®* (United Pharmaceutical Distributors), this subsidiary experienced
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continued losses, including a net loss of R35.9 million in 1994*®, As a consequence, Band
said the company had no option but to further trim the group's senior management,

particularly within its head office®™ and the food division®®,
5.4.3 SA Breweries

The beer division of SA Breweries (which accounts for around 60 percent of ifs attributable
im:ome”b and in 1996 had 8040 employees®™) was one of the more enthusiastic late entrants
into the stakeholder terrain following a substantial review of its mana.geﬁal stroctures in
1990. As with Nampak, the impetus for the changes which were to follow was a prolonged
strike by the division’s major union (Fawu) in 1989. By the conclu#ion of the strike in early
1990, 11 workers were dead, there had been seversl attacks on *scabs’, beer trucks had been
hijacked, there was consumer boycott of SAB products, and production had been Seﬁously
disrupted, Pawu accused management of union bashing and allowing the involvement of the
security police and other state agencies®™, while management accused the union of losing
control over its members and engaging in a test of strength.®® However, according to the
division's Industrial Relations Manager, Kobus Befger, *by the end of this power struggle
both parties acknowledged they were losers” and agreed that a "painful sirike of this nature

must not again happen. ">

As a result the company reviewed its mission statement and its underlying values, and
recognised the need for fundamental changes in its approach to employee relations, After an
initial process of consultation with Fawn, a joint management-union body was established to

"fix relationship, develop trust and credibility"**. Management was particularly enthusiastic
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about this structure and the process it prompted. As Berger put it: "Openness characierised
our discussions and we spoke about everything. Eventually we decided to tackle social
preblems using joint problem-solving and consensus, rather than negotiating techniques. ...
Qur forum grew from strength to strength. We didn’t foresee the degree t¢ which workers
would participate, nor eventually, the degree to which management sought their views before
dqing thiﬁgs. "35 These discussions prompted the introduction of a Provident Fund, a housing
scheme, an Aids awareness programme, and a pelicy on affirmative action.®™ SAB
subsequently expanded its corporate social responsibility commitment, focussing particularly
on sponsoring.health, education and religious community projects, and programmes aimed

at "black economic empowerment"™, and also joined CBM.*™®

In 1991 SAB HR managers met with their counterparts at PG Bison to discuss the
participative management process there, and later that year the management consultancy,
Itisa, was retained to assist with implementing a far reaching stakeholder programme, with
Christo Nel, who had by then left PG Bison, coordinating the process.” SAB HR manager,
Penny Hyde, said in April 1994 that the ltisa proposals were received with considerable
enthusiasm by senior management. "Christo came along with a very detailed programme -
 a thick dossier, full of diagrams and ilustrations - and began presenting this to us, and it
went down well. The company agreed to retain Christo to see throngh this process. Much
of it based on what was developed at PG Bison in the 1980s, but it was more detailed with
some of the elements having been expanded on and with various new dimensions, and I

would say we implemented this programme with considerable success” !
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In addition to the value-sharing component, elements of the programme included
implementation of joint management-worker task groups in some areas, the use of
perforﬁlance management techniques and the introduction of participative forums, between
the union and management, at factory level. At the national level the joint ution-management
consultative structure introduced after the resolution of the strike was upgraded inio 2
national forum, where management and Fawu representatives negotiated, along lines similar
to that of the MNational Forum introduced two years earlier at PG Bison.™ Regional
participative structures and temporary project teams, involving management and shop
sWards, were also introduced.? The Beer Division placed increased emphasis on lireracy, |
adult educﬁtioh and training. With the support of Fawu, the division introduced voluntary
Adult Basic Education training programmes as well as compulsory programmes for workers
applying to advance as artisans or techmical operators, as part of their skilling

requirements.>*®

Management's conception of these innovations was to create, as Berger put it, "a company
wide participative environment for change ... (and}) {0 introduce, discuss and gain agreement
for the concept 6f world class manufacturing." Once the value sharing process was
completed, Itisa was retained, with union backing, to provide certain training programmes
for the company’s shopstewards™, and in 1996 was still involved in this respect.™®
According management, this coepliation on perfofmance-related issﬁes exmn&ed to pilot
projects within the division’s " V¢ Id Class Manufacturing® programme.*” However, at the
time of writing there were 1o employes representatives on the divisional or group boards and
the division’s Esop scheme was restricted to executive level employees.”® The affirmative

action programme, which management representatives say has been "fairly successful” but
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has involved "some implementation problems”, has led to a gradual increase in black
representation at all levels, In 1996, two of the Beer Division’s. 16 directors and two of the

group’s 21 directors, were African.3"

Management at SAR have argued that the achievement of a state of relative industrial peace
and the more ¢cooperative union-management relations which they say have resulted from
participative management have contributed to the company’s business successes, and point,
for example, to 64 percent increase in output achieved in the initial three years of the
programme™® at SAB’s Airade plant, which was one of the factories v.;'here the programme
was first implemented. Berger argued that the participative management programme
"undoubtedly .conn'ibuted to this triumph”* while divisional personnel manager Velaphi
Raishefola, said the "good, participative industrial relaiions climate has definitely contributed

to the Beer Division’s successful financial performance. "2

The changes in industrial relations and in the management culture at the SAB Beer Division
happened relatively quickly and, in most areas, without the level of conflict and the stop-start
prowess assbciatéd with ﬁ;any other companies; As a result, according to management, there
have been no strikes within the Beer Division since 1990, though they acknowledge that there
have been disputes about aspects of the programme, most of which have been regolved
through negotiations with Fawu, with the result that the pace of impleniem.ation has varied
from time to time.> A 1994 Markinor survey of the top 10 companies in each industry cited
above, gave SAB the highest scores within the beverage sector in each of the areas associated

with participative practices: labour relations, quality management, and social responsibility,**
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The group’s strong performance and improved industrial relations and public image meant
that there was little temptation on the part of the group’s sharcholders (ultimately controlled
by Anglo American - and more recently the NEC - through Johnnic™) to short circuit the
process. Instead SAB began to apply aspects of this process in some of the other divisions
of the company®®, The relationship with PG Bison, in which SAB acquired a conérolling
intersst in 1992 (as a result of acquiring Pi-3I), has been significant for the participative
_ managezﬁent programmes of both companies. r.: mentioned above, the SAB Beer Division
was influenced by the PG Bison expeﬁence both directly, and, more significantly, indirecily
though [tisa. Asis discussed in more detail in chapter seven below, after the takeover, there
was some concern within PG Bison that SAB would intervene to 1imit or change iheir own
programme, but, according to PG Bison’s management, this never happened - partly because
of its impressive results at the time but also because, by thér-. SARB was in the midst of its
own, similar, change programme.* PG Bison TPQ staff and strategic planners . began
to examine aspecis of the SAB experience, particularly regarding the way they integrated
their participative structures with their training process and with their business goals more
generally, which SAB planners bad developed after a six month intexnational study
programme in 1993.3% At the same time, PG Bison's sister company, PG Glass, began
implementing a less ambitious participative programme soon after the SAB takeover of

PGSL.*™

5.4.4 Conclusipn

In drawing a comparison beiween the change programmes at Nampak, Premier and SAB, it .

is worth nocing that in each case an early priority was reformulating the *values’™ of the

315



organisation followed by reducing the attitudinal gap between white managers and black
worlkers through exposure to each others perceptions and through anti-racist educational
programmes. After ks, participative programmes involving, variations on the quality circle
idea adapted to South African conditions, were introduced, along with a hybrid of other
innovations of Japanese, German and American origin, as weli as a greater commitment to
literacy, training and other iuberﬁal social responsibility programmes. Furthermore, in each
example, the programmes were initiated at the executive level of the company, with initial
union compliance, but, as was typical of many companies embarking on this root at this time,
at both Nampak and Premier (though not at SAB) this was followed by a period of

suspension and reformulation after union objections to aspects of the process.

The most significant difference between the experiences of these three companies relates to
their managerial and political histories. In Namypak’s case, and 0 2 lesser extent SAB’s, the
change was sudden and dramatic - from a hardline industrial relations approach with active
assistance from state-linked agencies to a participative programme with active union
involvement, combined with an assertive, anti-apartheid political stance. With Premier on the
other hand, the changes introduced by Wrighton came as a natural extension of the
programmes already adopted under Bloom. In éach case, however, the political dimension
had a major impact on the decision to introduce participative processes. With Nampak and
SAB this came through the politically-related fall-out from their turn of the decade strikes
as well as from the perception of & need to reduce the levels of racial suspicion between

managers and workers, which was also one of the prime reasons for Premier’s programme.
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5.5 NEDCOR AND THE FINANCIAL SECTOR

When speaking about participative management in the financial sector, one is referring to a
very different kind of animal from that in the industrial, commercial and mining sectors.
While many of the companies which introduced participative programmes in South Africa
in the late 1980s and early 19905 did so partiy as a response to pressure from their ﬁdm
unions, or from the potential threat of such préssure, this was not the case with the major
banks because their workforces were not well organised, nior particularly militant in their
demands and aspirations. Furthermore, the politically related pressures these institutions
faced from within was less acute than in industry, though certainly not a.ltogethér absent;
This, however, does not imply that the change programmes that were initiated in some of the
.banking groups necessarily fell outside of the broad definition of participative management
offered in the introduction to this study (though in some cases the link might seem tenuous).
In particular, three of South Africa’s leading banks, Nedcor, First National and Standard,
were enthusiastic entrants into the stakeholder realm, despite all having relatively weak
unions or staff associations and experjencing liitle in the way of meaningful worker pressure.
It is significant, however, that the prbgrammes they introduced focussed more on the
customer as the primary stakeholder, rather than the employee, and that the prime motivation
involved making themselves more attractive custoiners and potential customers, partly
through improving the morale of employees. The content of their programmes therefore
tended to focus less on permanent participﬁtive structures and more on eliminating aspects .
of their internal operations ywhich could affect their ability to compete - with racial tensions

and the racial structuring of their workforces being the most pertinent.
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The end to sanctions and the entry or re-entry into South Africa of several international
players within the bé._nking sector, as well as the marketing challenges prompted by the
ending of apartheid, meant that competition for existing and new markets from other banks
and building societies was far more intense in the early 1990s than in the 1980s. As one

banking consultant involved in implementing change processes put it: "All the banks are

worried about the implications of competition, from local banks and from abroad, particularly

from Japan. There are many more opportunities but far more competitiont too and the main
motivation in changing their employee relations was to assist them in becoming more
competitive. 50 This in turn, reguired improvements in their employee relations, both in
order to atiract and maintain customers and fo attract and maintain staff. These considerations
influenced the deciéions to implement change programmes aimed at improving working
relations, by, for example, reducing racism among white employees, securing black
advancement and, more geuerally, improving the image of the banks within the wider

community, and particularly within the black market.

5.5.1 First Nationa]

The first of the major banks to follow this path was Barclays (which later, ag a result of
disinvestinent, was reformed and renamed as First National). It began introducing an "equal
opportunities” programme in 1983 - a decision prompting a spate of resignations from white
staff, particularly outside the major urban centres.*™ For different reasons, relations between
management and staff further deterioratéd a3 a result of the 1985 decision of Barclays and
Standard to end the S0 year tradition of half-day Wednesdays. Barclays became the first

South African bank in several decades to experience anything close to a substantial industrial
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dispute when the Soutil African Sbbiety of Bank Officials (SASBO) vigorously opposed this
decision and called for a Conciliation Board hearing, while organising protest meetings
around the country.*™® Though the protests eventually petered out and the new policy was
suceessfully implemented, tensions between management and staff at Barclays persisied, and
this coniributed to a decision by Barclays MD, Chris Ball, to teview the tone of the
company’s managerial practices, In 1986 Ball introduced value-sharing workshops within the
bank, aimed at discussing employee perceptions of eaéh other and at combating racism. Two
years iater, however, Ball, who had been one of the most active of_ the ar_lti-govemmem
business leaders, résigned as MD and left the country, following a series of verbal atfacks
by then State President PW Botha for his role in funding a UDF advertisement, which were

followed by death threats to his family and various other forms of harassment.’®

After this, the bank (by then FINB) adopted lower a political profile under new MD Barry
Swart™, but internally its change programme continued, and in some areas iis afnbit was
increased., One Johannesburg branch manager commented: "The value sharing groups took
a while to get off the ground, but gradually began to work fairly well. After Chris Ball left
the system was applied within the whole company. Managers, tellers and cleaners were
mixed up togeﬂler 1o share their own values and those bf the company - anybody could
challenge anybody else and raise proﬁlems about their superiors or day to day things like in
geiting to work, and these were then passed on to senior management to deal with, and from
what I've seen, the effect on employee relations has been very positive, "** Three years later,
however, he said there had been "a gradual reduction in the emphasis placed on participative
processes. "** While some programmes continued they were no longer being emphasised to

the extent they were previously. Swart did not enjoy the support of Sasbo, and in September
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1996, after he was censured by the bank for awarding a multi miilion Rand contract to hié
daughter, the union called for his resignation. At the behest of the chairman Basil Hersov,

he resigned and his successor, Viv Bartlett acknowledged he would “have to look at the
culture of the organisation."*” Soon after former ANC secretary general and NUM general
secretary Cyril Ramaphosa was appointed to the FNB board.*®

5.5.2 Nedeor

While both F.irst National and Standard Bank™ made significant changes to their systems of
employee relations, particularly with regard to combating managerial racism and affirmative
action, within the f‘mancial. sector the group with the most ambitious change programme, at
least m the 1990s, was Nedcor (which included Nedbank, Cape of Good Hope Bank,
People’s Bank, Permanent 'Bank, Syfrets, UAL Merchant beuk, Nedbank Investment Bank,
NedTravel and others and in 1995 had assets over RS'? billien makiﬁg it one of the country’s
top four financial services institutions®®), After a process o: veview in 1991, it launched its
"Gateway" programme, with the aim of "revealing and if possibie altering" racist attitudes
among employees®!, along with a vigorous affirmative action drive, a large-scale training
programme for sfaff and, most particularly, a major corporate social responsibility thrust,
aimed at improving its image in the external community and among potential customers for
ifs franchise ventures, township housing programmes and other schemes aimed at deepening
its base within the black market. Driven by its long-term marketing strategy (aimed at
ircreasing its 14 percent share of the market), this required a stable, contented and racially
harmonious workforce, and the Nedcor board began discussing how to shift the ethos of the

company along post-apartheid lines. In 1992 it formalised a policy commitment to building
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a culture throughout the organisation, that was, as group public affairs manager Claire
Densham put it, "non-racist and non-sexist, where diversity is valued and respect for

‘individual dignity is a non-negotiable, "3

A major aspect of this commitiment was an affirmative action drive which arose out of the
recognition that "Nedcor had some way to go before its staff reflected the diversity of the _
markelx it serves,"* The result was a targeted approach aimed at achieving a more
representative racial and gender mix w.ithin management, with new targets being set each
year, This drive included the external recruitment of black managers, of which the highest
profile and most senior was Lot Ndlovu o' the Black Management Forum, recruited in early
1994 as executive director of Nedcor’s Reconstructién and Corporate Affairs division.™* The
| company, however, stressed that it regarded affirmative action not only as involving the
appointment of blacks to managerial positions, but rather, "as an holistic process, which
flows from its business strategy and is aligned with markets, leading to the proper
development of people."* The marketing aspect involved a preference for a staff
composition which reflected the racial mix of the particular community served, while the
*people development’ dimension focussed in particular on trainiﬁg and development
programmes, aimed, among other things, at upgrading’ black employees’s skiils. To this
end, in 1993 the Nedcor Bank College was established in Johannesburg (with a second

branch opened in Cape Town in 1994),3

The practical dimension of the group’s commitment to changing its internal ethos came
through its Gateway programme. This was based upon the board’s recognition that,

particularly among white employees, its formal commitment to non-racism was not being
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matched at branch level. As Densham expressed it: "Many negative attizdes became

entrenched in South Africans during the apartheid years, and Nedcor recognised that it would

be fatile to underiake an affirmative action programme that did not address the often
unconscious prejudice and discrimination that potentially existed in our organisation. "*# The
result was a programme of workshops which, by November 1994, had involved over 10 000
of the group’s almost 15 000 employees. As had happened at several other South Africans
companies (and. on a lower key scale at Bartﬁlaysff-'imt National in the late 1980s), these value
sharing workshaops involved a mix of white and black employees, including managers, tellers

and cleaners.*® However, beyond this dimension of challenging managerial racigm, employee

participation at Nedcor was not deeply entrenched, and there did not appear to be a strong

demand for it from employees. In 1993 Nedcor representatives consulted with PG Bisnn TPQ
team leaders with a view towards introducing a participative programme within the group and
in May 1994, Maxine Hart, PG Bison’s former Organisation Development coordinator, was

recruited by Nedcor,

What Hart found was that the climate within the group was not conducive to introducing |

ambitious participative programmes. As she put it in 1995: "I was brought in to introduce
participative structures and processes, and I tried some pilot programmes. But although they
aceepted my ideas, it soon became clear this was not what people wanted - peither
management nor staff. There was no real desire for it, and the priority of management
seemed to be to atiract and keep employees in a highly competitive environment as a means

towards protecting and increasing market share, 50 I re-oriented my focus towards making

the branches more cuétomer focussed, which obviously impacis indirectly on working

relations. The difference with a company like PG Bison is that here the immediate aim is to
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become more competitive rather than more participative. Overall, I have found that the
culture at most banks is still very *white’. By that I don’t mean that everyone is white - that
is changing very quickly because of necessity and because of affirmative action policy - but
rather that the ethos within the branches and people’s aspirations, is more individualistic than
collective. This js because they don’t have the shopfloor relations which tend to emerge from
working together in factories, they have no tradition of strong unions, and, of course,
because a mindrity of employees are African"** She said the priorities in Nedcor’s change
programme related to the affirmative action and Gateway programmes and its external
community involvement, though there was also a more gradual and less focnssed attempt to
rédnce the pap between managers and staff, and improve employer-employee relations, and
in some of branches and divisions consideration was being given to more permanent

participative structures.>*®

In ail this the role played by Neddor’s unions, was 2 minor one, particularly in the initial
stages. By 1995 the group had two representative empioyee forums - the old, in-house staff
association (Nedstaff) and SASBO, which, according to management, wﬁs growing steadily
{but by 1995 did not have a recognition agreement™), According to Hart, the unions were
compliant in the company's change process. "They tend to go along with what we suggest,
and have never been confrontational, and this makes things much easier for manélgement
because they don’t face the kind of pressures and conflicts you get in industry and this gives
more leeway to move quickly and creatively. "** However, since then SASBO has affiliated
to Cosatu and moved away from its previously cautious and largely compliant stance, Cosatu-

aligned labour analyst Jeremy Baskin summarised this trend as follows: "Previously a
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conservative staff association, SASBO has grown, deracialised and become more militant.

It’s joining Cosatu signifies a new direction for white-collar employees. ">

The internal change programme introduced at Nedcor should not be divorced from the shifts
in the focus of the business more generally, and particularly its marketing drive within black
communities and its accompanying corporate social responsibility programmes, because the
internal changes regarding affirmative action and confronting racist attitudes, were aimed
largely to secure the kind of stable workforce, with the appropriate public image, that wonld
help secure the group’s drive within the new markets it was courting, and particularly for an
increased share of the black-led buginess as well as individual black customers - a process
likely to be encouraged by the group’s impressive results in recent years.®* A major thrust
of Nedcor’s orientation towards building this reputation came through its programmes for
ﬁmdiﬁg franchise ventutes aimed at the black communities. In October 1994 Nedbank -
Investment Bank and the International Finance Corporation, a member of the World Bank
Group, announced that in January 1995 they would be launching a RS0-million Franchise
Equity Fund®* with the aim of making capital available "mainly to previously disadvantaged
people wishing to participate in franchise ventures".*® The basic idea was to offer a quick
and relatively risk-free way for a wounld-be enfrepreneur to set up his or her own enterprise
-and sustain it, through using the services of an established company.®” Bronwyn Allen,
NedEnterprise’s senior equity fund manager, said this would "contribute significantly to the
economic advancement of previously disadvantaged groups*.>*® The spin-off for Nedeor was
that it would promote a sense of goodwill within its potential market, and more specifically
create thousands of new customers. Complementing this strategy, the group made policy in

1994 to increase the proportion of purchases from small and medium sized enterprises, while
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one of its subsidiaries, UAL, was involved in setting up a development capital fund to
provide finance and expertise to "disadvantaged communities".>® And in April 1995 SA
Perm was divided into two personal retail banks, the Permanent Bank and the People’s Bank,
with the latier being aimed primarily at black customers who had pr. . - had no access to
banking services.*™ The impetus for Nedcor’s assertive external community drive in the
1990s came in part from thé 1991 merger with SA Perm, which had pimneeréd much of the.
financing of housing in the black townships 10 yﬁs earlier. In 1980 the Nedcor/Old Mutual
future scenarios’, cqordinated by the then CEOQ of the Perm, Bob Tucker, emphasised the
need for business to become far more active in social responsibility projects, with housing,
education, health, electrification and job creation being singled out for urgent attention, "
This focus Was prioritised after the merger, most particnlarly with respect to housing where
there was z direct link betwaén community support and marketing considerations®?. After
the 1994 general election the government’s Reconstruction and Development programme
provided a unifying focus for the group’s corporate responsibility programmes, with a new
Reconstruction and Corporate Affairs division being created. Much of this effort was
- channelled through the Nedeor Community Development Fund, which provided finaneial
assistance to housing, health; welfare, cultural, educational, and small business projects®,
while it also established a Sporis Trust, with the aim of "uplifting disadvantaged areas™®,
an Arts and Culture Trust and a Green Trust (environmental fund)*®, winning considerabie
external kudos for this commitment.*® Allied to these developments, it also began to take a
more *pro-active’ political stance after 1991, being represented on the governing structure
of the CBM, and with its CEO, Chris Liebenberg, leaving the group to take up the post
Minister of Finance in Nelson Mandela’s government - and unlike his predecessor Derek

Keys, doing so in a non-party rather than NP capaeity.™
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5.5.4 Conclusion

When examined together, the change processes of Nedcor and First National (as well as
Standard®®®) had in commo: *he concern to eliminate racism in employment structure and
employee relations for reasons primarily related to marketing considerations and competition,
though in the case of First National, tensions with staff and the presence of an MDD sirongly
wedded to non-racialism were iraportant independent variables. With Nedbank and, earlier,
First National, the process went beyond the levels of policy and recruitment levels, by
invoiving managers and étaff in value-sharing;type workshops, which, in addition w
challenging racially-tainted perceptions, had the effect - at least in some branches - of
building a better understanding between employees at different levels within the hierarchies,
and of giving staff 2 voice which was otherwise seldom heard. In this sense it is appropriate
to consider their programmes as part of a significant dimension of South African participative

management.

5.6 FURTHER

During the 1980s and early 1990s numefons other South African companies introduced
elements of stakeholder systems into their management practice with varying degrees of
commitment and success. Among those not specifically discussed above were Eskom,
Genceor, Iscor, Toyota SA, Nissan SA, Mercedes, BMW SA, AECI, Iscor, Murray and
Roberts, Lever Brothers, the McCarthy Group, Gabriel Shocks, Electrocal, Transnet,
Samancor and many others, While each of these programmes contains interesting dimensions,

. pethaps the two most significant were those adopted at Gencor - becanse it is the only mining
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group to embark along the stakeholder path in a coherant and directed way, and Iscor,

because of size and previous existence as a parastatal.

5.6.1 Gencor

In stark contrast with some of the otlicr mining groups - and Goldfieids in particular®® - from
the late 1980s Gencor began to move away from an adversarial approach to industrial
relations and to position itself as a "progressive" company in political terms, being centrally
involved in the 1988 formation and sﬁbseciuent leadership of the CBM for inslanpem, and
subsequently recruiting several individﬁa!s prominent within the ANC, Cosatu and UDF into
‘its managerial ranks.* From 1991 HR managers at one of its subsidiaries, Trans Natal Coal,
began holding discussions with counterparts at PG Bison and other companies to digcuss
possible models for participation (and soon after related discussions were held between
Gencor’s senior management ar:i #J Bison CEQ Leon Coher)™. Participative programmes
were eventually adopted in most divisions of the group (again, first within Trans Natal and
later within the group generally). In partial contrast to the PG Bison approach, this was
approached along the VWSA lines, through the mechanism of the recognition agreements and
collective bargaining structures, rather than though paraliel processes).>™ These changes were
accompanied by shifts in the methods and organisation of management at the group, with
#ttempts being made to flatten out the managenal structure, lewling to significant

redundancies and retrenchments of managerial employees,**

In addition to establishing joint management-union forums, and various other participative

structures at mine and group level, Gencor implemented a comprehensive adult literacy

327




programme for workers throughout the group - again after consultation with literacy
coordinators at PG Bison and other companies (though Gencor staff felt their programme was
significantly more advanced than that at PG*). Furthermore, together with Anglo American
{and, again, in contrast to Gold Fields), Gengold was one of the mining companies o go
along with a Charaber of Mines-NUM profit sharing agreement on the mines in 1992, aimned
at enabling workers to benefit directly from increases in profits of individual mines.*™ NUM
was particularly pleased with this aspect of Gencor’s participative programme, with the head
of the union’s collective bargaining department, Martin Nicol, arguing that the schemes
"have the potential to create a basis for extending, first participaﬁon and then control within
ﬁe work environment, "™’ More generally, however, Cosatu has criticised Gencor for

"exporting” jobs and competitive advantage through "biilion dollar investments” overseas,””
5.6.2 Bskom

In 1992 the Electricity Supply Commission (Eskom), a privatised former parastatal which for
several years had been moving away from its commitment to ’old-style” management
practices (and had also been centrally involved in developing a relation between black extra-
parliamentary political organisations and business, particularly through the role by some of
its executives in the formation of the CBM®™), began to initiate its own unjon-centred
participative process which became one of the most far reaching in the country, Its senior
management staried by negotiating with its 10 unions with the aim of establishing what the
company’s senior general manager, Human Resources, .diaan Neethling, called a "mutually
beneficial relationship”, and to involve them in "strategic decision-making processes”.™ At

that stage Eskom had 42 000 workers, approximately 70 percent of whom were union
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members.* The company took the approach of viewing the unions as "business pariners"
and shifting their managerial style towards one involving more “open and honest
communication”, "maximum consensus seeking" and “"extensive information sharing", in

return for a commitment to meeting the company’s business objectives.®®

The programme, which began with joint managemeni-union task groups working on various
areas of interest, led to the appoiniment of union representatives on the company’s governing
body, the Electricity Council, the establishment of participative forums throughout the
company as we_ll as nationally, the implementation of new d'spute resolution mechanisms,
the appointment of full-time shop stewards, and asresments on the organisation of this
process of organisational change as well as on "handling surplus employees”.*® This was
subsequently expanded to include a NUM representative on the Eskom board.® According
to Neethling the process resulted in a successf * move away from "traditional management
practices” and led to "growing tolerance and trust, "¥ NUM, the main union at Eskom,
showed considerable enthusiasm in this regard, with its assistant genera. secretary, Gwede
Mantashe (also a member of the Eleciricity Council), recommending the Eskom example as
an appropriaie model to follow, noting that NUM had approached the company with its |
proposal for representation on the board, and this had been accepted.®® He argued the
presence of unionists on the company’s highest structures provided umionis with a better
informed basis from which to argue and negotiate. "You cannot influence decision making
over the negotiating table," he was quoied as saying. “Yau. need to be part of the structure
of decision making. The company must have an obligation to share its strategic vision with
trade unionists.” This he characterised as 2 valuable form of "low-level co-determination”,

but suggested that ali-embracing forms of co-determination imvolved the risk of diluting

329



worker militancy and blurring distinctions between labour and capital.’® Elsewhere he
reiterated, however, that, "if we are going to talk about controlling institutions, we must get
access to decision making structures.™ But early in 1997 straing in this process became
evident when NUM and Nunsa (the other Cosatu union with a large presence at Eskom)
temporarily withdrew from the company’s Reconstruction and Transformation Committee
(established a year eailier as a joint management-union project), because decisions were
being made without the participation of union representatives, and "did not take the work of
the RTC seriously”.*® Mantashe made it clear this was a "protest” action, and a week later,

following further talks the parties resumed their relations,*®

5.7 CONCLUSION

When considering the general picture regarding the implementation of participative
mahagerial strategies in.South Africa during the 1980s and early 1990s, it becomes apparent
that there hag been a.ounsiderable variation in the reasons for the infroduction of such
programmes, Put differently, one would be hardpressed to elucidate a general hierarchy of
@maﬁon; nor for that matter can one easily rank the imp!ications of such programmes. At
the same time there are several faciors worth highlighting when discussing these
~ programmes. In particular, with each of the examples discussed above, if is apparent how
politicised the process of embarking along the path of participation was - both in terms of
the managerial motivation for such strategies, and in terms of the aims and content of the
programmes implemented. In most cases participative management was part of an attempt
io counter the effects of apartheid on workplace relations and on the skills and welfare of

employees and to narrow the cultural gulf between white managers and black workers,
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usually with the longer term aim of improving company performance. In order to achieve this
end goal it was necessary to overcome a range of obstacles whose origins lay deep within the
couniry’s political past, Cooperation and the reduction of apartheid’s inequities was seen as

a key root towards improved performance.

This political dimension, however, took on different forms. In some companies there were
s&ong, overt political pressures which required a response. With Nampak and SAB, for
example, the politicisation of violent strikes forced management to review its entire modus
operandi along with their underlying managerial ’philosophies“ But in the majority .of
cbmpz_mies considered, the political pressures were Jess acute, and related to the need to
narrow the cultural and political gap between black and white employees, particularly in
terms of communication, individual and group aspirations and education, as well as to reduce
eliminate managerial racism and reduce the racial nature of the mertal-manual divide within
the workforce. These factors can be said to have been primary motivating considerations
influencing the decisions to introduce stakeholder programmes &t Cashbuild, Premier and
Gencor (and as discussed in the chapters below, PG Bison), while they were important
secondary considerations in others such as VWSA and Iscor. In tlie'ba.nking sector the
political pressures related more to marketing considerations - to create the kind of

deracialised work eirvironment that would help attract biack customers and retain staff,

The implications of the political dimension to participative management emerge not only
through the statements made by executive directors and others involved in motivating such
strategies, but also in the kinds of programmes adopted. Most examples cited above involved

strong initial emphases on value sharing forums as part of the attempt to reduce racial
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hostility in the workplace and also to minimise the cultural gap between white and black
employees. In some cases provision was made for this dimension to be maintained in more
permanent workteams and in most cases the joint worker-management participative structures
introduced at both unit and company level cortained provision for the sharing of 'values’,
discussing percepiions of each other and resolving problems of a political nature, Most of
the companies also included education and training schemes as part of their change
programmes, with the aim of countering the illiteracy, innumeracy and training backlogs that
were the legacy of apartheid education, along with other welfare-oriented programmes.
Furthenﬁore, most companies discussed (With the exception of Cashbyild) increar~d their
political profile and corpofate social responsibility commitment at the same time as
introducing participative programmes - partly because nf pressure from their unions, partly
as a resilt of marketing considerations and partly due .to the individual beliefs of their CEQs.
Within several of the companies considered, pressures from trades unions, or the fear of
management of the potential threat of union pressure, helped motivate the decision to
introduce stakeholder programmes, and also influenced the direction which they took.
Certainly this could be said to be a prime reason behind the participative processes
introduced at Volkswagen, Mercedes, Nampak, SA Breweries, Geneor and Eskom and was

an important secondary consideration at several other companies.

At the same time, however, it would be wrong to make too generalised an assumption about
the relation between participative management and the reality or fear of union power.
Tending strongly in this direction, for example, Malier wrate ©.f the "project” of participative
' management being one motivated by the desire to "undermine unions", by attempting to

"alter the balance of power io retain managerial prerogative under the guise of
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participation. "*! This emphasis suggests an inevitability about the union consideration in
initiating participative management which did not apply in several of the companies which
introduced participative programmes, including Cashbuild, Nedcor and, as is discussed
below, PG Bison. It also makes a unilinear assumption about management’s motives in this
regard, which is not born out in the examples cited above, including those focussed on by
Maller (VWSA and Cashbuild). In most cases in South Africa (in contrast to some examples
in the US and Britain), participative management has had the effect of shifting the balance
of power away from a rigid notion of the managerial prerogative and has been motivated
partially by an attempt to build more cooperative relations with wnions, which is not

necessé.rily the same thing as undermining them.,

- Finally, it is worth noting the impact of international and South African precedent, The direct
influence of the experience with participative Ihanagement in the US, Japan, Germany,
Britain and Brazil, and the ways in which this was channeled, has been discussed in chapter
four, More directly important though was the role played by local agencies which absorbed
these ideas and spread them locally. Three related sources of influence are worth highlighting
here: Praject Free Enterprise, which formulated some of the early notions of participative
management; the Itisa consultancy which played a crocial role in implementing them, first
at PG Bison, and later at others discussed above like Nampak and SA Breweries; and CBM -
specifically its Role of Business in Transition sub-structure which played a significant role
in publicising the "success stories” of parﬁcipative management and putting business decision
makers in contact with one another. These ditmensions are all considered in more detail with

reference to the PG Bison experience in the chapters below.
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NOTES

1. According to the 1991 population census, there were 1.417 million people employed in

manufhciuring, representing 12.2 percent of the total economically active population outside of the

TBVC states. (Central Statistical Services figures, cited in, Anton Harber and Barbara Ludman (eds),
ail & Guardian A-Z of South African Politics, Penguin, Johannesburg, 1994, p 292),

2., See Graesme Simpson, "The politics and economics of the armaments industry in South Africa,” in

Jacklyn Cock and Laurie Nathan (eds), War and Saciety: The Militarisation of South Africa, David
Philip, 1989, pp 217 - 231.

3. Figures in SA Times, April 9 1995,

4, According to Sanlam insurance group chairman, Marivus Daling: "The stock exchange figures that
are normally guoted - that the big five conirol 85 percent or so of the JSE - are misleading because
of the double counting of pyramid companies, and the fact that many organisations are not listed, such
as some very big foreign companies. ... Whereas the figures normally quoted would say that Anglo
American controls 45 percent of the JSE, its control of econormic assets in South Africa is 7 percent.
Although one can arpue that this is stilf a very high figure, it is not nearly as seary as 45 percent”.
(Howard Precce, "Interview: Marinus Daling", Southern African Decisions, November 1995, p 24).
Reinforcing this argument, Anglo American director Michael Spicer says that the Fignre of 85 percent

-is a "superficial manifestation” He poes on to argue: "Because of exchange control, apartheid
distortions, sanctions, disinvestment and our slosed economy, large companies had no alternative but
to diversify and hold large numbers of shares on the JSE." {Ciaran Ryan, "Moving In", Sonthern
African Decisions, November 1995, p 35).

5. Figures cited in, Ryan, "Legalities”, Southern African Decisjons, November 1995, Pp 43 - 44,

6. According to Ryan, the combined assets of life assurers in 1990 exceeded R132 billion, 2 ten-fold

increase from 1980. (Ciaran Ryan, "Driving Forces", South Afrjca’s New World, Leadership
Publications, Johenesburg, 1991, p 86),

7. In 1990 this represented six percent of total capitalisation, compared with over 50 percent in most
major markets. (Jbid)

8. In 19950, according.to Unisa’s Bureau of Market Research, the household Income of whites in
metropolitan areas averaged R71 598 a year, Asian (Indian} households, R26 216, coloured households
R22 642 and black (African) households R11 682. (Figures rited in Business Day, January 24 1995),

9, This differential was further reduced by income tax, with the share of whites in totsl personal
disposable income falling to 47.6 perceat in 1994, (Cited in The Citizen, June 30 1995).

10. Development Bank of Southern Africa figures, based on a 1991 estimate of a total population of
'38.9 million. (Queted in Anton Harber and Barbara Ludman (eds), Weekly Mail arid Guardian A-Z
of South African Polities, Penguin Books, Johannesburg, 1994, pp 282 - 283). Subsequent figures
produced by the Central Statistical Services suggest this was an underestimate, and that the proportion
of Africans was higher, and of whites, lower,

11, The corporate tax tate of 50 percent (falling to 48 percent in 1991) was among the highest in the
world. The average for most industrialised nations was between 25 and 38 percent.
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12. GDP per capita (at 1985 Rand values) declined by over 15 percent between 1980 and 1992,
according to figures produced by the Sonth African Reserve Bank. (Preece, "The economics of
apartheid", in Joseph Harker (ed), The Legacy of Apartheid, The Guardian Newspapers Limited, 1994,
p 29),

13. The GDP grew at an average annual rate of 5 percent per annum between 1920 and 1970, 3.3
percent in the 1970s, 2.2 percent in the 1980s and from 1990 to 1992 thers was an absolute decline
of three percent, falling by 0.3 percent in 1990, 1.0 percent in 1991 and 2.2 percent in 1992, (Preece,
Ibid,; Nedeor Bank statistics, quoted by Ryan, "In the Balance”, Southern Afiican Decisions,
Hamington Kilbride, London, 1995, p 15).

14. In 1990 RS5.7 billion in new capital was raised on the JSE, a decline from R12.9 billion in 1989
and R14.5 billion in 1987. (Ibid, p 86)

15, Personal savings accounted for 25 percent of gross domestic savings in 1985, but fell to five
percent by 1994, while company savings as a proportion of gross domestic savings fell from 30
percent in late 1986 fo under 20 percent in 1990, and in 1990 alone the ratio of pross domestic savings
to GDP fell from 22.5 percent to 21.5 percent. (Ibid, p 91)

14, The inflation rate was 13.8 percent in 1980 and 14.4 percent in 1990 (with a peak of 18.6 percent
in 1986 and a trough of 11.5 percent in 1984), It was 15.3 percent in 1991, 13.9 percent in 1992, 9.7

percent in 1993, 9 percent in 1994 and 10.1 percent in 1995, (SATRR. figures cited in Preece, 19594,

op cit, p 29 and Nedcor statistics, cited by Ryan, 1995, op cit, p 15).
17. Ryan, 1991, op cit, pp 92 - 93.

18, According fo the 1991 census (which excluded the TBVC states) 23.3 percent of economically
setive Africans were unemployed, compared with 16.% percent of coloureds, 12,7 percent of Indians
and four percent of whites. But according to the National Manpower Commission’s 1992 Annual
Report, the real proportion of unemployment (TBVC and all population groups included) was 39
percent. (Cited in Harber and Ludman, op cit, pp 292 - 293). And according to a2 March 1995 report
by the Central Statistical Services, by 1994 41 percent of Africans and 6.7 percent of whites were
unemployed. The higher figures have been disputed by several economists, (Cited in The Guardian,
March 30 1995). :

19. Harber and Ludman (eds), Ibid,
20. Or at least in the other countries discussed in chap&r four.

21.M G Lynas and Deitrdre O'Neill, "The Context of Participation: Constraints and possibilities," in
W Bendix (ed), SA Industrial Relations of the Bighties, IR Joumnal of SA, Johannesburg, 1988, p 482.

22, In the 1986 trial of four SAAWU leaders, the defence demonstrated that former Manpower
Tmi.... «1, Fanie Botha and Bast London security policetnen had worked closely with various factory
managers in East London in an attempt to smash the union. The defence noted that this came at & time
when the government was proclaiming its labour policy involved freedom of asgociation, autonomy
for trade unions and minimum state interference with labour relations. (Financial Mail, June 27 1986)

23, The Project Free Enterprise Final Report on "Economic Participation ia South Africa” (School of
Business Leadership, UNISA, 1986) notes a prevalence of covert sabotage and lists a repertoire of
problems linked to the lack of identity felt by workers with their companies, including the failure to
report mechanical problems, go-slows, destruction and loss of company property, and material
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shrinkages, The underlying aititude, the report argues, is one of "why bother about orgrnisational
efficiency when there is no perceived possibility of benefit."

24. Loet Douwes Dekker, "Workers® Participation in South Africa: Some Suggestions," IR Joumsal,
4th Querter 1987, p 9.

25. One study on black worker attitudes in Natal in the early 1980s, found that 80 percent of workers
did not identify with the organisation and felt bullied and treated like children, and therefove showed
little loyalty and were inclined towards industrial sabotage. (Blade Nzimande, An Investigation into

the Experience of being s Black Factory Worker in South Africa, unpublished masters dissertation,
University of Natal, 1983}

26, The gap in per capiia expenditur~ between African and whife schools natrowed from 18:1 in 1969
to 4:1 in 1989, while by 1991/2 the African education budget constituted 48 percent of the total
education budget compared with 16 percent in 1971/2 (Race Relations Survey 1991/2, SAIRR,
Johannesburg, 1992, pp 183 - 193). However, despite this narrowing of expenditure, black schools
remained severely underfunded, overcrowded and staffed by underqualified teachers. And the problems
went far deeper than that, extending to pre-nursery educatlon, books in the homes, educational toys,
parental priorities, and, of course language.

27. For example, by the end of 1995 there were only 4192 black chartered accountants in South Africa,
according to figures cited in The Star & SA Times, February 28 1996,

28. According to a March 1994 speech by Dr Jan Visser, executive director of the National
Productivity Institute, in South Africa, companies spent an average of under 0.5 percent of their
budgets on training and development, compared to an aversge of 4 percent in "winning" companies
and nations. (SA Times, March 9 1954)

29. For example, according to statistics cited by The Observer (May 21 1995), in 1995 12 million
black South Africans were without mnning water, 21 million without proper sanitation and between
seven and nine million were living in squatter camps,

30. According to Unisa’s Bureau of Market Research, in 1990 the average white income was 8.2 times
that of the average Afican income. The household income of whites in metropolitan areas averaged
R71 598 a year, compared with R11 642 for African househiolds, R22 642 for coloured households
and R26 916 for Indian households. (Quoted in Business Bay, January 24 1995).

31. Of the 168 hours in a week, for adults, an average of around 120 sre spent awake, of which 40
are spent at work,

32, Particularly the use of sangomas and other traditional healers as an adjunct or alternative to
western medicine, and usually as part of a helief system based on respeet for the power of the spirits
of ancestors as part of spirit world, both good and evil, which intervenes directly in the physical world
- a belief system which frequently co-exists with a Christian-centred faith in a single, omnipotent,
omniscient deify.

33. For whom any notion of the afterlife outside the dimensions of heaven and hell is contrary to the
central tenets of @ Christian faith rooted in the concept of predesiination. In Calvinism and in fact all
branches of evangelical Protestantism, including Pentecostalism, the idea of ancestors wielding a power
over the physical or even spiritual worlds, is heretical,

34. In addition to the example of Koopman at Cashbuild mentioned below, this consideration was
referred to by both Christo Nel and Leon Cohen at PG Bison and Peter Wrighton at Premier.
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35. Quoted in "Cashbuild Induction Programme", Cashbuild company document, 1993, p 3.
36, Interview, Maxine Hart, January Z8 1994.

37. Y Viljoen, "Worker Paricipation in a South Africer Confext," South African Journal of Labour
Relations 16 (1) 1986, p 53. .

38, Including the reports o1 Project Free Enterprise, the role played by the managerial consultancy
Ttisa, and, from 1988 aspects of the work of the Consultative Business Movement,

39. Project Free Enterpiise Final Report, "Economic Participation in South Africa”, School of Business
Leadership, UNISA, 1986. )

49. Thid, p 67.

41. Lynas and O’Neil carried out a survey in 1988 with several major South African corporations.
which, they said, indicated that the Project Free Enterprise repart, "has not as yet received more than
passing attention from specialists and has been given minimum consideration at *board room® level.”
(op cit, p 482)

42, Jri particular it was crucial in the formulation of the participative programmes advanced by Itisa,
and by Christo Nel at PG Bison (and later at several other companies),

43, Quoted in Financial Mail, August 29 1986,

44, Judy Maller, Participative Man nt: A N o ican Corporate $ Mesters
dissertation, University of the Witwatersrand, 1939, p 19.

45_ John Viljoen, "Worker Participation in a South African Context," South African Journal of Labour
Relations, vol 10, no 1, March 1986, p 55.

46. Tbid, pp 55 - 56.
47. 1bid, p 55.

48. Judy Maller, "Esop’s Fables", Labour and Econoriic Research Centre paper, Johannesburg, 1988,
Table 1.

49, Judy Maller, "Employee Share Ownermnship - Co-option or Co-operation,” in G Moss and I Obery
(eds), South Afiican Review 5, Ravan, Johannesburg, 1989, p 351.

50. For example, in 1988 an orpanisation with the urwwieldy acronym of NAPROQCSA - "the National
Association for Productivity and Quality Circles in South Africa - was established as a consultancy
with the aim of promoting "participative processes” "quality improvement” and " people development”
in South African companies. The National Productivity Institufe also promoted quality circles
enthusiastically, while a more directed drive in this direction came from Itisa, the managerial
consultancy headed by Christo and Johann Nel, which initially promoted the “in-a-group® idea through
PG Bison and later through several other companies including SA Brewerics and Nampak, (See
Douwes-Dekker, op cit, p 13; advertisment in IPM Joumal, July 1989, p 14.)

51. Donwes-Dekker, ibid.
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52. See Welcome Nishangase and Apollis Solomons, "Adverarial participation: a union response to
participatory management”, 8A Labonr Bullefin, vol 17 uo 4, July/August 1993, p 32.

53. Judy Maller, 1988, op cit, Table 2.

" 54, Ibid.

55. Maller, "Employee share-ownership - South Africa’s new capitalisits?", SALB, vo! 12, no 8,
Qctober 1987, p 55,

56. Maller, SA Review 5, op cit, pp 351 and 352, _

57. The De Beers scheme was introduced af the same time as the Anglo scheme, and on a similar
basis, with every employee who had been 8 member of the group for two years or more qualifying
for 10 free ghares, fo be held in trust for four years. (Michael Mann, The Politics and Ideology of
White Business in Contemporary South Africa, unpublished masters dissertation, University of the
| Witwaterstand, Johannesburg, 1989, p 132}

58. Thid, pp 131 - 132.

59. Quoted in Weekly Mail, November 27 1987,

60. Jeremry Daphne, "Worker ownership of shares at Pick *n Pay - union comment," SALRB, vol 12,
no 8, October 1987, pp 2-3.

61. The Star, February 3 1989.

62, Maller, South African Review 5, 1989, op cit, pp 348, 349,

63. Thid, p 353.

64. Cited in the Sunday Times, July 17 1988,

65. Quoted in Maller, 1987, op cit, p 57.

66. Response to questions in business seminar during Five Freedoms Forum-ANC conference on
"Whites in a Changing South

Africa®, Lusaka, July 1 1989 and interview, July 2 1989.

67. Martin Nicol, "Profit-sharing schemes: a Iook at the gold mines," SALB, vol 17, no 4, JulyIAugust
1993, pp 37 - 45.

68. That of direct, but not power-centred employee participation.

69, This is discussed in more detail in relation to fthe subsidiary case sfudies in 5.3 below, and in
relation to PG Bison’s value sharing programms, in chapters seven and eight.

70, Itisa was a consulfancy formed by Christo Nel and his brother Johann, who was a co-author with
Cashbuild’s MD, Albert Koopman, of the book The Corporate Crusaders (Lexicon Publishers,
Johannesburg, 1988) which focussed on the Cashbeild experience. Koopman later joined the Nel
brothers as a director of Itisa.

71, Christo Nel, interview, July 1990.
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72. This is discussed in 5.3 below.

73. This impression is drawn from discussions with several business leaders during this period and
from attending several conferences anid forums between business leaders and the ANC, UDF and
Cosatn organised by the CBM, Idasa and Five Freedoms Forum.

74. Maller, dissertation, op cit, p 14.

75. Ibid, pp 14 - 15.

76, Coben said he had received invitations to address the boards of directors of several companies on
TPQ. Max .~ Hart, said that among the companies which had, in the previous two years, asked PG
Bison for input on TPQ were Nampak, Randfontein Estates, Trans-Natal-Gencor, Murray and Roberts,
Old Mutual, Pick n Pay, Duluxe, SA Breweries, Barlow Rand, Macro, Rard Mines, Lever Brothers
and several smaller companies (Interviews: Leon Cohen, November 1 1991; Maxine Hart, July 30
1992).

77. Interview, Leon Cohen, November 1 1991,

78. Interview, Colin Coleman, August 25 1992,

79. Interview, Welcome Nishangase, April 19 1993,

80. Apollis Solomons and Welcome Nishengase, "Worker Participative Schemes: A Trade Union
Response," Ppwawu position paper, published by Sociclogy of Work Programme, Wits University,
November 1992, This paper is summarised in detail in chapter 11.

81. Welcome Ntshangase, op cit.

83. Solomons and Ntshangase, op cit, pp 18 - 19.

£3. Viljoen, op cit, p 57.

84. Potrie Schuite, "Don’t i~volve me, I only work here," Productivity SA, vol 19 no 3, May/Tune
1993, pp 22 - 25.

85. Ibid, p 22.
86. Ibid.

87. According to Mann, Anglo American and De Beets spent at least R282 miillion on social
reponsibility progmammes between 1978 and 1989, with education being their rain foeus. (op cit, pp
79)

88. Ibid, pp 110 - 118.
89. Clem Sunter, The World and South Africe in the 2990s, Human and Roussean, Cape Town, 1990.

90. As one senior Anglo Ameriean director, quoted by Cosatu secrefecy peneral Sam Shilowas, is said
{0 have put it: "Political democracy Is fine but we don’t believe in democracy in the workplace.”

(Sunday Times, May 7 1895)
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91. Anglo American Industrial chairman, ILeslie Boyd, argued there was a worldwide trend away from
union mesnbership becauss of high wages, adding that "there was no such thing as a high-wage, high-
growth sirategy”, He said assets would have to be "made to sweat® and this required the absolute
cooperation of labour, and called for lower wages and higher productivity. (Quoted in The Ster & SA
Times Business Report, February 28 1996)

92. Interview, Leon Cohen, February 26 1992,
93. Ibid.

94, Most notably the 1995 Labour Relatie1s Act
95. Example Samancor, Transnet and Eskom.

96. In terms of regional breakdown of its 80 stores in 1993 {(recording to the division of the country
at the time), there were 27 stores in the Transvaal, 7 in the Orange Free State, 7 in Botswang, 7 in
Bophuthatswana, 6 in the Cape Province, 6 In Natal, 6 in Legotho, 6 In the Transkei, % in Venda, 2
in Swaziland, 2 In Namibia, 1 and 1 in the Ciskei. (Arinual Report 1993: Cashbuild Limited, p 3).

97. The Cashbuild experience iz the subject of the book The Corporate Crusaders (op cit) and a
chapter in Maller's book Conflict and Co-operarion: case studies in worker participation (op cit), as
well as her 189 masters dissertation (op oit) and has been discussed in several newspaper, magazine
and jounc . articles by various writers and promated as a positive example of participative management
by the management consultancy Itisa and by CBM, The VW experience, which has been championed
by Maller and other union-sympathetic academics an.! unions, has been the subject of chapters in
Maller’s book and dissertation {op cit) and of several journal, magazine and newspaper articles by
Maller and others, some of which are cited helow.

98. See chapter 1.1 for a disenssion on this distinction.

99, Casbuild’s pre-tax profits grew from R3,8 million in 1986 (when it opted for a stock exchange
listing within the wholesaling and retailing sector) to R14,1 million in 1990 (Finance Week, Avgust
27 1992). In 1992, for the first time in 10 years, its earning dropped (by 9,5 percent), prompting a 10
percent dividend cut, (Ibid) Its earnings foll a forther 25 percent to R 3 million in the eight months
to February 1993, compared with the eight months to February 1992 - losses its MD attributed to the
increase in the number of stores from 72 to 80. (These included 69 Cashbuild stores, nine Buy °n
Build stores and two U-Build stores, Annual Report 1993: Cashbuild Limited", p 3). He also attributed

the losses to the company’s expansion whicl led to a reduction in cash resources and an increass in -

borrowing, as well as fo tox increases, and depressed building Industry conditions. {Quoted in The
Star, April 20 1993.) Rut by 1993 the company was back on a sound financial footing, with a 48
percent eatnings growth in the six months prior to August that year, with varnings per share increasing
by 70 percent between February 1993 and February 1994, while the company’s tumcver increased by
18 percent to R546 million in this period. (The Star, April 22 1994). By March 1994 Cashbuild had
cornered over 40 percent of the cash and earry building materials market, (Questionnaire, Kevin Lowe,
March 15, 1994)

100. They wrote: "We find it out of keeping with an understanding of *participation’ that this highly
authoritarian approach to management is enshrined in a possible model." (op cit, p 488)

101. "Cashbuild Induction Programme”, internal compaiy document, 1993, p 2,

102. "Realizing Optimum Empowerment Through Participative Management: The Cashbuild
Approach,” internal company document, 1993, p 1.
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103. Bill Freund, "Worker Participation”, Transformation, 20, 1992, pp 100 - 101.
104, Ibid, p 4.

105. "Realizing Optimum Empowerment Through Participative Managemeﬁt: The Cashbuild
Approach," internal company document, 1993, p 1. '

106. Max du Preez, Gavin Evans and Rosemary Grealy (eds), Tiﬁ_&mmﬁ CBM,
Johannesburg, 1988, p 7.

107."Cashbuild Induction Programme", op cit, p 4,

108. Quoted in Embark, December 1992, p 4.

109, "Cashbuild Induction Programme", op cit, p 3.

©110. Quoted in, ibid, p S.

111. Ibid, pp 23 - 24.
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11.4. "Caghbuild - Building a better future for all", company brochure, 1993, p 4.

115, Finance Week, August 27 1992,

116. "Cashbuild Induction Prograrmme", op cit, p 8.
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Approach,” op cit, p 4.
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120. Koopman et a}, op cit, p 66.
121, Quoted in Embark, December 1992, p 4.
122, Lowe, op oit.
123. "Assistance With Housing", company brachure, 1994,
124. By the Springs Training Cenfre,
125, This was during 1993, ("Annual Report 1993," op cif, p 6.)
124, Lowe, op cit.
127. Quoted in Financial Mail supplement, May 16 1989,
128. Maller, dissertation, 1939, op eit, p 135,
k53|



129, Tbid, p 144,

130, 23 percent ranked their manapers’ communication with workers as very good, 39 percent as good,
23 percent as okay, 13 percent as bad and two percent as very bad. (Ibid, p 145)

131. Quoted in Embark, December 1992, p 4,

132. Lowe, op cit.

133. In March 1994.

134, The following recial breakdown of management positions existed in March 1994: Operations
managers (company board) - 3 (2 white, 1 Indian); Branch managers ~ 82 (46 white, 30 Afiican, 5
coloured and 3 Indiar); Regional managers - 18 (15 white, 2 African, 1 coloured); Human Resources
menegers - 3 (2 white, 1 Affican); Training officers - 3 (2 African, 1 white). (Ibid)

134, Ibid.

136. Finance Week, op cit.

137. Quoted in Weekly Mail, August 17 1990,

138. Judy Maller, Conflict snd Co-operatjon: case studjes in worker mieigg ipn, Ravan,
Johannesbuorg, 1992, pp 86 - 87, :

139. In 1990, when Koopman was MDD of Trador, a strike was seftled after two days. The union,
Saccawu, afterwards praised Trador’s "non-hostile” approach to its 1 600 striking workers. Trador
closed its 30 stores to prevent conflict and allowed workers to slesp in company eantsens where they
were catered for. It also allowed them to move fieely in and out of the company premises. The
company also opted not to use the courts, The union seftled for the company’s final wage offer, but
won a no-retrenchments for 18 months agreement. (Weekly Mail, July 13 1920). In 1991 Xoopman
began working foll-time for Ifisa, the management consultancy be helped to find, Itisa approach,
developed through the Cashbuild and PG Bison experiences, stressed 4 need for a sitong relation with
tredes unions, both through the shop stewards and through the national and regional offices,

140. Matller, dissertation, 1989, op cit, p 105.

141. Finance Week, op cit.

142, Acerding to Lowe, in 1994 the union had épprox.imately 15 paid up members out of a total
workfore. of 1104, {op cit)

143, 80 stores with 1104 employees.

144, Maller, dissertation, 1989, op cit, p 135,

145. Lowe, op cit.

148, Ibid, p 109. .

147. The company’s 1992/3 monthly minimum wage was R780 which increased to R0035 after a year’s

service, while the average wage for semi-skilled workers was R1 037. In addition 31 of the 72 stores
qualified for boauses, with the result that 458 employees received an average of R]1 596, with the

342



highest being R 3 441 in 1992 Finance Wegl_:, op cit. By 1993/4 the minimurn wage had increased to
R 1 000 a month. (Lowe, op cit)

148. Maller, dissectation, 1989, op cit, p 111.

149, 1bid,

150, As published in Confliet and Co-operation: case studies in wotker participation, op cit. This was
based on research on the company conducted for her masters dissertation in 1985 (op cif).

151, Maller, dissertation, 1989, op cit, p 159,
152, Ibid, p 160,

153, Bill Freund, "Worker Participation - review of "Conflict and Co-operation: case studies in worker
participation," Transformation, 20 1992, p 100 - 101.

154, Maller, dissertation, 1989, op eit, p 117,

155, Respoitses to questionnaire, Judy Parfitt, August 14 1994,

15.6. Judy Parfitt, op cit; Judy Maller, 1992, op cit.

157, Maller, 1989, op cit, pp 173 - 181.

158, Weekly Mail, Augnst 17 1950.

159, Maller, 19_89, op cit, p 241, 1992, op cit, p 147 and interview, Ken Pinchuck, Jennary 5 1992,
160. Business Day, May 30 1994.

161. Quoted in EP Herald, May 28 1994.

162, Figure cited in Business Renort, June 30 1995,

163, Judy Parfitt, op cit,

164. Volkswagen workers returned to their jobs on September 12 1994, ovér after workers at other
motor manufacinrers, (Business Day, September 13 1954).

165. Pigure cited in Business Repoit, Juae 30 1995,

" 166, VWSA MD Peter Searle, said in August 1994, shortly before the settlement of the dispute, that
"upiess the strike ends soon the motor industry will be most seriously dumaged", while VWSA
financial director Bertie Barker said there was a danger that the compeny’s exports to China of 000
left hand drive Ieties would be endangered. {Quoted in Evening Post, August 13 1994).

167. Business Day, November 21 1989,

168, Weekly Mail, August 17 1990.

169. As is discussed in 2.3, this influence was drawn from a number of sources, neluding training

offered by the TUC to South African unionists, the impact of British university departments on

343



uhionists and union-supporting academics, the influence on South African unions of South Afdcan
industrial sociology and other departments and of academies within them, who had been trained within
the British trade union tradition, and the impact of academic and other literature within this tradition.

170. The reference here is to ANC-~supporting organisations, pﬁrticularly those within the foid of the
UDE.

171. Maller, 1992, op cit.

172. Judy Parfitt, op cit.

173, Thid,

174. Tbid and Maller, 1989, op cit, pp 243 - 253.
1735, Judy Parfitt, op cit.

176. This was the KYP2 programme.

177. Ken Pinchuck, op cit.

178, Mailer, 1989, op cit, pp 193 - 195 and 252 - 253, By 1994, its minimum wage was R9.35 per
hour, its average wage was R11.07 an hour and its top wage R17.16 per hour. (Parfitt, op cit)

179. According to Maller, workers surveyed said their white counterparts had become openly racist
after the 1989 CP peneral ~lection victory in Uitenhage, while shop stewards identified the shop floor
racial tensions as being a result of the attitudes of conservative white employees. (Maller, 1989, op
cit, p 236).

180, In the August 1994 strike the main demands of the union included a 12 percent earnings increase
and a minimum of three year tine frame for correcting apartheid anomalies in wages.

181. As of January 1996 VWSA had 6 559 employees compared with 8 840 in 1990 (when 29 percent
where white, 46 percent African and 25 percent coloured). (Figures from VWSA corporate affairs
spokesman Raymond Hartle, quoted in The Star and SA Times, October 23 1996. Also Weekly Mail,.
August 17 1990). '

182. Parfitt, op cit.

183. Ibid.

184, For example, in 1993 Percy Smith, & former member of the Eastern Cape UDF executive
committes became a compeany spokesman while Mkhuseli Jack, the former Post Elizabeth Youth
Congress president, consumer boycott leader ~nd UDF Eastern Cape and national executive committee
member was employed by the company in 1993 and after training was appointed s a marketing
manager.

185, Interview with Mkhuseli Jack, February 12 1993.

186, Quoted in EP Herald, December 29 1994,

187. Parfitt, op cit.

344



188. EP Herald, December 29 1994; Sunday Times, February 26 1995.
189, Weekly Mail, August 17 1990,
190, Parfitt, op cit.

191. According to the company, it committed R13 million to adult basic education, bursaries,
scholarships and the fraining of unemployed workers for 1994, (SA Times, August 10 1994)

192, Each house cost R18 720 at the time the scheme was announced in May 1995, (The Citizen, May
15 1996)

193. Numsa regional secretary, Bimba Manggabasher 4 was quoted as saying the union accepted the
offer, "but we are not happy as yet", The complaint was that the five roomed hotises were too small.
{Quoted in EP Herald, May 16 1996) The prefabricated "people’s houses", which were made of 7em
thick piastic and had fwo bedtooms, a living room, & kitchen and a bathroom, could be built in three
days. (The Citizen, May I5 1996).

194, SA Times, August 10 1994,

195. These included tenchér training and upgrading, rural schooling, early childhood education and
curriculum development rebuilding schools, supplying school books and supporting the schooling of
handicapped children, (VW Community Trust, Annual Reviews, 1989/90, 1990/91 and 1992/3).
196, Between February 1989 and October 1993 a total of R 4 325 in donations was approved. In year
one (March 1 1989 to Febrvary 28 1990) R921 849 was spent; year two - R1 014 974; year three -
R758 894, vear four - R806 904 and year five (from March 1 until October 31) - R 822 648. Thx
" proportion spent on education was 64 percent in 1989/90; 71.5 percent in 1991/2 and 60 percent in
1992/3, (VW Community Trust, Annual Reviews, 1983-90, 1931-92, and 1992-93 and VW
Community Trust Fact Shest, January 1994).

197. Tbid,

198. Duncan Inpes, "Building a great divide", Mail and Guardian, November 25 1994,

199, For 14 months.

200. Provided there were no unprocednrat action by the union in this time or that V'Ws market share
did not fall below 10 percent.

201. Mail and Guardign, November 11 1994.
202. Innes, op cit.

203. Business Report, June 3¢ 1995,

-204. Ibid.

© 205, Maller, 1992, op cit, p 147.

206. Maller, 1989, op cit, p 275,

207. Pinchuck, op cit.

345



208. Raymond Hartle, op cit.
209, Farfitt, op cit.

210. Up from 19.3 in December 1993 (SA Times, February 16 1994), though in 1993 as a whole VW
was the second biggest car manufacturer in South Africa with a loe~t tumover of a little over R2.7
billion for the year. (8A Times, August 10 1994)

211. VWSA Marketing Director Grahatn Hardy quoted in SA Times, February 16 1994,

212. By July 1995 27 000 Jettas had been exported, boostiny "~ % s earnings by R 750 million over
a three year period, according to MD Heorich Heltmann, (Quoted in Business Report, July 3 1995.)

213. By August 1995 the company had set a new record for the number of cars sold to dealers in a
single month. (Business Repott, September 5 1995),

214, Weekiy Mail, op cit.
215. Maller, 1989, op cit, p 276,
216. Freund, op cit, p 101,

217. Toyota's historical record on participative programmes a. ifom most dccounts to have been
more patchy and less consistent than that st VWSA, despite its Jonig-term verbal commitment in this
direction.

218. Karl von Holdt, "Striking for co-determination”, SALB, vol 20 no 4, August 1996, p 81. Sec
also, Ashwin Desai and Heinrich Bohmke, "Everything keeps going wrong ... Toyota,” SALB, vol 20
no 3, June 1996, pp 52 ~ 58,

219. Both aitended the 1987 Dakar talks with the ANC, the 1988 "Broederstroom Encounter” with the
UDF and Cosatu, which prompted the formation of CBM, and several other politicaliy-related
functions. Christo Nel’s brother, Johann (who, through his role as an Itisa director worked as a PG
Rison consultant for over three years) co-anthored with Koopman, the book Corporate Crusaders (op
cit) dealing with the Cashbuild experience. Koopman was also a director of Itisa from the time of its
formation, and later worked full-time for the consultancy with the Nel brothers.

220. In 1988 he seid the problem with Koopman’s contribution to omomte Crusaders and with the
Cashbuild experience, was that it “ignored the unions and didn’t recognise their role in industrlal
relations.” (Chrisio Nel, interview, Angust 6 1988).

221. Douwes Dekker, op cit, p 11.

222, Primarily through the role played by the Itisa management consultancy, headed by Christo and
Johann Nel and Albert Koopimrin.

223, Quoted in, "IR at the Crossroads: High or Low Road for us", The Manpower Brief, October
1993, p 12.

224, Ibid.

225. Tbid.

345



226. In the Hastern Province Herald, Evening Post and Weekly Mail, and through business oriented
publications like the Innes Labour Brief.

227. VW3SA’'s HR director, Brian Smith, was represenfed at the CBM’s launch in Angust 1988 {(Du
Preez, Evans and Grealy, op cit, p 6), while subsequently VWSA's MD Peter Searle was represented
on its National Consultative Group (CBM/KSB - Consultative Business Movement/Konsultatiewe
Sakebeweging, CBM orpanisationai brochure, October 1992, p 8). Ifs experience of participative
management was one of those highlighted and distributed to other companies by CBM’s Role of
Business in Transition committee, (Interview, Colin Coleman, op cit),

228, Only after 1989 did the PG Bison management and TPQ team become fully aware of the
Volkswagen experience. In an interview on June 17 1989, Nel cited VWSA, along with other
companies such as Lever Brother, Sappi, Fedics, Envirotech, Tiger Food and Premier as positive
examples of companies which had introduced participatory pregrammes, Interviewed on January 18
1992 Leon Cohen cited VW as one of the companies which had successfully embarked on the
participative management path, while on July 30 1992, Maxine Hart, the PG Bison TPQ coordinator,
said her feam was eager to compare notes with their VW counterparts.

229. Interview, Maxine Hart, July 30 1992,

230. A description used by former Fawu national organiser, Alan Roberts, interview, January 27 1990,
231. Ibid, p 220.

232, Weekly Mail, February 7 1992.

233, Abram "Slang" van Zyl.

234. The former senior executive, Adrian Barker, complained publicly of death threats and other forms

of harassment from the former CCB agent, Abram Van Zyl, and his colieagues. (Interviews, Pat
Barker, February 5 1992; Gavin Duffy, February 3 1992; Richard Braithwaite, February 4 1992;

Weekly Mail, Tbid.)

235. Quoted in Graham Fiford, "Wrapping Up The Industry,” South Africa's Most Admired
Companies, Leadership Publications, Cape Town, 1994, p 120,

236, Ibid, pp 118 - 122; Neil Cumming, questionaire, August 18 1995,

237. Conellan, quoted by Fiford, op cit, p 122,

238. Ibid,

239, By August 1995 it had 17 500 employees (Cumming, op cit), compared with 19 500 at the stert
of 1994 (Fiford, op cit, p 118) and 22 000 in 1992 (CBM, Manaping Change, Ravan, Johannesburg,
1993, p 74}.

240, Fiford, Ibid.

241. Tbid and Maxine Hart, interview, January 16 1993.

242, CBM, op cit, pp 74 - 75 and Fiford, ibid, p 120.

243, Cumming, op eit.

347



244, CBM, op cit, pp 68 - 70; Fiford, op cit, p 117,

245. Quoted in Fiford, ibid, p 122.

2486, Quoted in Fiford, Ibid, p 122.

247. Cumming, op ecit.

248, When The CBM was launched in August 1988 Nampak was not involved, though Metal Box,
which three years later merged with Nampak, was (Du Preez, Evans and Grealy, op cit, p 7). After
its process of restructuring, however, Nampak became centrally involved in CBM’s activities, and was
represented on its National Consultative Group (its national decision making body) by one of its
directors, Peter Campbell, ("CBM/KSB - Consoltative Business Movement/Konsultatiewe
Sakebeweging, CBM orgenisational brochure, September 1592, p 8). The Nampak in-house change

experience was highlighted by CBM’s national "Role of Business in Transition™ commiftes, and later
published in its 1993 book, Managing Change, op cit, pp 68 - 70).

249. Fiford, op cit, p 120.

250. CBM, op cit, pp 60 - 70.

251. Which in February 1995 had between 3 600 and 4 000 members at Nampak, according to
Ppwawu assistant general secretary, Themba Mfeka (interview, February 12 1995), Other unfons
represented at Nampak were the Cosatu-affiliated Chemical Workers Industrial Union (CWIU) and
Numsa, as well as the typographical union, Sadtu which was not affiliated to Cosatw.

252. Nishangase, W and Solomons, A: "Adversarial participation: a union response to participatory
management,"SALB. vol 17 no 4, July/August 1993, p 32 and Solomons, A and Ntshingase, W:
"Worker Participative Schemes: A Trade Union Response,” Ppwawu position paper, published by
Soeiology of Work Programme, University of the Witwatersrand, November 1992, p 5.

253. Themba Mfeka, op cit.

254, Tbid.

255.. Cumming, op cit.

256. Mfzka, op cit.

257. Ibid.

258. 1bid.

259, Cumming, op cit.

260, Ibid,

261, In the 1993/4 financial yeat, for example, its after tax profits of R308 million were 18 percent
higher than in 1992/2, while according to Fiford, since its inception its EPS has consistently
outperformed the cumulative total of CPI and GDP growth, (Fiford, op cit, p 120). According to Neil

Cumming, Nampak’s results "are consistently better than our competitors and better than the JSE
average,” (Cumming, op cit).

348



262. Sec chapter 3 for a fuller account of his role.

263. Du Preez, Evans and Grealy, op cit, p 6.

264. Business Report, June 26 1995,

265. Weelly Mail, November 27 1992.

266. "R at the Cross Roads," The Manpower Brief, October 1993, pp 10 - 11,

267. Ha said hiz decigion to emigrate was motivated by the medical care available in Britain.
(Intewmw, Cctober 16 1993) '

268, As of Septomber 1996 Johnnic had a 26.4 percent stake in Premier which gave it & controlling
share through interlocking sharcholdership. Through a series of deals with Anglo American, the NEC
bought control of Johnnic (in which Anglo retained a 48 percent shareholdership), @mm
September 4 1996)

269. Quoted in Weekly Mail, op eit.

270. Ihid.

271, Ibid.

272, When Premier was devising ifs change programme after 1990, it consulted with the PG Bison
TPQ team. (interview, Maxine Hart, January 28 19594).

273. Weekly Mail, op cit.

274. CBM, op ﬁn p74. |

275. Quoted in Weekly Mail, op cit.

276, Toid.

277. For example, PG Bison, Nﬁnpak, Volkswagen and later Eékom.
278. Weekly Mail, op cit.

279. CBM, op cit, and Ibid.

280. Weeldy Mail, thid.
281, Quoated in "IR at the Crossroads", op cit, p 10.

282, Weekly Mail, op vit. -

783, According to Cloete the aim of the redundancy scheme was to provide financial assistance for
and meintain contact with employees whose jobs became reductant. It was jointly funded by a3
permanent employees and the company (with contributions from employees matched by those from
the company, plus & further fixed amount from the company). Redundant emplnyees were placed in
a labour pool (from which they could work casually for the company and receive training) and would
benefit rom the Redundancy Support Scheme, with the amouat dependent upon a percentage of the

349



worker’s previous income. Labour pool members were the first to be re-employed c.less they opt for
the company’s voluntary retrenchment package. ("IR at the Crossroads,” op cit, p 11.)

284, Alan Roberts, interview, March 10 1992,
285. Weekly Mail, op cit.
286. For txample, donating R16-million in 1992, (Ibid)

287, "CBM/KSB - Consultative Business Movement/Konsultatiewe Sakebeweging, CBM document,
Qctober 1992 p 8. ' _

288. Patticularly Bonnife, Metro Cash and Camy and Teltron, but also CNA Gallo, Premier
Pharmaceuticals and Clicks.

289. Doug Band, letter in response to questionnaire, Aprif 1 1996,
290. SA Times, December 21 1994 and Business Report, May 19 1996.

291. This happened by what the group called "mutual agreement", after a decision by sharehoiders that
he should leave. (Busisess Repoit, May 29, 1996).

292. Doung Band, op cit.
293, SA Times, December 21 1994; Business Report, March 6 1996.

294, Quoted from article in the March 1996 issue of Food and Beverage Reporier in Bysiness Report,
March 6 1996.

295, Doug Band, op cit.

296. SA Times, December 21 1994,

297. Doug Band, op cit,

208, E usiness Report, May 29 1996,

299, According to Robin MoGregor ("How Cherles Glass met Barncy Barnato", Most Admired
Companies, op cit, p 26), SAB’s backbone remains the beer division, whose share of attributable
~ income has never fatlen below 50 percent (60 percent in 1992).

300. Veléphi Ratshefola, responces to questionnaire, July 30 1996.

301. Alan Roberts, interview, January 27 1990.

302. Kobus Berger, Industrial Relatibns manager at SAB Beer Division, quoted in The Manpower
Brief, op cit, p 9.

303, Tbid.
304. Tbid.
305. Ibid, pp 9 - 10.

350



306. Velaphi Ratshefola, op cit.

307. According to Ratshefola, small start up businesses are sponsored as part of SAB policy to
encourage black economic empowerment vnder its Commercial Equity Programme. (Ibid)

308. CBM, Information Update, Septernber 17 1993, p 16.
309, Interview, Maxine Hart, February 27 1992,

310. Interview, Penny Hyde, May 13 1993.

311. Hyde, op cit; Ratshefola, op cit; The Manpower Brief, op cit, p 10.
312, Ratshefola, Ibid.

313. Thid,

314, Kobus Berger quoted in The Manpower Brief, op cit.
313. Ratshefola, op cit.

316. Ibid.

317, Thid.

318. Ibid.

319. Thid.

320. 1990 to 1993,

321. The Manpower Brief, op cit, p 10,

322. Ratshefola, op cit.

323. 1bid.

324, SAB was given a score of 7.60 out of a possible 10 in the {abour relations category, 8.68 in terms
of quality management (with Kersaf seecond with 7.54) and 8.2 in ferms of social responsibility. (Most

Admired Companies, op cit, p 24).

325. In 1994 JC{ and Anglo American retained an effective interest in up to 25 percent of the group’s
equity, with SA Mutual conirolling 14 percent and Sanlam 7 perzent. Following the Plate Glass
purchase, Liberty Life’s interest rose to 10 percent. Liberty Life in turn was controlled by Anglo-
controlled Johnnic, which, in 1996, had a 13 percent stake in SAB. In Scptember 1994 the National
Empowerment Consortium (NEC) assumed eonfrol of Johnnic, with Anglo retaining 48 percent of the
shares. ("MceGegor," op cit, p 26; Business Report, September 4 1996)

326. In 1994 these included PGSI (of which PG Bisonisa art), OK Bazaars, Edgars, Amrel, Afeol,
iicn Matches, Appletiser, Ceres, and the country’s largest Coca Cola franchise, among many other
interests, (Ibid, pp 25 - 26)

35t



327. Interviews: Leon Cohen, February 26 1992 and January 26 1994 and Rob Cohen, Febsuary 6
1995,

328. As Hart enthused: "SAB spent went all over the world and integrated the best ideas they found,
and then came up with a phenomenal model of how to articulate world class manufacturing,
integrating it with fraining and development and with participative structures, The ideas were great,
it was really advanced stuff.” (Interview, January 28 1994)

329. As Leon Cohen put it: "They’ve been looking at similar things to what we’ve been doing at PG
Bison, and have observed our process clasely. They want to take what we’ve done, use it, and develop
their own thing, but they’re certainly not as far down the line as we are.” (interview, January 26 1994)

330. Interview, Maxine Hart, May 25 1995,
" 331. Interview, Kyls Joynt, March 15 1992,

332, Rend Daily Mail, February 21 and 22, 1985,
333, Interview, Chris Ball. October 15 1993,

334. Though it did not withdraw totally from the business-political terrain, remaining involved as
CBM member, (Information Update, CBM, number 13, September 17 1993, p 16)

~ 335, Kyle Joynt, op cit.
336, Interview, Kyle Joynt, February 13 1995,
337, The Star and SA Times Business Report, September 18 1996,

338, The Star, January 14 1997, Some interpreted this move as a bid to allay union concerns and
fmprove public image,

339, Standard Bank, the oldest of the country’s comumercial banks, also began fo introduce substantial
changes in its managerial practice at the turn of the decade, partly as a consequence of its drive to win
a larger share of South Africa’s rapidly growing black market, The prime focus was on shifting the
bank’s pr..’'c 45 a white compuny through an affirmative action programme and through recruiting
a growing proportion of black staff. By the beginning of 1993 about 40 percunt of its employees were
black (African, Indian or coloured), though only about 4.5 percent of employess in managerial
categorics were black, (A McNulty, "Holding up the Standard", Most Ad.pired Companies, op cit, p
18.) However, in one 1994 interview, Standerd chairman Conrad Strauss, claimed the bank had more
black directors within the group than iis competitors, but also accepted that progress in this regard had
been too slow. "For many years we have had equal employment opportunities and rewards for staff
irrespective of race or gender. But we are not happy with the way it has progressed and have made
it one of our priorities," he said, He added that the company’s affirmative action drive was a process
rather than a sclution, "We are not going to be cosmetic about it and we don't think the community
requires us to be," (Ibid) Standard afso bepan increasing the propottion of its resources allocated to
training and development as part of its drive to encourage black advancement within the group, and
claimed that by "international standards" it was spending proportionately more in this area than most
companies (Tbid), while according to & 1994 comparitive survey of the performarces of South Africa’s
10 leading companies in each industry, conducted by Markinor, Standard was received the top rating
within the banking sector for its labour refations (followed by First National and Nedcor). The survey
conducted for the Leadership SA publication, Most Admired Companies, rated Standard first overall,
with its ranking in the Iabour relations category being 7.58, compared with 7.49 for First National and

352



7.27 for Nedcor. None of the country’s other banks achieved a score of more than 5.56 in this
category. (Ibid, p 16.)

340, "Big is beautiful", Southern African Decisions, May 1995, p 80 and Business Report, May 15
1996,

341, Questionpaire, Claire Densham, November 25 1994,

342, Ihid,

343. Ibid,

344, Ibid.

345, Ihid,

346. Offering 45 courses, attended by about 2 000 students in 1594, (Ibid)
347, Ibid,

348. Ihid.

349. Interview Hart, Maxing Hart, February 11 1995,

350. Maxine Hart, interviews, November 20 1994 and February 11 1995,
351. Interview, Maxi_ne Hart, February 11 1995,

352; Interview, Maxine Hart, November 28 1994.

353, Jeremy Baskin, "Unions at the crossrpads: Can they meke the transition?", SALB, vol 20 no 1,
February 1996, p 14, :

354, During the 1993/4 financial year the group increased its net income by 24 percent {Southert
Adffican Decisiong, op cit, p 80), while during fhe final six months of its 1995/6 financial year its net
income increased by 34 percent, with all units improving their performance, (Business Report, May
15 1996},

355, S8A Times, November % 1994,
356. Densham, op cit.

357. In most cases the franchiser helps the aspirent entrepreneur to start up a business, while at the
same time widening his own franchise network, while the franchisee pays an initial fee, and regular
subsequent amounts, for the privilege of using the franchiser’s name, logo, trademarks, expertise and
support systems, The idea behind such funds is to provide financial assistance and advise to
franchisees, and enable them to buy back the fund’s equity share int heir businesses, whils receiving
training in the skills to assist them in rurning a profitable venture. NIB spokesman Willy Ross argued
that the transfer of skills involved in the group’s scheme, "malkes it one of the most valuable
develspment tools available to our citizens." (Quoted in Passport to South Africa, no 1, Aprl 1995).

358. hid.

353



359, Densham, op cit.

360. As Nedcor CEO, Richard Laubscher, put it: “The establishment of Peoples Bank was born out
of a clear recognition of a very particular set of wants and needs from a broad spectram of the Suuth
African community”. (8A Times, May 3 1995). It offered “secure, affordable, accessible and
uncomplicated" primary banking services to regular income earers who had previously not had access
to banking services, with its launch flowing from the recognition that there are "different markets and
. different needs" and that a "large number of South Africans had been excluded from financial
services”, (The Star, April 26 1995)

361, Nedeor/Old Mutual Scenarios, South Affica: Prospects for Swecessful Tramsition, Juta, Cape
Town, 1952,

362. For example, in November 1994 Nedcor became the first private bank to qualify fo particinate
in the housing guarantee programme United States Agency for International Development (USALD).
USAID agreed to underwrite R162 million to the Perm for black housing, while the Perm committee
a further R320 million to the township loan market. (Business Day, December 9 1994)

363. Between 1991 and the end of 1994 R23 million was distributed to such pro_|ects (South
Aftican Decisions, op cit, and Densham, op oit.)

364, Densharn ap cit.
365. Thid.

366. In a 1994 Markinor survey of the performance of the 10 leading companies in each industry,
Nedcor was placed first (with First National second and Standard third) in the social responsibility

category.(Most Admired Companies, op cit, p 16.)

367. Liebenberg, who held the post until 1996, refused the offer to take up the post as an NP member
of Mandela's government.

368, See endnote 338 above.

369. It retuined a hostile stance towards NUM. In 1996 Gencor launched e takeover bid for Goldﬁelds
(8A Times, July 10 1995).

370. Gencor executive director Naas Steenkamp played a prominant role in CBM'’s formation and
subsequently served on its Nationat Consultative Group. (Du Preez, Evans and Grealy, op cit, p 6 and
"CBM/KSB - Consnltative Business Movement/Konsnitatiewe Sakebeweging, op cit, p 8).

371. Among those recruited between 1991 and 1994 were: Mike Roussos (a former Sathwu official,
UDF activist, SACP southemn Transvaal executive committee member and ANC employee) who was
initially employed as an HR manager at TransNatal and was subsequently appointed Gencor’s Director:
Group Strategic Planning; Stan Nkosi (a former Robben Island ANC prisoner, ANC official and
Sarhwu secretary general), empioyed as a Gencor Industrial Relations manager; Moss Nogasheng (a
prominent Natal UDF and later ANC executive committee member), employed to work under Roussos
in the company’s head office and Annemarie Rademeyer (a former ECC and UDF activist and political
detaines) who was employed to coordinate the group’s literacy programme.

372. Interviews: Leon Cohen, February 26 1992, Maxine Hast, July 30 1992 and Mike Roussos,
August 25 1992,

354




373. Roussos, Ibid,
374. Interview, Annemarie Rademeyer, February 2 1995,

375, Gencor literacy and numeracy cocrdinator Annemarie Rademeyer said she met with Josn Lurie,
her counterpart at PG Bison in 1994, but was not particularly impressed with what she had to offer.
As she put it: "By that stage our literacy and numeracy programme had been implemented thronghout
the group, and in fact we were far more advanced than they were. In some ways their programme was
quite backwards in comparison, so there wase’t a great deal we could learn." (Interview, February 2
1993)

376. At the nine mines covered by the Gengold agreement the system works as follows: every three
months the mines calculate totsl profit and deduct tax and capital expenditure, with the remaining
profits divided into two paris: first, for average profits over four quarters up to a "trigger level” the
mine takes 5S¢ for each rand and places in a profit sharing pool; second, for monsy sbhove this level
the mine takes 20c from every rand for the pool. The mine ceases placing money into the pool when
it equals 15 percent of its wage bill, The Chamber of Mines framework also provided that no worker
would be retrenched as a result of the profit pool, that there would be full disclosure of information
to the union to monitor the scheme and that there would be worker participating in this process. It also
provided that at least 25 percent of money available for distribation be shared equally among the
workforce, with the remainder beiag shared in proportion to basic eamings, (Martin Nicol, op cit, pp
41 - 42)

377. Thid, p 45.

378. Cesatu general secretary Sam Shilowa wrote; "Gencor ... and others have made billion dollar
investments outsdie onr country. They have, in effected, decided to export our competitive advantage,

as well as our jobs. Speculative investment on the stock exchange, real estate, legal and not-so-legal
overseas investments, continue to be the major channels of capital mv&stment " ("Moguls morally
bankrupt", Sunday Times, May 7 1995)

379. Iscor CEO Willem van Wyk was one of 2 group of eight business leaders involved with Nel in
protracted negotiations with UDF r.ad Cosatu leeders which led to the formation of CBM in October
1988. (Du Preez, Evans and Grealy, op cit, pp 3 - 4). lan McRae of Escom was subsequently chosen
as & member of the CBM National Consultative Group. ("CBM/KSB - Consuliative Business
Movement/Konsultatiewe Sakebeweging”, op cit, p 8.)

380. Quoted in The Manpower Beief, op cit, p 11.

381. Ibid.

382. Ihid.

383. Ibid, pp 11 - 12.

384, Tan Macun and Sakhela Buiiungn, "When the rain comes, it falls for everybody," interview with
Gwede Mantashe, SALB, vol 20 no 1, Febroary 1596, p 28.

385. Ihid, p 12.
386, Ibid, pp 27 - 28.

355



387. Quoted in Jersmy Baskin, "Unions at the crossroads: Can they make the transition?," SALB vol
20 nto 1, February 1996, p 14, '

388. Quoted in Macun and Buhlungu, op cit, p 28.
385. NUM and NUMSA joint statement, SAPA, February 2 1997.
390. SAPA, February 7 1997.

391. Judy Maller, Confiict and Cooperation: Case studies in worker participation, 1992, op cit, p vi

358



PARTICIPATIVE MANAGEMENT IN POST-APARTHEID SOUTH AFRICA
6.1 THE CLIMATE FOR PARTICIPATION

After the 1994 general election pressures favowing participative managerial strategies
conttnued to grow for reasons relating to developments within the political sphere, yet at the
same time. there were significant countervailing economic pressures relating to developments
in the global economy. The formal end to white rule in May 1994 had the effect of further
integrating the South African economy with that of the rest of the world. Tariff barriers and
sanctions were removed, remaining disinvestment initiatives were discontinued and foreign |
corporations began to invest (albeit far more cautiously than the g(.)vemment had hoped for).
At the same time the weakening Rand and the end to trade sanctions encouraged a major
growth. in export volumes, and as a result of these and related c_ievelopments, the flow of
information between South Aﬁ'lcan business and that of the advanced industrialised countries,
increased. One implication of this was that to succeed andl even survive in the post-sancﬁ@
markets, most South Aftican companies had to improve their performance by increasing

productivity, improving the quality of products and servics, reducing waste and cutting costs.

For many companies, however, a major difficulty remained their workforces, The problems
inherited from the previous erd - of militant unions, & lack of identification with the goals of
the urganisation, low-grade education and cultural division did not disappear after majority
rule was achieved. Instead, with the economy growing again and markets expanding, they

were often felt more acutely by managements operating within tighter margins and striving



fora dompetitive.edge. The imperative of combating apartheid’s inheri*ance and of winning
the backing of workers for strategies to. improve perforraance, thercfore became more
pressing. But as Innes asked: "How does a company improve efficiency when so far labour
has shown very little concern about company performance,” The answer, he suégested, was
"p break the ’them and us’ syndrome and bring labour on board; to give them a say in the

organisation of work and a stake in the rewards.™

This desire to improve efficiency was certainly an aspect of the pressure on South African
corporations to introduce measures to encourage employees to identify with the business. But
at the same time there were influences which tended in the opposite direction. As discnssed
in chapter four, one dirmension of *glohalisation’ is the shift towards ever more flexible Iabour
markets. This has involved a move away from full-time, lifelong employment towards an
increasing reliance on part-time workers, on *contracting out® and on short-term employmeﬁt
oontracts Chief executives were under pressure to "downsize” or *rightsize’ their businesses
into *lean but mean® organisations, better able to respond to the rapid changing, idea-oriented
and more competitive international markets. As a resuit, layers of employees were laid off
which exacerbated job insecurity both amopng the working class and the middle class, and
particularly among male employees, and was major factor in the decline of trade unions. Most
of these pressures were felt by South African companies. The imperative to *downsize’ wes
certainly not absent, nor was the shift towards greater reliance on sub-tontracting for non-core
functions, on flattening managerial structures and replacing layers of management with
computers, (though the weak currency countered this trend), often with a resulting effect on

job security and company morale. Related to these developments, was a more aggressive push
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by most major South African companies to open up new markets, both internafly and -

infernationally, and fo increase their share of existing markets,

These considerations certainly informed some of the agsertively adversarial approaches taken
by big business towards the labour movement and the government since the election, whlch
are described in chapter three - thoaéh it is also worth noting that in some cases the
introduction of more “horizontal’ forms of management encouraged moves towards giving
workers a greater role m what were previcusly managerial functions. A major concemn of big
business was that gove.nment policy, particularly regarding labour relations, had moved in
the direction of pandering to the union movement, and thereby creating mdfe *red tape® and
therefore higher entry thresholds, resulting in lower rates of investment, savings and growth -

contrary to their perception of developments in the advanced industrial world. Anglo
American Industrial chairman Leslie Boyd put this position more starkly than most when he
stated in February 1996 that, “there was no such thing as a high-wage, high growth strategy”,
adding that there was a worldwide trend away fiom union membership, and that assets would
have be "made to sweat" - which required the absolute cooperation of labour.? However,
unlike the situation elsewhera in the world, and to the frustration of many captains of industry
and commerce, there was a political imperative which tended to trim the harsher edges of the
desire to regain or extend perceived managerial preragatives. Paradoxically, the main reason
for this related to extent and concentration of the power of big (a. 1 white) business within

the economic re#lm, and their comparative powerlessness within the political realm.

‘The advent of majority rule after the ANC’s victory in the 1994 election may have spelled

the end to white domination of state power, but the power of white men continued to prevail
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within the economy, creating a situation with the potential for prolonged conflict unless it was
addressed creatively. The kind of question posed in various forms both by businessmen and
unionists, was that if government could be chauged radically to take on a non-racial face, why
not business? As PG Bison’s CEO, Rob Cohen put it: "Black peojpile in this country are now
saying, *great, we’ve pot political power but the reelity is that wé’ve got very little economic
power and we now want economic power. It’s not just a simple, so-calied *class sirugglei. If's
2 racially-based issue."® As a result many Iarge companies felt they had little option but to
shift the racial balance within their decision making structures - through affirmative action
pfogrann:u-:s and through extending participation, both directly and indirectly. As Innes put
it: "A host of buzzwords, such as *democratising the workplace” and "worker empowerment’
have emerged o capture aspects of this debate. Some companies have read the signals and
believe they need to start exploring these options and setting up appropriate structures to

remain ahead of the game.™

The managerial aim in this respect was both to prevent the racial aspect of shopiloor relatinns
from short-circnifing moves towards more cooperative relations, and to demonstrate to the
workforce and the broader conmunity - including the markets - that the company was serious
| about its social responsibilities. There were considerable pressures to remain "on side” in the
broadest political sense - to be seen to be philanthropic and carc about the broader good rather
- than just their own profit margins - a situation not faced fo s comparable extent by most
companies in the advanced industrialised world. This is one of the reasons why in most
companies adopting stakeholder schemes of one kind or another, internal participative ventures
have been accompanied by corporate social responsibility programmes. And the pressures on
business in this area went well beyond the reaim of public relations. The stark fact faced by
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business was that the face of South Aftfican management remained & whife male one - an
image reflecting the reality of the decision making processes in most firms. This contributed
to the impetus on business to provide black workers with a real stake in the power structures -

national forums, management boards and in some cases, boards of directors too, and this was
usually mediated throvgh trade unions. In this respect, and more generally, business had to
face uj: to what some, such as Boyd, regarded as the lmtatmg reality of a union moverent
which had not been sufficiently *downsized® like those in most of the western world during
the 1980s (despite a slight drop in South African trades union membership between 1993 and
1995%), and, from the business perspective, had shown little sign of being *tamed’ in the way
their Wesiern comltexpérts had been in the previous decade. As a result, big business had no
option but to continue dealing with the unions on terms not entirely of their vwwn creation, and
therefore union perspectives on participation remained of vital significance in the way this

dimension of industrial relations proceeded.

A consequence of this was that the impetus for expanding worker participation was by no
menns confined to managerial initiative, which placed an added burden on the unions. At the
leadership level, most unionists had to face up to the reality that the workplace was no longer
a ’site of struggle’ in the political sense, or at least not in the way it was previously, while
the reality that socialism was not on anyone’s shori-to-medium term agenda, if at all, wag
becoming recognised. This placed a greater imperative on the trzditional rele of unions - to
get the best out of capitalism. If *empowerment’ for the working class was to go beyond the
- often ephemeral benefits of the right to vote vvvsy few years, then it would be partly through
the workplace where this could be experienced. And the means to this end was through

workers claiming a greater say in the day to day decisions governiuy their lives, As a resuit
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the *democratisation’ of the workplace through greater participation in the managerial realm
became an important diuzension of the unions’ role in increasing the rights of its members and
countering dimensions of control previously viewed as part of the managerial prerogative. For
managergent, the prime long term aim of participation was to improve performance, but for
unions it ‘was to increase their own power, and that of their members, and the terms of

agreements in this réalm often reflected the balance of power between the two.

As illustrated by the exmﬂes cited in the chapters above and below®, most unions operating
at companies with participative programmes gave them cautious and critical support after
periods of prevatication, and thereafter moved to reshape these initistives in their own image.
Which is not to say that there was a universal shift within the labour movement in the
direction of co-determination.” For many unionists the transition from wemng bosses as
extensions of the apartheid state, and co-determination as a synonym for co-option, to viewing
managers as potential partners and co-determination as a synonym for empowérment, was hard
to stomach. The difficulties faced by labour in developing coherent strategies applicable for
a post-apartheid, post-socialist era were usually more severe than those faced v capital. Prior
to the 1990s the priorities may have seemed relatively clear: fight the bosses for higher wages
and better working conditions; get rid of the govemment; build socialism. But in the 1990s,
and particularly after the election, their role has become more corfined and yet more complex.
The government was no longer an enemy but not always a friend. Bosses were adversaries
but also pariners, Furthermore, unionists were required to have a detailed understanding of
the workings of business and of the national and world economies - an imperative for which
their intellectnal heritage had left them ill-prepared - and also to develop realistic propo.als

on privatisation, taxation, rationalisation and more familiar territories like labour legislation,
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With some of the most experienced labour Ieaders having been absorbed into government or

business®, the ability to respond creatively was further diminished,

Fﬁr many unionists the old order of unmitigated class struggle was the familiar one, and the
Jeap to new ways of viewing the world, and their position in it, was one they were ill-
equipped to take. This confusion was graphically expressed by a Numsa unionist: "We’re still
living in the world of Leninist rhetoric, while managers are sprouting new management
jargon. An organiser who's spent hisy whole life dealing with applied Marxist bullshit is fucked
dealing with Kaizan".? Or in the more measured words of Naledi director Jeremy Baskin:
"While unions have long been pragmatic negotiators, their vision of transformation frequently
remains rooted in outdated paradigms. Official Cosatn policies ... call for nationalisation
despite few leaders believing thisisa practiéal or realistic objective. It is not altogether certain
that uniung are able to think of old problems in new ways and engage with the implications
of new trends including co-determination and changing political and economic circumstances.
Consequently, one sees vacillations between dogmatic. and pragmatic perspectives and a focus

on criticising state initiatives rather than presenting alternatives."””

There was considerable ambiguity within the union movement on issues relating 1o
participation, despite the gradual shift in their favour described above. Within Cosatu, some
unions expressed enthusiasm. SACTWU policy called for "a system of co-determination,
where capital or government is unable to act in s unilatera} manner"™. But on the other hand
SAMWU expressed antagonism: “We are being asked to accept that the class struggle no
longer exists," a union discussion paper complained, before concluding that, "social contracts

and other forms of co-determination are not in the short or long term interests of the working
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class."? Hardly surprisingly, there was deep concern within the business cémmunity that the
union movemeni lacked the sophistication, unity and disciplitie for the compromises and
'cgnsensus-oriented style required for co-determination to succeed” - a point which some
within the union movement acknowledpged. For instance, commenting on wnion contributions
10 Nedlae, Baskin noted they weze often unable to make use of the greater space provided -
thereby missing the opportunity to make "meaningful contributions” - a point he illugtrated
by noting that "absenteeism from key meetings is common and representative_s are

inadequately prepared for debate”."

But the direction taken in the stakeholder debate was not one g . emed solely by the balance
of power between capital and labour. Perhaps even more significant was the shift in political
" power from the NP to the ANC, which for the first time since the Pact government of the
19208 meant that organised labour had an ally, albeit an unrelinble one, in the seat of
government. Despité the strategic, idéolagical and organisational weé.knesses of the labour
movement, it found itself in a position of unparalleled influence - diminished in terms of
structure and mernbership but enhanced in terms of access to power. It had the ear of
government on an ongoing basis and unlike the business community', had some of its most
prominent leaders within the cabinet and as deputy ministers', ensuring an ear for its
concerns, which was understanding, if not always supportative, As Muzi Buthelezi of CWIU
put it: "Those people who went to parliament are starting to put in the understanding of labour
interests within the hroad ANC caucus"!? {though it might be added that the perspective of
these union leaders tended to change, particularly on economic issues, once they found
themselves governing a country'®). Furthermore, through cotporatist negotiating forums, of

which Nedlac was the most significant, unions were able ensure their agenda influenced the
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direction of government policy in matters of direct concern, even if business provided a strong

countervailing influence,

As discussed in chapter three, business found itself in the opposite position in certain respects:
strengthened by the end to apartheid and the removal of sanctiéns and other restrictions which
accompanied the old order, but initially lacking the access and influence over governmeﬁt
which it had previously enjoyed, It was therefore unable to secure its own legislative agenda
to the degree it vnshed Thls frustration was expressed through opposition to & number of
government policies and proposals, including aspects of the draft constituuon, particularly
relating to lockouts and Jand reform, the Employment Standards green paper, draft policy
relating to affirmative action and most particularly the 1593 Labour Relations Act, as well as

through the more adversarial macro relation with organised labour.

But if the post-apartheid political mix was more favourable to the cause of labour, and to that
of co-determination in the workplace, at the same time aspects of this new politics remaved
some of the sting from the pressures favouring a participative agenda. As argued in the
precéding chapters, the primary (though by no means exclusive) motivation for companies
embarking on stakeholder change programmes was political. It was, in essence, a means of
riding ‘with (and thereby containing) pressures from the racially based political *struggle’ in
society and narrowing the cultural gap between black workers and white manégers. By giving
workers a greater stake in the company and by improving race relations on the shop floor, it

was hoped (as it turned out, realistically, in most cases) that industrial peace would ensue.
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The advent of majority rule meant that the exiewnal political emuronment became less
- immediately significant at the same time that international and local competition was
increasing, along with pressures for deregulation, privatisation and a more flexible labour
market. As a result participative programmes tended to become less overtly politicised and
to move way from a primary focus on *values® and towards market—relate& considerations, As
one PGSI manager put :t when describing the post-election views of managers in PG Bison
on the TPQ participative programme: "The political changes created a view among sections
of the company that TPQ was no longer relevant because, as they put it, the *whole country
was T‘PQ"';‘g The resuit in several companies was that while programmes relating directly
1o performance like literacy, training and most particularly affirmative action, were stressed,
there was less emphasis on *values sharing®, on other anti-racist initiatives and in several cases
the past emphasis on direct forms of participation dissipated. This was aptly expressed by a
Nedcor human resources consultant: "The business environment out there is far more
competiﬁve than it was before the election, with companies having to compété.with foreign
investors as well as with each other. These days the market is everything, and any change
programmes are governed by it."? However, aspects of this are likely to change as a result
of legisludion, with Labour Relations Act and new laws on employment standards and

affirmative action, being designed to put the emplioyee back at the centre of the industrial

relations system. |
6.2 WORKPLACE FORUMS AND THE 1995 TABOUR RELATIONS ACT

In January 1995 the publication of the draft Labour Relations Bill heralded what was

described as labour law’s "third revolution"”" (the first revolution occnrring in 1924 when
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| the initial comprehensive South African labour stainie was passed in response to the Rand
Revolt two years eariier, and the second the Wiehahn Commission reforms in 1979 which
removed statutory racism from Soﬁth Aftican labour Iaw).. When, in a revised form, it became
law nearly two years later, it introduced a statuiory form of co-determination whi;:h, in some
respects, covid be described as a culmination of the previous decades voluntary movement in
this direction. Essentially the new legisiation was aimed at prodding mansgement and unions
away from their adversarial past by promoting conciliation, mediation and iucreased worker
participation and, more generally, a variant of corporatism in indust:ial relations. In these
respects the legislation complemented the call inchided within the RDP programme (primarily
at Cosatu’'s insistence) for "worker participation and decision-making in the world of
work" 2 These changes were summarised by Halton Cheadle, who headed the ministerial
legal task teamn which drafted the bill, as ."decﬁminalis.ing labour law, introducing the principle
of indupendent mediation services conciliating disputes and shifting the direction of labour

relations on the shopfloor to ': more co-operative mode".™

While the drafting committee drew on European, snd particularly German, models of co-
determinism®, as well as some of the perceived lessons from the nwevious 16 years of South
Affrican labour relations, its contents also owed a considerable debt to the perspectives and
histories of some of the individuals involved in formuluating ifs proposals, Prcicularly
significant in this regard were two individuals; the Minister of Labour, Tito Mboweni, who
bore ult'mate responsibility for its content, and Cheadle, whose imprint came from his role
ag chairman of the drafting committee. Mboweni, who, unususlly for an ANC leader at the
time, was happy to describe hirself 45 a social demoerat rather than a socialist™; had long

advocated a stakeholder approach to industrial relations. For instance, writing in 1992 in his
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position as head of the: ANC' 5 Economic Tlanning Department, he.argued: "Recent evidence
suggests that a co-operative partnership between labour and capital is a crucial determinant
of stability and international competitiveness. . This entails a fotally new and trusting
approach to the relationship between capital and lsbour in South Africa,"® And he went on
say; "There is growing room for co-operation between management and labour, If the two
sides can enter into a more trusting relationship, then there need not be a major trade-off
between a living wage and productivity growth."” Cheadle was moa.;e cautious about
labelling his own or the Bill’s political framework of reference®, but hiy history as a once-
banned labour activist® invoived in eétablishing what became Fosatu unions, l:us subsequent
experience as a uﬁiun employee®, his long-term advocacy of a vigorously independent
unionism. and his background as a union lawyer, labour law lecturer and industrial refations _
author®!, helped shape his views on ihe need for labour law to nudge employers and ‘workers

towards more cooperative and therefore less adversarial relations.
6.2.1 incas abpur onses to the D

With the bill having been dtafted in "record fime"®, it was wid~’, assumed it would have
a quick passage into law. But the "revolution’ it supposedly encapsulated took a rather longer
to mature than its sponsors had hoped. It was almost a year before it was enacted, and it took
a farther 11 months before it became law.*® The view that it represented, as Clive Thompson
put it at the time, "the fruit of comfortable compromise between big business and big
unions"™ was not borne out by its tardy progression from bill to act to law. But before

discussing these events, and the changes in the legislation which resulted from them, it is
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worth summarising the main provisions of the bill at its draft stage, particularly regarding

' workplace forums,

For the first time, all workers in both the private and public sectors® were covered by the
definitions within the Labour Relations Act. It simplified the process of union registration and
entrenched the right to organise (while banning closed shop agreements™ and preventing
racially exclusive unions from registering or using the sysiem). For representative unions its
provisions gueranteed access to the employer’s premises, . ight to reet on these premises
and the right to subscription facilities. Once a union was recognised , the bil.l placed an
obligation on the employer to disclose all relevant information to the union. If also established
a framework for voluntary collective bargaining between representative unions and employer
orgenisations through industrial bargaining councils which would regulate employment
conditions at an industry level®. Unlike the previous act, however, it did not impose a duty
to bargain at any level, and removad the notion of unfair labour practices (which, through the
industrial courts, unions had previously used to compel employers to bargain). In general, it
removed the courts from the arena of collective bargaining, because, .as Thompson put it, "the
labour cousts raade & hash of it under the old law and because the collective sentiment of
members of the drafting team Is corporatist. IF Anglo and the Congress of South African
Trade Unions can come to an understanding, their conception of the public interest

prevails,"®

Tt established a right to strike (which had already been secureﬂ, though more restrictively in
the old act} and provided striking workers with protection against dismissal (unless they were

guilty of misconduct during the strike). It did not require a ballot to be held before a legal
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strike, and di& ﬁot provide for criminal sanctions in the event of an illegal strike. It also
guaranteed the right to strike fo secure a recognition agreement from an employer (while
encotraging a system of non-binding arbitration awards in recognition disputes). It did not,
howeve;, protect strikers where the approprig_te procedure was not followed™, where strikes
oceurred over dismissals, or over issues covered by arbitration® and did not permit strikes
in "essential" and "maintenance” services'!, Furthermore, with the exception of workers in
enterprises partially covered by the "maintenarice serviee” deﬁniﬁon, it made no restriction
on the use of *scab’ labour during a strike. Work stoppages related to broader socio-economic
considerations were permitied, though subject to various restrictions, One of the more
controversial clauses of this section of the bifl was its protection of the right of employers to

use lockouts over economic issues.

A key section provided for the establishment of the Commission for Coneiliation, Mediation
and Arbitration - an independent, statutory body whose purpose was to résolve labour disputes
and encourage good faith and realism in collective bargaining, though it imposed no _
obligation to use of its services. Its focus was on independent mediation, with the labour court
and arbitration services coﬁing into operation when. disputes could not be setiled, or where
the issues fell outside of the mediation realm. In cases referred to the commission it allowed
arbitrators to decide on most matters relating to unfair dismissal, severance pay disputes and
organisational rights, without the involvement of lawyers and without provision for appesl to
the ordinary courts, though the labour court was given the power to review arbitrators’
decisions and grant interdicts, and parties were permitted to appeal fo the Labour Appeal
Court.”2 The Iabour court limited the power of individual employees (as opposed to unions)

to contest employer labour practices (except those involving unfair dismissal and
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discrimination) and therefore unlike the old system, they did not cover breach of employment

contract cases - compelling employees to use the civil courts.

The most significant element relating to co-determination “as the Provision for the
establishment of Workplace Forums in workplaces employing 100 or more people. These were
to be established at the instigation of a representative union®™, with a specified mumber of
mexmbers elected according to the nmumber of employees in the entetprise (unless parties agreed
on a different composition)*, with provision for full-time members in larger firms.** Any
eraployee could be nominated to serve on a forum, either by a represeptative union or through
a éetition signed by fellow employees®. Employees up to senior managerial level*” were
permitted to vote by secret ballot for the full commitment of members™, with new elections
taking place every two years®, It provided for forums to meet once a month™ during work

time™, and report ba at least four times a year.?

“The icea was to promote worker participaion in the affairs of the company and foster co-
operative provesses on all matters ontside of those covered by collective bargaining. It was |
elso designed as a means of balancing the highly centralised and corporatist system of
negotiation promoted by the indusiry level bargaining councils with a more flexible,
consensus-based system at the enterprise level. This can be seen from what the bill said about
the function of a forum, which incladed: "representing the interests of all the employees in
the workplace, whether or not they are union members"®, "consulting with the employer”
| to reach consensus on a wide range of suggested issues™, "providing for worker participation
in the workplace"* and “"seeking to enhance efficiéncy in the workplace"*, In these areas

it placed an obligation on employérs to consult employees, share information with them and
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make decisions jointly with them, under conditions of strict confidentiality. On the issues
| suggested in the bill, and any others the parties agreed to be covered by the forum, the
employer wus not permitted to implement a proposal until he had consulted the forum with
a view to reaching consensus and had invoked an agreed dead]ock breaking mechanism, where
no agreement has been reached.” He was also obliged to considet represeniations from the
forum on these matters and respond to them.” If an issue wes subject to joint decision
making - such as redundancy plans - strikes were prohibited and any disputes were required
to be submitted to arbitration.” Any difference over the intezpretaﬁbn of the act was also

referred to the Commission.®

| The publication of the bill prompted competing howls of protest from both business and
labour over its provisions. This retarded the government’s hope of forging a workable social
contract between employets and employees in. the short term. The next year was characterised
Ey intense disputes between business and labour, both publiciy (including nation-wide protest

marches by the unions) and within negotiations forums like Nedlac.

From the unions® perspective a prime area of concern was the bill’s lack of provision for an
element of compulsion in collective bargaining - a dispute which helped prompt a month of
rolling mass action in mid-1995, The union position was that there should be a statutory duty
to barpain over wages and working conditions (which was vigorously opposed by employers).
On this issue, however, the union position did not persuade the government to change its basic
course, with Mboweni arguing that aside from the legal difficulties involved in trying to get
parties to bargain effectively, statutory compulsion infrodnced unnecessary rigidity into the

process.” The union federations also objected to aspects of its provisions nn the mechanisms
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to control centralised bergaining, to the ban on closed shops, to its failure to ban the use of
*scab’ (replacement) labour, to spme of its provisions on strikes and most particularly, o its
provisions on lockouts. Furfhermore, while most unions favoured the proposal for the
establishment of workplace fonﬁns, they expressed concern that this system could be used to
undermine shop stewards and union structures, as well as undermine collective bargaining, and
therefore argued that the forums shoﬁld be composed of shop stawards committees®, and
that they shovld be supplemented by & statufory provision for worker representation on
company boards (with Cosafu general secretary Sam Shilowa, arguing for 50 percent

representation).®

Aside from adamanﬂy rejecting any notion of compulsion in collective bargaining, big
business argued that an employer’s right to use lockouts was enshrined in the draft
constitution, and also insisted that the use replacement labour during a sirike was a right
whirh should not be restricted.% Business also objected to the bill’s profection of striking
workers by denying employers the right fo dismiss them and argued that the right to strike
should not be protected by law.® Small and medium-sized businesses (some of whom were
represented by the Sunnyside Group®™) argued that the bill favoured big business and
organised labour, at expense of smaller firms, particularly with regard to the establishment of
bargaining councils which could impose obligations concerning wages they would be unable
to afford, and called for antomatic ex: - on for small and medium sized businesses®. This
demand was supported by big bus’.. ss through the SA Foundation®, though never granted.
Business leaders and federations also opposed some union demands on workplace forums,
particularly regarding the idea of conflating shopsteward siructures with the forums

themselves. For most business leaders the potential Inclusion of non-union members in the
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formm was an important proviéion. For example, after reading the provisions of the bill in
Februacy 1.995, PG Bison CEO Rob Cohen, said he was "very encouraged to see that in some
place non-unionised people have been included, as opposed to the usual unjon philosaphy
which has been to exclude all non-unionised workers. The bill is very encouraging on that

score.""

6.2.2 From Bill 10 Act

Among the pm\_risions agreed on in tripartite negotiations through Nedlac end subsequenﬂy
incorporated into the act, were the creation of statutory industrial bargaining councils with the
right to resolve major disputes, promote training and education schemes, set up welfare funds
and develop proposals on policy and legislation which might affect the industry, though they
would not impose a duty on tﬁese councils to bargain over wages and working conditions,
with these being issues which would have to be decided between the parties. These councils
could be established by the govermnment through Nedlac at the initiative of either party in
industries where no such bodies existed, even where no consensus between unions and
employers existed. The act also allowed for parties to "contract out" of its provisions
through private dispute resolution - by referring a dispute to a private agency for mediation
~ or arbitration or via an agreement between the parties through which all disputes be referred
1o a private agency. Parties to a bargaining councils could also agree to certain procedures

outside of the act’s provisions.”

There was also an eventual compromise agreement on the legalising of sympathy strikes and

the use of replacement labour after a seven day notice period, and a non statutory code of
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conduct for pickets. The definition of a strike was extended to cover overtime bans and,
contrary to employer wishes, there was no requirement to hold a baflot for strike action and
no ban on strikes vver socio ecupomic issues. Despite union objections and protest action, the
provision for lockouis was retained in the act (with the definition simplified fo refer to the
exelusion of employees from the workplacs, withont regard to whether their coniracis were
breached). However, a subsequent move by empleyers which resulted in the act {and thereby
the lockout clanses) being accepted as a whole as gt of the constitution was overturned by
the Constitutional Court.” It is worth noting that strikes and lockouts could be organised
around issues relafing to organisational rights, despite the fact that the parties had the right
to refer such disputes to the Labour Court or o arbitration, (though 1f they chose this root

they lost the right fo refer the dispute to arbitration for 12 months).”

The changes and additions made from bill to act regarding workplace forums were w0
significant, thongh less substantial than with regard to other aspects of the legislation. The act
defines the issues on which the workplace forum is entitled to be consulted by the employer,
with a view to reaching consensus.” Unless these are regulafed by collective agreement or
extended by a bargaining council”, they are the following: resiructuring the workplace
(inciuding the introduction of new technology and work methods); changes in the organisation
of work; plant closures; mergers and transfers of ownership in so far as they impact on
employees; dismissals based on operational requirements; exemptions from collective
agreements or any laws: job grading; criteria for merit increases or discretionary bonuses; -
education and training; product development plans and export promotion.™ It also provides
for éompu]sory joint decision making (as opposed to consultation) on disciplinary codes and

pracedures, rules reiafing to the regulation of the workplace, affirmative action measures and
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change. regarding social benefit schemes™, with provision for additional issues to be decided
in this wayv by agreement, or for issues to be removed from the ambit of joint decision
making,”® it provides for arbitraticn or referral to the Commission if ther: is a dispute on
these issues™ and specifies that the constitution of the forum is binding on the employer.®
Despite employer objections, the Act places an obligation on the employer two disclose all
information that will allow a forum (and also a representative union) to fulfil its role
effectively, and provide any documents in this regard.®' The provisions for disclosure, which
were drawn from the fundamental right of access to information provided for in section 32
of the Constitution, allow for exoeptiﬁns only where the information is legally privileged,

protected by law in terms of a court order or confidential,

A significant chanpe, which represented a major compromise ﬁ'qm employers, is that it
provides for “trade union based workplace forums", which may Le established where the union
represents all employees in the workplace for the purposes of collective bargaining™. In
these cases the union has the option of choosing the forum members from its shop stewards
(elected according to the union’s constitution rather than according to the provisions of the
act).® In the majority of compaties, however, this would not apply and the provisions as set
out in the draft bill are retained, Unlike the biil, the act specifies the criteria for non-union
* nominations to the forum: a petition by 20 percent of employees or 100 employees, which
ever - .nber is smaller,” Furthermore, it specifies that full-time forum employees (for
workplaces with 1 000 or more .employees) must be paid by the employsr at the same
renumeration they would receive if they remained in their previous job.® It also provides
" for the dissolution of the forum at the instigation of & union, if over 50 percent of employees

vote for this course of action,®®
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For many in business the compromises which found their wa;y into the act invalved too many
concessions to labour and government, and represented a shift in favour of organized labour,
in a way that lacked the flexibility required by business, It was felt it extended the right to
strike too far and widened the scope of disclosure beyond what was acceptable to business.
Leslie Boyd described the act was "a messy compromise”, adding that big business would be
less accommodating in future.¥’ Adrian du Plessis - one of the key Business South Afiica
negotiators on the LRA - similarly expressed unease with the final result while acknowledging
it was a consensus position. "I am not by any means starry-eyed about how this is going to
work, nor am I wﬁhout reservations on how certain provisions are to be iniplemented. It was
an excruciatingly difficult negotiation, bui in the end we finally reached a broad consensus,
and to that extent it does enjoy the support of all three major parties. ... This is certainly a
progressive and even permissive piece of legislation that extends trade union rights to a level
| comparable to anything in the world. ... | am not aware of any other country that has achieved
~ such broad consensus on the letter of the law. ... The question is: will it be able to address
the workplace challenges and define a sense of equity capable of meeting the demands of
globalisation, liberalisation and restructuring?".®® The unions also remained dissatisfied about
some of the provisions on workplace forums, which they saw as eroding the independence of
their representatives, and also about the provisions on *scab’ Iabour, the lack of compulsion
with regard to bargaining rights, and some of the restrictions on strike action. As Nactu
secretary general Cunningham Npeukana put it "This may be consensus, but it is not the
minimum requirement for labour regulatory law."® Vet despite such misgivings about the
changes from bill to act, the premise of the legislation was one requiring, and in sbme
instances compelling, a greater level of accommodation between busineéé and labour than had

previously existed.
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One of its major implications was to increzve the dimension of corporatism within the
couniry’s industrial relations system, both through the role played by Nedlac and through
industry level bargaining. This dimension was strengthened by the provisions for the statutory
industrial bargaining councils to regﬁlate employment matters at industry level - potentially
to cover non-party employers and workers as well as those directly implicated in the
bargaining, In this sense employers in small to medium sized businesses could suffer by being
forced to raise their wages to & minimum level which strained their ability to stay in business,
though this could be mit.igated by the provision for them fo apply for gxempﬁon from
agreements at this level - which is likely to assist non-union or anti-union employers, The
beneficiaries of this dimension of the act are likely to be large, ﬁghﬂy organised unions and
big business, particularly if both parties are willing to shift decisively from their adversarial
pest. If| in any industry, they come te collective agreements, then, as Thompson put it, "their
conception of the public good prevails."® Small business was the most vocifgmus opponent
of this form of corporatism, though elements of the left aiso opposed such developments,
seeing them as an wmacceptable form of class ¢ompromise. For instance, in common with
some of the union objections cifed above, academic commentators like Fine ana Van Wyk
portray the Act, together with the new constitution, the (past) government qf nafional unity
and the RDP, as part of a coherent, corporatist package, which was, in essence, anti-union.
Harking back to early Fosatu days, they complain that "the rula of capital is being re-imposed
on labour in the guise of ... corporatism", and add that “corporatism as a strategy by the
mainstream of the labour movement is parasitic on the state and ll equips it to confront the

new situation,"”
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The other dimension of the act is its focus on cooperation, conciliation and arbitration at
enterprise level, which is desigﬁed to complement the corporatist thrust at industry level, With
union organising rights extended, without the compulsion on either party to bargain, tj:le focus
is on encouraging employers and employees to work together vohutarily around their shared
_ interests (though one effect of the removal of the compulsion to bargain could be an increase
in strikes for recognition agreements, as occurred at the time of the introduction of the 1979
Industrial Conciliation Act), The most important dimension with regard to this enterprise level
focus on co-determination is the provision for workplace forums, This ooinpels manragements
| to consult employees, share information, and on some issues reach joint decisions, with
disputes refeited to the Commission for Coneiliation, Mediaﬁon and Arbitration, as an
alternative to strike action. For larger companies the effect is likely to be to reduce the use
of the strike weapon and encourage more cooperative relations ﬁrith their unions, at least as
far ag jssues outside of those covered by collective bargaining agreements, though it is worth
bearing in mind that where unions are nnrecognised or nio longer représentative, they have no
power to compel employers to establish Workplace Forums, Furthermore, the act provides for
a two tier system in this area, with businesses employing fewer than 100 people exempt from
any obligation to establish workplace forums, On the other hand, it is also worth remembering
that employers de not have the power to initiate establishing workplace forums themselves,
and that unions which do not favour the system can bypass the provisions of the act in this
regard. Some unions have expressed outright antagonism and others have adopted cautious
positions in this regard, NUM, for instance, fook the approach of making use of the forum
facility cply where joift mavagement-union structures were not in place and could not easily
be established. As its assistant general secretary, ©wede Mantashe put it: "Our approach is

quite simple, That the structures we established at Eskom, Samancor, Ingwe, Implats - you
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can count on an on - we see more results out of those structures hecaﬁse those are
mAnagement -unioh structures as opposed to workplace .foriuns. So where we have structures
that we set up ourselves we won’t run for workplace forums. It_ is only in cases where we find
it almost impossible to set up structures that are designed by ourselves that we will go for
workplace forums, So there is no rush for workplace forums because we think they have a
potential for weakening trade unions."” If tms approach is widely accepted the forum facility
could be still-born at Jarger companies as well as smaller firms.

6.3 FUTTIRE PROSPECTS FOR PARTICIPATIVE MANAGEMENT

" The Labour Relations Act is premised on a belief in the institutionalisation of industrial |

conflict and its replacement by cooperative miodes of co-existence between labour and capital,

1t provides for a highly centralised model of industry level collective bargaining, even while
allowing for the increased flexibility demanded by the market. Overall its sucess will depend
on strong, stable and relatively sophisticated tmions and on empldyers and employer
organisations who recognise the importance of the ﬁnion role. It would alsy be assisted by an
economy showing sustained growth in real terms, to the point where job creation outstripped
population growth and wage packages were at least keeping pace with the inﬂatioﬁ rate. At
the time of writing, none of these conditions could be said to exist with any certainty. For one
thing, as discussed above, there has been a decline in the basis of union strength and jret a
concomitant rise in the opportunity for institutional power of the unions, with a resulting gap
between reality and potential. Among the consequences of this vacuum has been the
inappropriate use of opportunity, and more commonly a failure to take advantage of it, with

the result that employers have been further alienated from the unions, and, more seriously,

330



from the ideals of the corporatist project, while some unions have lacked the clarity of

purpose to take advantage of the new opportunities provided.

Despite the corporatist agenda of the act, there is a tendency from employers, strongly
influenced by developments within the world economy, to resist the such an agenda in favour
of policies complying more squarely with a neo-liberal economic prescriptions - a tendency
fed by what are regarded in business circles as wildly inappropriate uses of collective union
_musclc.”. It ig in this business-oriented resistance fo corporatism that one of the tensions
represeﬁed by the act comes into play. Contrary to the position taken by the likes of Fine and
Van Wyk who aigue them is a corporatist coh&eme in ..the government's legislative
agenda™, there has been & manifest tension between the different legs of the government's
industrial policy. On the one hand the LRA and legislation on employment standards® and
employment equity {affirmative action)® imply, with some ambiguity, a centralised, highly
regulated, co-determinist agenda at the enterprise, industry and national economic levels, but
at the same time government moves towards privatisation, deregulation and greater flexibility
in the labour market, when combined with business and intemaﬁon_al pressures for more
decisive moves in this direction, are part of a neo-liberal agenda essentially at odds with

corporatism and co-determinism,

Elsewhere in the world, this agenda hag tended to rely, at a minimum, on unions being
prepared to accept & strengthening of the managerial prerogative and to accept the unilateral
power of capital to organise production, as well as being w111mg to curtail their ambitions
.with regerd to its members’ interests, What this has meant in practice, most particularly in

Britain and the US, is a trade union movement weakened in terms of size, organisational
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strength, political power and public access; Given this agenda from South African employer
organisations, backed up by international bodies such as the World Bank and the TMF, and
largely complied with by the govcenment, at least in terms of mscro economtic policy, the
danger exists for the union movement that unless it is able to overcome the sources of its
weakness, it will be unable to resist the pressures from capital, and ultimately thé state, .to :
bypass or undeﬁnine its p’owef base, and thereby to frusivate some of the goals of the act.
However, even if the trends towards deregnlation, greater labour flexibility and declining
union vitality and numbers continues, this does not imply that the participative project will
necessatily be doomed. As argued throughout this stady, one of the most significant forces
driving and snstaining participative programmes was the racial and related culural distitiés
within business in South Africa - most relating to the fact that whites were managers and
blacks were workers, While the political edge of the conflict this engendered has been dulled,
and therefore the process has become less overtly politicised than previously, the disparities
remain, and are likeljr 1o continue fo cause problems for business for many years. Certainly,
the gaps in education levels, language barriers, living conditions, family life, religion and the
other cultural factors discussed in chapter five, cannot be wisked away by the arrival of
majority rule, and, as discussed above, this is one of the main reasons why affirmative action

and employee participation have remained prominent on the business agenda.

Though there is considerable variance in statistics provided by different research organisations
on the progress of affirmative action programmes for black employees”, it %m& appear that
there has been a steady but unspectacular rise in the propertion of black managers and
directars over the past decade, with this increase being more marked since the 1994 general

election. The pressure in this direction will be increased by the Employment Equity Act,
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aimed at promoting racial and sexual equality in the workplace™ and by gbvemment public
works policy regarding state contracts involving a scheme to reward firms for their affirmative
action programmes.” Yet the gap between white and black employees in terms of income
and individual power, is unliicely to be eliminated for many years fo come, with even the most
optimistic prognoses recognising that affiymative action programmes will remasin a
consideration for industry well into the next centwry.™ As a result, pressures on
ménagement to find ways of eliminating or mitigating the implications of this gap are likely
" to continue - through training and literacy programmes aimed at upgrading the skills of black
employees, and through a variety of programmes aimed af increasing the ’stake’ of employees
in the company. These include the forms of direct, task centred participation discussed above,
such as quality circles and *in-a-groups, as well as direct, power cenfred forms such as unit
level extensions of workplace forums, even though these may be countered by other pressures
in the direction of a reassertion of the *managerial prerogative’ and of placing customers
rather than employers at the centre of tﬁe company’s concern, Lik_ewise, there is also likely
to be a continued increase in indirect forms of participation, such as the appointment of

employee directors and the expansion of Esop and profit sharing schemes. '

Even prior to the signing of the LRA, these countervailing pressures could been seen in the
examples from industry and commerce discussed above and below. In 1986 PG Bison was
influenced by political pressures to Introduce a stakeholder programme, but thereafter faced
a range of new considerations, particularly regarding increased competition. These prompted
a decision to merge its three businesses, covcentrate on core products and transform the
~ business into one which was more competitive. After lengthy negotiations with its unions,

several sites were closed and workers were vohmtarily made redundant. When the company
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emerged from this upheaval, most of its participative programmes had fallen into disarray,
and, in effect, were no longer considered an absolute pricrity by management. While some
power centred, but less direct, forms of participation involving the unions were strengthened
as a result of the restructuring negotiations, the company’s focus moved away from the direct,
value and task-centred forms of participation, and even where these were refained, the
thetorical focus was on the customer rather than the employee. Whereas in the past, the
programme was driven by direct and indirect political impulses, its future (beyond the level
of the Workplace Forum, now required by law if representative unions want it) depends on
*bottom li:;e’ congiderations - of which labour peace is one (others including efficiency,

productivity, product quality and customer service).

At many other companies, with shorter or non-existent histories of participative progranmes,
the LRA and particularly its provision for Workplace Forums, can be expected to provide the
tést on which the stakeholder ageznda wﬂl be judged. If the forums are seen to opetate
constructivelf, coniribute to industrial peace and improve worker motivation and performance,
there will be considerable incentive to expand participation both directly and indirectly, If,
however, they are seen as fractious, unrealistic in their proposals and time-wasting, employers
can be expected to undermine and bypass them, and to do no more, and perhaps considerably
Iess, than the legal minimum in complying with the Act, while unions, which are not obliged -
to initiate them (and therefore can avoid them altogether), are likely to judge them in terms
of the depree their own bargaining position is strengthened by their presence. It is likely that

both tendencies will exist within South African commerce and industry.
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Overall, it appears that the balance of forces favouring the spread of most.fmms of
participative management - power and task centred, direct and indirect - have been
strengthened, largely as a result of the indirect politically-related pressures of the racial
imbalance within business management, and the direct politically-rooted pressi:. . from
legislative interventions, But the forces pushing in the opposite direction - organised business
lobbying for a reassertion of more traditional notion of the managenal prerogative, the
amtagonism of some unions to co-determination and most significanfly the economic forces
pressing in the direction of deregulation and a mnre flexible labour market - certainly have
the potential to reverse the momentum and ultimately to unravel even the legislation securing

the ctrrent. uncertain base.
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27. Ibid, p 26.
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29. In the 1974 he was *banned® and house arrested under what became the Internal Security Act as
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in labour law.
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36. Though it permitted *agency shop® agreements (where collective bargaining levies to be paid by
all employees but union membership was not compulsory), subjcct to extensive controls.

37. As with the old industrial councils, the bargaining councils could apply to have their agreements
extended to cover employets and workers who were not organised, though small businesses and other
employers conld apply to an independent body for exemption,

38. Thompsﬁn, op cit. .

39. The dispute had to be referred to the bargaining council and to be unresolved for 3% days or
longer, after which at least 48 hours notice bad to be given to the employer.

40, Such as dismissal.
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PART TWO: A E Y OF P SON LIMITED

CHAPTER SEVEN
EG BISON LIMITED
7.1 INTRODUCTION

PG Bison Limited was created in 1986, bringing together three companies within the wood
product industries - PG Wood Holdings Limited, Bisonbord Limited and Lamipate Industries
(Pty) Limited - which became subsidiaries of PG Bison. After June 30 1993 the last vestiges
of this three-in-one structure ceased fo exist and it became & single business, From the time
of its formation it was the largest of the four local weod product manufacturers' and, as
 Financisl Mail put it, "the only operation to have exposure in the full chain, including
manufacture through to retail distribution"? According to Leon Cohen, who had been the
CEO of PG Wood and was CEO of PG Bison from 1986 to 1994 and chairman from 1996,
the reagon for PG Bison’s formation was PG Wood's desire fo "integrate backwards" into
manufacturing, *We had one manufacturing division, which specialised 111 formica and
decorative products, but we didn't manufacture particle boards, which was crifical to
distribution, and we realised we needed that."’ Rob Cohen, PG Bison’s former financial
director and later CEQ, said prior to 1986 the three businesses "were a threat to each other”
as each was a leader in its section of the market. A motivatio: lur the merger from alt three
companies was to “pool resources” 1o eliminate the debilitating conflict between them. The
decision to retain the separate identities under the PG Bison umbrella was taken because it

was perceived that it would be too disruptive to the businesses to take the single company



option at that stage - a view supported by the initial success of the structure.’ Aga.m., as Leon
Cohen put i: "The culture shock of the merger in 1986 was such that we lefi the businesses
as they were, rather than bring them together. Maybe it was a mistake, but they were doing

well, whichk always slows things down,"®

PG Bison has always been an unlisted public company. After June 19 1992 its main
shareholder (holding 71,7 percent of thc equity) was the listed.company PGSI, which itself
had become a subsidiary of SAB, The other shareholders are Mondi Paper Company Limifed
~ 24 percent - and an executive share trust (effectively the managers) owned 4,3 percent.”
During its 11 year existence its has employed between 3 800 and 5 100 people?, whose job
it has been to manufacture and distribute industrial products which found theic way into
- homes, offices and other buildings in the form of shelves, cupboards, furniture and building
materials,
Prior to restructuring in 1993, PG Bison operated as a holding company whose asseis included
four Bisonbord factories (Piet Retief, Boksburg, Pietennaritibmg and Stellenbosch), involved
in the manufacture and upgrading of chipboaxd products, the Laminate Industries factory in
Alberton sﬁecialisi.ug in the manufacture of surfacing materials and 72 PG Wood, Timber City
and Penny Pinchers outlets (in 25 distribution depots) involved in the sale of the products of
PG Bison’s factories and others, mainly on a wholesale basis. After restructuring the three
compani' ; were merged into a ‘downsized’ PG Bison, with the five factories forming its
manufscturing division, the PG Wood and Timber City outlets forming its distribution
division and Penny Pinchers continuing to exist separately.’ Since then some Timber City

branches have been run ag franchised stores, while others remain wholly owned by the
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company and fall directly under its distribution wing, as do the other former PG Wood

branches, 10

Up to 25 percent of the total product has been exported - to the US, Taiwan, Japan, Korea,
Australia, Brifain, several western Eutopean countries, Zimbabwe, and Namibia, though
quantities veried according to domestic demand because of ower costs and higher profit
margins from the local market, with, for example, the proportion falling to seven percent in
1994/5 when the internal market was flourishing,” Some of ity international deals have been
conducted through ™echnical partnerships® involving joint production deals with US and

German firms."

7.2 OWNERSHIP AND CONTROL IN PG BISON

The 1992 *friendly’ takeover of PGSI by SAB (which aequired 67 percent of PGSI’s equity)
was part of & package in which PGSI raised ifs shareholding in PG Bison from 47.8 percent
to 71.7 percent (by purchasing Afcol’s shares). This meant that SAB acquired a controlling
share in PGSI, which, in turn, had a controlling share in PG Bison."? Previously there had
been nio controlling shareholdership - a factor, as argued below, which influenced PG Bison’s
dhility to implement TPQ. Until the takeover by PGST and SAB" was éompleted in April
1992, two listed public companies, PGS and Spankor (which was jointly owned by Anglo
American subsidiary Mondi and by Afcol), owned 96 percent of PG Bison’s ghares, with the
balanoe.held by management.”* As a result of an arrangement between the two dominant
shareholders up to 1992, PGSI played a more direct role than Spﬁnkor. PGSI joint executive

chairman Bertie Lubner was PG Bison’s non-executive chairman until 1990, while his brother,
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fellow joint executive chairman Ronnie Lubner, took over until 1996, and also became sole
chairman and CEQ of PGSI, while Bertie was effectively demoted to becoming a
non-executive member of the PGSI board, having, according to Busipeys Day, “reduced his .
executive responsibilities to pursue personal business interesis"?? - though this development
followed substantial losses made by the company’s international wood division®®, which was
subsequently disposed of. After that, PGSI’s sole interest .in the wood and related industries
was found in PG Bison's activities'. The SAB deal did not affect Ronnie Lubher’s role as
chairman and CBO of PGSL. The main change at this level was that after June 1992 four SAB
board members served as non-executive members of tﬁe 13 man PGSI board. Commenting
on the i:dationship between SAB and PGSI at the time, Malcolm Wyman (SAB’s planning
and development director and a PGSI board member) sald SAB had "an ongoing financial and
strategic relationship" with all its subsidiaries, although the subsidiaries were reslionsible for
day-to-day activities"®®, Financial Mail noted SAB’s investment in PGSI was "large, even
for SAB" and cdmmanted that the new parent compeany "plainly intends to play an active
role", This, however, did not necessarily mean that SAB would play a similar role vinthm
PG Bison itself. SAB had only one, non-executive director on the PG Bison Board (one of

four members of f.he PGSI board who also sat on the PG Bison board™).

Discussing the possible implications of the takeover for PG Bison, soon after the negotiations
were annouﬁcéd, Leon Cohen, commented: "My own view is that the name SA Breweries is
a misnmui. SA Breweries has a connotation that it is a beer business, but to me it is nothing
but a conglometate, We have Breweries as one of the businesses, and OK Bazaars, Edgars,
Afcol and others. If is a commercial-industrial holding company, and as such, it might be

more effective in allowing the business to grow than was the case with institutions which were
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really concerned about their dividend yields and not with industrial growth per se, such as
Liberty Life"™. SAB had a positive interest in what PG Bison was doing, he said. "I thmk
any company wounld be very interested in seeing that PG Bison is a success. It. is clearly of
interest to them and I believe that at the moment in this country there are veiy tew companies
who are not concerned about what changes need to take place, so I think, if anything, it might
give us a greater opportunity {o replicate what we’ré .doing"'.z“ In subsequent inferviews
various managers and directors & PG Bison emphasised that there had been no "negative
intervention" in TPQ or other aspects of the business from SABZ As communications and

IR director .James Smith put it soon afier the takeover: "Breweries hasn’t tried to intervene

~ because it was a friendly takeover, so the whole thing was done very amicably, SAB and

PGSI gaid this was purely an investment chenge which would not affect mensgement or
policy within PG Bison, and in practice they’ve kept to this."® Six months later, TPQ
national coordinator Maxine Hart, added: "Whaf’s changed is that PGSI are a bit more
involved. Ronnie Lubner is around the office far more than he used to be, but PGSI hasn*t
interfered in TPQ and all that’s changed from SAB’s involvement is that we've introduced
their accounting practices - we now do our budgets the way they want, in their format, which
is far more efficient".?” However, in 1994, shortly before retiring as CEQ, Leon Cohen said
the arrangement was as smooth as initially anticipated, but emphasised it had improved. "I’ve
found my relationship with SAB is better than it was. It was strained at the beginning, but I
found myself getting more phone calls from them, saying things like, *we’d like to discuss
what your thinking is for doing what you’re doing on some of these issues’. I think by the
time they came into the picture what we were trying to do - with TPQ - was no longer an

emotive issue. By then SAB themselves was introducing its own change programme, so they
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were interested in what we were doing. And, of course, it always helps when the company

is doing well. No doubt about thai."*

7.3 THE ROLE OF THE SHAREHOLDERS PRIOR TO THE SAB TAKEOVER

A significant dimension of PG Bison’s structure is the fact that it has always been an unlisted
public company (though in the late 1980s a proposal to have a rights issue and seek a JSE
listing was considered®), As mentioned sbove, its main shareholders were listed public
companies owned by other listed public companies. For a company of its s:ze (by 1995 it had
4 068 employess, 60 stores or warehouses, five factories, total assets of R517 million and ité
annual sales totalled R861 million™), it is unusual though by no means unique to be
unlisted. The reason related to its existence as a uniiy of vhree existing companies (two public
and one private) and to the nature its share-ownership {96 percent from companies which
" themselves were listed) which meant that public money was not required to the éame extent
as with most other companies of its size® Until the PGSI-SAB takeover, the
share-ownership structure (with neither shareholder having absolute control and the
meanagement effectively ﬁolding the balance of power) allowed for 2 higher than usual level
of executive autonomy for an unlisted company, according to Rob Cohen, Interviewed prior
io the SAB takeover, he said that in effect, “these shareholders have really no input on the
day to day running of the company, ner on the decisions within our company strategy".”
He added, however, that the system had “its minuses as well as its pluses: "On the one hand
you have a lot of operational aufonomy, but on the other hand, with anything requiring
shareholder approval you better get used to the fact that it takes two years to get, because its

got to go through them and up through their scales”.®® But he conceded thers would be
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advantages in being listed: "From management’s point of view it would be nice because, in
some respects this gives you more autonomy and you then have a visibility and an economy

- you don’t have as an unlisted company"”.*

The systein worked as follows prior to 1992: There were eight non-executive directors - four
appointed by PGSI and four by Spahkor (two by Mondi and two by Afcol), with a PGST
director voted into the pbsition of non-executive chairman by agreement between the
sharcholders. A shareholder’s agreement also governed the relationship regarding PG Bison
{ie which issues required consensus - with the status quo remaining when there was no
agreement). An executive board (management committes) ran the business on a day to day |
basis, The most significant restriction was that they were required to confine the company to
the wood and related industries. For example, they could not enter the computer businesses
without the consensus of PGSI and Spankor, but could decide to open another branch without
such approval. They aiso required approval for major expansion projects, so if they wished
130. buy a new factory they would need the full board’s approval (though this could only be
withheld if insufficient funds were available), Full board meetings were held every three
months {(with a commiitee representi.ﬁg the four sharcholders briefed by the CBO and financial
director in the intervening months} while the executive board met every month. Though the
executive board was reduced from 10 to seven members, the company operated in & similar
manner after 1992, with management’s powers largely unaffected but without the complexities
of the previous shareholders’ relationship.® As a result, management (thrbugh the executive
directors) had ccmsidérable autonomy, particularly when it came to matters which did not have
a direct and major bearing on the finances of the company - a situation which appeared to

have continued after the SAB-PGSI takeover.
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7.4 THE ORGANISATION OF THE BUSINESS

The most important organisational division within the company was that between its three
main subsidiaries - Bisonbord, Laminate Industries and PG Wood (each of which existed prior
- to PG Bison’s formation in April 1986, but ceased to exist as anything other than legal shell
companies aff~r Jung 30 1993). In April 1992 PG Bison acquired a controlling share in
Pennypinchers, but this existed as a separate entity, and despite being part of the distribution
arm of the company, was not integrated into the centralised PG Bison struc’mre atter the
restructuring. ‘The division between subsidiaries was important in several respects, First, the
divisions played distinct roles within the business, in terms of what they produced or sold.

Second, they were legally separate entities with a high level of divisional autonomy. For

Laminate Industries (a private company) this was particularly important because PG Bison

owned only 70,04 percent of its shares (prior to 1993, when it was bought out), memning that
unlike the Bisonbord factories (headed by general managers) the LI factory had its own
directors.”® Third, each of the subsidiaries had its own unions for regional, historical and

operational reasons.

Bisonbord processed and upéraded raw materials, including logs, paper, resin and melamine.
In producing medium density fibreboard and particle board (chipboard) and , as well as wood
veneer and surfaced chipboard, logs (and sometimes scrapwood) were chipped into woodchips
~which were then dried to the correct consistency and mixed with resin. The chip/resin mixture
was pressed into boards using an hydraulic press, after which a wood or paper foil veneer was
pressed onto the boards to create a finished surface. About half of this product was sold

directly to major wood and furniture manufactures and the other half to wholesalers and
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retailers (PG Wood, Timber City, Penny Pinchers and, until 1993, independent distributors
like Federated Timbers). Aﬂe.r the 1991 closure of Plyproducts (Natal). Bisonbord had four
factories - Piet Retief, Pietermaritzburg, Boksburg and Stellenbosch. These became part of
PG Bison’s manufacturing division after 1993). The Cape, Natal and Boksburg factories each
had their own board and upgrading factories, Piet Retief, the larpest, only produced raw
board, which was then sent to Boksburg’s upgrading factory (which until 1993 was a separate
managerial division). Their main manufacturing competitor were the Sappi subsidiary |

Novaboard and later also Chipboard Industries from the Transkei.*

The Alrode factory (formerly Laminate Industries) manufactured three main products at its
" two divisions aminale and Compan), the most important of which was the high pressure
decorative taminate, Formica, This was produced by so.king rolls of paper (brown kraft paper
for the core and decorative papers for the owtside} in a resin bath. The kraft papér was
arranged in layers for thickness, with the decorative papers added for colour and finish. These
layers were pressed under intense heat and pressure into fornﬁca sheets, The finished product

was uged in a variety of surfaces, most commonly within kitchens. The second product was
| Deccon (similar to formica, though less durable and used on surfacey such as the sides of
desks). Rolls of this were produced in a continuous press at the Laminate plant. The third
product was Melawood (less hard wearing than Deccon or Formica and often used on the
doors of kitchen cupboards). This was produced by placing thin paper-plastic layers onto

pieces of chipboard.*

PG Wood was solely involved in the distribution side of the business, selling products from

both Risonbord and Laminate Industries, as well s of other manufacturers. These included
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doors, shelving, panelling and hardboard products. This changed when PG Wood was
absorbed into PG Bison as its distribution division m June 1993, after which the outlets ceased
selling the products of other companies. PG Wood soid mﬁinly on a wholesale basis to other
broducers and retailers, while the Timber City branches and Penny Pinchers branches catered
mainly for small builders and the home improvement market. Prior to the merger,
approximately half of PG Wood’s total product came from the other PG Bison subsidiaries
and half from other companies,®

The second organisational division within the business was that of its Strategic Business Units
(SBUs), which were formed in 1987 and phased out as separate orgnisationsai entities in 1996,
- The business was divided into eight SBUs - one for each of the four former Bisonbord
factories, one for the Alrode factory and one for each of the fhree distribution regions
(Transvaal, Cape and Natal). Each SBU was autonomous within the group parameters. This
meafli they were managerially self-sufficient and operated with thy ideal that any one of these
entities could exist if the rest of the company should go izgolvent, Bach had its own MD or,
in the case of the Bisonbord, its own general manager, and its own management structure, In
PG Wood each branch manager was directly answerable to the regional management structure
which had its own regional cffice, responsible for administration for the region. Beyond that,
the branches were responsible for their own sales, customer service, deliveries and stock, ™
Pennypinchers did not form part of the PG Wood or any other SBU, as its status within the
group was precavious (though it continued t9 be wholiy owned by PG Bison after it proved
its worth to the company by significantly improving its performance).”! A third division was
Exports and Diversified Produets, which, prior to restructuring, had its own executive director

and handled all exports for the group. Several other “bits and pieces’ also fell within this
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division and until 1991 the Bisonbord upgrading plant in Boksburg feil under this division
(though this was ended by the merger of the Boksburg Supawood and Upg:ading operations

into a single business unit).?
7.5 RESTRUCTURING

In August 1992 PG Bison began a process which led fo it being restructured into a single
business, removing the previous divisions between Bisonbord, PG Wood and Laminate
Industries. After an initial process of discussion at executive level a ’sirategy think tank”
examined PG Bison’s existing structure, and found it to be fundamentally flawed. As one
tlnnktank member put it at the time: "Our aim is to get into a position where we can compete
mﬁre vigorously with global and local competitors. To do | this we want fo avoid the
duplication of tasks, the inflated costs involved in having three separate management
structures and the marketing problems involved in the previous atrangement. We have arrived
at the conclusion that the answer was for the three divisions to be merged into a single
company, with a single management struchure.™ As discussed in more detail in chapter 11,
aﬁer 2 prolanged correspondence this. proposal was then discussed with union officials and
senior shop stewards before being formally ratified at a mesting of the company’s entire
senior mans sment team during a week-long conference in Man*h 1993. It was then presented
to the rest of the company and implemented from April 1 1995. A position paper produced
at the time noted that PG Bison had operated essentially as a holding company, ﬁm the only
centralised functions being finance and the TPQ programme. The existing structure of separate
operating companies, "hampered PG Bison’s ability to achievz world-class performance

standards because of: conflict among the operating companies; duplication of fupctions; and
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an: organisational hierarchy that frustrates individual creativity." The paper added that these
hierarchies were "not only costly, but also reduce the ability to respond quickly and flexibly
to customers”, and that these constraints had been "compounded by South Africa’s return to

the international marketplace."*

Bxpaudiﬁg on these préblemé, another think tank paper noted that afnong the difficulties faced
by the company was PG Wood’s dominance within PG Bison. This was "built on a *trader’
focus and on its power in the industry", but was being challenged by the entry of
t;o_i.npetitors like Chipboard Industries and Novobord, whose counter-strategies included
expanding capacity, widening product range to reatch PG Bison’s'” and eliminating PG
Bison’s price advantage vis-a-vis irdependents, which were growing in significance. Other
~ problems included the fact that customers were less inclined fo pay the prices the
manufacturer needed fo cover rising costs, there were low barriers to cntry in the distribution
side, and the recession had caused a major drop in industry volumes. These were compounded
by "internal factors" such as the fact that the mannfacturing side of the business was not
"globally competitive”, distribution margins were falling and overheads rising and the existing
company structure resulted in "serious dysfunctional conflict between divisions" and in a

"large duplication of function and cost."*#®

‘While these *dysfunctional’ elt;.ments within PG Bison’s structure had existed from the time
of the company’s formation in 1986, they had previously been rationalised in terms of the
~ advantages of decentralisation, ihe disadvantages of disruption and the overall success of the
business. But the combination of the decline in sales of some products® and the more

competitive ervironment within the indusfry, and particularly within its productio: component,
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was placing greater pressure on profits, and even on the company’s long-term viability, and
this forced the executive directors to push for a radical structural change. As the then-CEO
Leon Cohen expressed it in April 1993: "Our ability to encourage individual creativity and
achieve world class performance has been limited, With rising costs, static volumes and
squeezed margins we will be out of business if we do not shift, We must be able to compete

successfully if we are to survive and grow into the next century."®

Prior to restructuring PG Wood was the dominant force within the company despite the fact
that Bisonbord was the major earner.® This was because of its role as the leading distributor
of wood products in South Africa. Through its market position, it was able to exert control
over the manufacturers. A problem for Bisonbord and Laminate Industries was that they were
not gaining much from the regular price increases in the sales of their products, which were
introduced by PG Wood partly because of its high cost structure, PG Wood was buying cheap
and selling high, and yet its profits were unspectacular, while other distributors sold at similar
prices, but with higher profit margins. The price was therefore controlled at the point of
easiest entry into the market (distribution) rather than at the highest bartier to entry
(mmﬁchnhg), Because of the low bairiers to eniry in the distribution sector, there was a
steady increase in the number of competitors, with companies such as Kuyread, Federated

Timber, City Wood, and Boardking eroding PG Wood’s market dominance.®

An added consideration exacerbating tensions within PG Bison was the fact that PG Wood
was selling 30 percent of the products of Novabord. As one think tank member put it: "Our
manufacturers are being squeezed by PG Wood's inflated prices, which reduce demand, as

well as by the fact that it is distributing for our main competitor."™ Furthermore, the market

404



for certain .PG Bison products (such as chipboard, and particularly chipbo&d with veneer
surfaces), had been shrinking over the previous two years - declining by 20 percent .between
1990 and 1992, This was partly because of the recession but also because these producfs
were being imported at lower prices and because other manufacturers were selling directly to
end users (and therefore bypassing PG Wood and Timber City), This led to declining sales
and profits at PG Wood and Timber City outlets®, and to the reatisation that despite the fact
that costs were rising faster than sales, the company could no longer raise prices to cover

rising costs, because this was dampening demand.”

“Two aims of the restruct:.r.rmg process were to alter the .balam:é between manufacturing and
distributing and to eliminate the anomaly of the group aiding its competitor by helping
distribute its product. As a result, the distribution division (previously PG Wood) ceased
selling for Novabord, The intended effect was to increase demand for the products of
Laminate Industries and Bisonbord (because to maintain its existing level of sales, the
mahufacturing division would need to increase production by up to 30 percent - as indeed,
happened soon efter the restructuring process was introduced”™). As Rob Coben put it in
1995: "By taking a strategic decision to cease distribution of .products from outsiders, you
suddenly increase the throughput of your own factories, and your bottom line improves
automatically."® The danger was that there would be an jnitial loss of market share, but this
did not occur then. Instead, becauge the restructuring coincided with increased demand within
the furpiture market, there was a growing demand fo;' the products of the manufacturing
division from independent merchants (and from PG Bison’s distribution division)™. This
contributed to a significant improvement in the company’s performance in 1993 and 1994.9

" For Leon Cohen, who initiated the restructuing process before retiring as CEQ to enter
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politics®, there was an added motivation. He felt that haying three separate management
hierarchies was not ouly creating unnecessary duplication of functions and rivalry within the
company, but was also impeding managerial creafivity, and this in turn was a2 dampening
factor on the performﬁnce of all three subsidiaries. One of the key .nitial objectives of the
company’s TPQ *philosophy’ was to raise performance by in.r.. ~ing worker participation and
motivation, and this. view had subsequently been reinforced by agreements at the National
Forum, but had not been sufficiently realised. One reason for this was that the *vision’ of
improving performanc.e through participation was not being absorbed or implemented by the
ﬁanagerﬁent at some SBUs, which enjoyed a relatively high level of autonomy. As he put it:
"With Emdsight we focussed on culture at the expense of perf . . e, We are now looking
at both. Our hierarchical structures and training systems did -~ sapt to our new thinking,
We reformed but did not transform oursefves. This is what we are now doing, Flattening our

structure will unleash the creativity of far more employees,"®

An added motivation was that several SBUs were oversubscribed in terms of middle
management, foremen and supervisors, In the Piet Retief factory, for example, prior to
restructuring there were 11 supervisors and 29 forcraen, giving 8 ratio of supervisors and
foremen to workers of over one to eight.* The implication of *flattening’ thﬂ structure was
the removal of several layers of management (leading, eventually, to managerial redundangies _
on a significant scale), the titular downgrading of some directors to general managers, and for
the first vear of the process, a greut deal of demotivating menagerial anxiety, fear and anger.
As Maxine Hart, then the company’s Organisation Development coordinator, put it in 1994:
*Before, some of them were directors in what they regarded as their own businesses; now

nobody has their own business, None of them are autoncinous, It’s been emotionally traumatic
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for some of them becanse they are no longer the king of the castle - they just run functions,

and this has had a serious dampening effect on their motivation."*

As part of management’s attempt to encapsulate the new direction of the company, it adopted
a fresh *Vision, Mission and Strategf‘, alonf,r with its new structure. Each of these elements
was framed in simpler terms than before, indicating a shift away from the direct influence of
Christo Nel, and a greater emphasis on the customer as a key stakeholder. Beyond the use of
the jargon of ’cﬁntinuous improvement’ and *empowerment’, they also contéined little of the
previous TPQ content, reflecting a shift away from the previous priority given to culture
change and patficipation within the company. The new vision was: "To bea dynanﬁé, holistic
organisation that ig customer focussed, globally competitive and creative in its quest for
continuous improvement, and which satisfies its customers whilst achieving profitability."*
Its mission was: "To satisfy the evolving needs of customers in the building and furniture
industries"®, while its strategy was, "To integrate the three board product related companies
... into & single, functionally focussed organisation structered to be cost-effective, flexible and
responsive; To become totally customer-focussed, through changes such as the formation of
a unified PG Bison sales and marketiﬁg force that is equipped fo understand and meet
wustormer needs; To empower people to participate fufly, to fmprove themselves angd fo take
responsibility for agreed performance standards according to agreed values,"” Elsewhere,
the strategy was defined to include the desire to "build an empowered, dynamic, boundaryless

organisation through the introduction of a business system founded on participative processes”
| and to “"invest in external job creation within the boundaries of our indush - '.%
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In terms of business strategy the shift involved, on the one hand, a more concerted drive to |
benefit from national low-cost housing initiatives®, and on the other, a tighter focus on the
production and distribution of core products - in particular, particle board (*Bisonbord’),
medivm density fibreboard (*Supawood’), plywood, timbercore (laminated wood with veneer
finish), laminates (melamine and formica and masonite), with timber also being stocked for
clients who accepted a "package’ of wood products™ The sim involved eventually
eliminating non-core products, which meant ceasing to produce veneer preparation products
at the former Bisonbord factories. There was also an attempt to rationalise non-core services,
which meant the c_losure of the security and building maintenance departments, and instead
relying on sub-contracting for these services, and also the closure or merger of up to 13 of
the distribution outleis™ - all of which led to the raducﬁon of labour costs,™ Finally, this
*One Busines#‘ initiative, as it was called, meant that managerial fimctions were no longer
organised on a site Ievel, but fell under the head office and were orga_nised in terms of

fumetions, As a result, the SBU structure was phased out.”

Ppwawu, the company’s main frade union, initially prevaricated about dlscussmg
restructuring™, but eventually, in April 1993, entered negotiations (together with Uwuse) on
the implications of restructuring for their members, while Numsa chose to negotiate for its
members at the Laminate Industries (Alrods) factary separately. At Ppwawu's request, the
| company agreed fo a two month moratorium on restructuring and also agreed to open ifs
books end to fund an independent investigation into the process, undertaken by Wits
University’s Sociology of Work Programme, which made detailed proposals on reducing
worker redundancies and on other methods of cutting costs.” While this is discussed further

in chapter 11, it is worth noting that as a result of these negotiations, the initial proposals for
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redundancies were reduced (from the initial managerial proposal of 477 redundancies in the
first phase to an eventual total of 2507, most of. ﬁhich were voluntary”) and the parties
agreed to a comprehensive redundancy package, including a hardship fund and support
programme.”™ The first stage of restructuring, completed in lat_e 199_3, involved the merger
of the three companies into one (though the three remained as legal shells for iax reasons™).
The business was reorganised along functional fines - manufacturing, distribution,
administration, promotion and sales, with the eight business units being stripped of their
previous relative antonomy and referred to as “sites’ rather than SBUs. The factories were
coordinated within 4 new operations function, whiie. the marketing side was handled by the
pationa distribution arm, An integrated sales function and a national commercial section, with
added information and employee relations fumctions, were also established. Timber City
branches were run separately from the company’s distribution depots while Pennypinchers
continued remained a separate company.® The second stage involved additional redundancies
(mamly voluntary) and a fisrther flatiening the company's ménagerial structures, By 1995 this
meant that of the .top 30 people in the business, only two had the same jobs they had two
years previously.” It also jnvolved the introduction of a new information system as part of
an "integrated people development programme”, along with greater emphasis on fraining and
a new accounting system. From 1993 there was also a far more concerted drive within the

local housing market, and consequently a reduction in export volumes.™

7.6 TRADES UNIONS AND COLLECTIVE BARGAINING AT PG BISON

Depending on the number of employees at 4 particnlar time, the total number of unionised

employees within PG Bison ranged from sbout 2 500 to 3 500 between 1987 and 1995.%,
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The five ﬁnions represented during all or part of the period under review were the Paper
Printing Wood and Allied Workers Union (Ppwawu), the National Union of Metalworkers of
South Africa (Mamsa), the United Workers Unioﬁ of South Africa (Uwusa), the South African
Commercial, Catering and Allied Workers Union (Saccawu - previously Ceawusa) #nd the
.South African Allied Workers Union (SAAWU - previously the Yster en Staal Unie).
Ppwawu, which organised at all four Bisonbord factories (being the only recognised union at
Piet Retief, Stellenbosch and Boksburg aund having, by 1994, 55 percent representation. at
Pietermaritzburg, with Uwusa having the balance), was also the majority union PG Wood
Transvazl and PG Wood Cape, and in late 1992 was racognised at Pennypinchers in the Cape,
By 1993 its membership at PG Bison reached about 2 500.“ Numsa was recognised at the
" Alroad factory. (formerly Laminate Industries), with about 400 members there.® Saccawu.
had about 180 members at six branches within the Natal distribution outlets, until they were
absorbed by Ppwawu in 1993.% Uwusa had about 150 members at the Pietermaritzburg
factory, about 90 members at the Natal distribution outlets and about 50 af the Alrode factory
with a smaller representation at Piet Retief.¥” Vster and Steal was prevented from gaining
& recognition agreement at the company until because of its whites-only policy, but after
b@com_ing constitutionally non-racial it was recogpised by the company at the Piet Retief
factory where, by late 1996 it had over 150 members - almost all white,” By the time the
restructuring process had heen-ixﬁplemented over 100 salaried employees were mermbers of
unfons (mainly as a result of the promotion of wage-earning workers)®. Furthermore, in
1991 520 non-uniomised salaried employecs formed a staff organisation called the
Organisation for Participative Democracy with 4 view to take part in National Forum

negotiations™, This, however, became dormant within a year, partly as a result of apathy and
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partly as a result of sirong oppositioa to its existence from the existing unions.” There were

also a largely inactive staff associations at the Boksburg and Stelienbosch factories.®?

The reason for the existence of five unions within the company (three of them Cosatu
affiliates) related to three factors. First, the products and labour processes within the three PG
ison subsidiaries were distinct - with the Bisonbord factories falling within the wood and
allied industry, Laminate Industries within the metal industry, and PG Wood within the wood
industry but also being a wholesale and retail business. Second, there were direct political
considerations, with Inkatha’s sfrength in the Natal Midlands having a bearing on its presence
" there and the Stmng tradition of pro-apartheid politics amohg white employees at Piet Retief
being a factor in Yster and Staal’é eventual recognition. Third, eack of the companies had its
oﬁn history prior to the formation of PG Bigon in 1986 and were already being organised,
with regional factors within the labour movement tending fo determine which unions
organised which areas, As former Ppwawu national education officer Welcome Nichangase
put it: "The reason they were organised separately dates back to the early days of Fosafu,
when we were Paper, Wood and Allied - prior to merging with a printing union outside of
Fosatu to become Paper, Printing, Wood and Allied. Laminate was not part of paper or wood,
but if there was a printing union at that stage it would have been organised by it. There was
printing union in Fosatu, so Mawu 6rganised it, even thougli it is not really part of metal,"*
For similar historical reasons Saccawu had organised the PG Wood workers in Natal prior to
what he called the "non-competitive" takeover of most of their members in lafe 1992,
Daspite Ppwuwu’s desire to takeover from Numsa at the Alrode factory and become the only
Cosatu union within PG Bison once ils componer’ parts merged into one in 1993%, the

status quo remamcd, mainly because Alrode union members wished to remain within Numsa,
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but also because of the fact that unlike the Alrode workers, those from former Bisonbord
factories were not covered by industrial council agreements™, At the time of writing

negotiations about absorption had not been concluded.”

The precise place of collective bargaining, and its parameters, was a source of ongoing debate
between management and the unions until the implementation of the restructuring process had
been completed. In addition to the fact that annual wage negotiations occurred at different
times of the year for each of the three main company divistons, wages varied considerably
and the nepotiations involved different unions, At Alrode negotiations fell within the
p&mﬂem of separate Indnstrial Council agreements for the metal and furniture industries“
and took place in mid-year, At the other factories and at the distribution outlets, negotiations
occurred at the end of the year, and until 1992 took place at regional level - a system
Ppwawn, was unhappy with, At the Jupe 1991 National Forum it was agreed that upions and
management would negotiate the details of implementing a sysiem of centralised
bargaining,® Ppwawu’s position was that negotiations at industrial council level were
preferable and that negotiations at plant or branch level were unacceptable because they put
too much strain on union resources and divided the workers, creating an imbalance between
plants belonging to the same company or group. They added that similar problems could
emerge with bargaining at company level because this prevented workers developing 4 sense
of the industry as a whole and left employers in unorgasised companies free to exploit at
will.'™ However Nishangase subsequently qualified this, noting that Industrial Council
neéotiation did not necessarily exclude that at company and plant level. "We're saying we
could have plant negotiations, but even if we do there should be national mihimums and

frameworks set at a central level, The minimum fratnework at the plant or factory level and
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at the company level should have been agreed on."'"! The problem for the union was that
there was no Industrial Council in the paper and 1m'.*.acndl iﬁdustries, and they therefore pressed
| for their second alternative of company level bargaining, which was implemented first within
Bisonbord and PG Wood, and then, after restructuring, within PG Bison as a whole, on a
multi-union basis, with provision for localised differences.” By late 1993 PG Bison was
the only company organised by Ppwawu to have national, company bargaining,'®
Wages and salaries depended on the grade of the employee, with the "TASK" job grading
system having 26 levels from unskilled labourer to senior manager, with management defined
as covering grades 13 upwards.'™ As discussed in chapter 12, thr. way this was applied in
some SBUs was a source of tension, with the unions complaining fhat the system was not
applied as objectively as the head office intended, with, in some cases, the individial rather
than the job being granted the relevant grade'”, with the result that two people doing the
same job were sometimes given different grades.!™ Partly as a result of such criticism, it
was agreed at a Naiional Porum meeting in August 1994 .that the company would move
towards skill based gradjng rather than the job grading system which the union felt was being
abused, and in 1995 this change was implemented.'”” Under this new "broadband® system,
which necessitated the introduction of 2 more comprehensive training programme, the bands
were defined by required skill levels, rather than by the tasks being perfonned by individual
workers.'” But the wages of workers depended not only on their job definition and grade,
but also on which factory, branch or outlet they working in. One of the problems faced by
the company and the ﬁnions after restmcturing was that the wage packages at Laminate
Industries were slightly higher than those at Bisonbord, and significantly higher than those at
PG Wood'® (as well as being significantly higher than the average for the industry as a

whole'"®). Despite moves to equalise wages, this differential had not been closed by the time

413



of writing.""! As Rob Cohen acknowledged: "There are still lots of anomalies. Historically
we have different wages and conditions in different factories and branches. The difficulty is
that if you're gbing to unify wages on & rational basis, it means some people are going fo
suffer aﬁd some are going to gait, and I don’t think any union is capable of doing that io its
members, and the cost to the company of bringing everyane up to the highest level would be
€normous, so it has to come from increased productivity. The desire is to move towards a

uniform structare but one has to take locs] conditions into account,"'2

-While the term ’collective hargaining’ is usually used to refer to the wage negofiations, it is
worth noting that bargaining on 2 collective basis, between management and unions, has
oceurred at several levels within PG Bison throngh the "participatory’ stmctureg and through
ad hoc arrangements. Aside from the annual wage negotiations there were regular meefings
between the unions and management at national fevel (such ss the those concerning the
restructuring process) and at SBU levél. These were supplemented by ﬂegbtiaﬁons between
SBU management and shop stewards through the Strategic Business Unit (SBU) Forum
Commiitees. A range of issues were negotiated between the unions and management at the
National Forum, set up in 1991 to be the apex of the company’s perticipative structure,
including the company’s velues, full-time shop stewards, policies on housing, health,
bursaries, literacy, restructuring, redundancies, refrenchments and specific disputes. After the
implementation of the restructuring proposals Ppwawu expressed a desire to broaden the
definftion and parameters of collective bargaining, 1o include all these issues covered by the
National Forum'”, Instead the parameters of the ambit of the National Forum were
‘broadenened to cover some of the issues previously the subject of annual wage negotiations,

such as retrenchments, redundancies and grading as well as the more general implications of
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the restructiring process.’!* After 1995 the facility for a quarterly meefing between the
company’s full-time shop stewards and its management executive was introduced, with similar

arrangements being introduced at some sites. .

7.7 THE BOTTOM LINE: PG BISON’S PBRFORMANCE

The attitude of the company’s shareholders (and more specifically its non-executive directors)
seemed to be that as Jong as the bottbm line was being taken care of, they were satisfied. As
a result there was no opposition to (and in fact a certain level of cautious support for) the
TPQ process. For instance PGSI’s 1989 annual report noted abdut PG Bison: "Of special
interest is the work that is being done internally regarding the development of a corporate
culture which embraces the philosophy of pafticipaﬁve management, productivity and quality,
performance incentive and team building."® And despite the 1991/2 economic downturn and
related decline in profits, PGSI's chairman’s report remained sanguine: "PG Bisonr ..
experienced a diffieult year. The board and timber markets declined and the furniture industry
in particular has been m the grip of a deey recession, the worst of the past decade. Leon
_ Cohen and his team did well to hold the decline in earnings per PGSI share at ¢ percent to
97 cents. ... (It is) pleasing to note the success with which PG Bison has created a positive

work climate and in enhancing participative productivity through its TPQ programme®.'"”

Part of the process of selling the TPQ programme {o the non-executive directors, and gaining
at least their passive backing and pon-interference, involved a hard-nosed sales pitch about
what was needed for the future of the company. As the company’s TPQ executive director,

Christo Nel, frequently put it in the early days of TPQ: "The only role of business is to stay
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in business", and the prime role of the “holistic’ sirategy chosen was to ensure that this goat
was met. "If it cannot perform this role then all .other potential roles become irrelevant and
theoretical", he said in & paper distributed within the company, arguing further that the
programme had made a significant contribution to the company’s ability to do just this.!"®
Leon Cohen, however, recognjsgd the limits to his shareholders suppoﬁ. Asked prior to the
SAB-PGSI takeover whether the two major shareholders were happy with the process, he
replied: "I think they’ve been happy with the performance of the business, not necessarily
with the process. They have watched the process because our approach to the board was along
thé lines of® Does management have the mandate to take this businesg into the 21st century,
bearing in mind that the 21st century wiil be & post- apartheid sociefy? wa they have taken
. note of this and they have watched it and observed _it. If the company had performed badly

in this period I think they would have removed the whole process. They wotld have removed

me and the rest of the management and looked to something else - in other words, cut costs,

retrenched people, put the business back into profit and moved on™.!"

However, despite the problems which led to restructuring, the company performed reasonably
well for most of its first seven years of existence, though there was a downward trend in the
two years prior to 1993.1° Leon Cohen said the problems were rooted in the recession and
the political situation, as well as in the organisation of the company, and he argued that the
short-terin soluiions for the company were to be found in an export-led drive, though the
resfructuring of the company and the further "empowerment" of employees were also
priorities: "The South African economy has deteriorated furthcr The recession has become
more severe, with the resuit that PG Bison created less wealth ... There is no prospect of real

improvement until the political transition moves forward in & meaningful way, which I hope
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and believe will accur... In this environment we need to redouble our efforts to remain the
leader in our industry in southern Africa and to be able to compete on a global level. We
must speed up and deepen the process of empowering employees. We must free people fo use

their creative ability to add value more productively and effectively each day."'?

During the first two years after restructuring started the company’s performance improved
considerably - with increases in salés, added value and dividends, largely as a result of
reduced overheads and the elimination of competition between the three subsidiaries, but also
| because of improved market conditions. ' In 1994 PG Bison announced major expansion
plans with the aim of significantly increasing capacity and turning the company info a "truly
world class player in the board industry." The first phase involved upgrading the factories at
an estimated R120 million in capital investment and was aimed at increasiug the annual
perticle board and medium density fibreboard capacity by 25 percent. It was intended that the
- particle board expansion would be completed by 1996 and the medium density fibreboard
capacity by 1997. The second phase involved building a new i)arﬁcleboard factory by late
1997 at an initial estimated capital cost of R480 million.’? However, sﬁme of these plans
proved to be over-ambitious and the performance of the company declined after 1995, for
. reasons discussed in chapter 11, with turnover continuing to increase, but eamings (before

interest and tax) and after tax profits declining,'**

It is impossible to give Rands and Cents answers to the question of to what extent the
participative process contributed to the company’s performance prior to restructuring, There
are too many vaiables - market conditions, exports and imports, inflation, local customer

demand, the political climate and several others - for this to be accurately measured. What can
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be said is that there are several indications that it helped performance (through creating a less
conflictual, and strike-free, work environment) and few indicators that it hindered performance
(though in the short term the company’s ban on retrenchments for reasons related to business
cycles'” may have a limited negative effect on profits). In an interview shortly before the
restrecfuring process was initiated, L.eon Cohen argpued that his company change process had
a certain, though largely intangible effect on performance: "It would be naive to think that it’s
a short term thinig, that you suddenly have a big change, and it would be very difficult to
measure perfornance dzrectly related fo the umdertaking of a cultural change in the business.
« We haven’t had any strikes, though I can’t say exactly what that means, We | have
endeavored to negotiate a win-win sitwation with Iabour, and I thivk they’re aware of it. And
there is emergisig an ownership among the people of the business. They express it. But one
has to be careful of say, yes, this. is good, 1 think it’s continuous and fis ongoing, and our
philosophy of coniinuous improvement is the right one. But we're not frying to measure

precisely that we’re doing this in order to achigve that",'% -

Conversely, it could be argued that the performance of the business (and market conditions),
had an impact on narticipative processes at PG Bison. The One Business initiative, which was
a regpouse to changing market conditions, had an initial negative effect on participation - not
only because of the tedundaqcies involved but also because it diverted the attention of
management and unions from *change’ programmes. Once implemented it contributed 1o a
substantial change in the form and content of the prograinme. Likewise, the financial impact
of the business expansion programme introduced in 1993, also had a negative effect on
participation, not only because it involved a burden on the business, but also because it

diveried the attention of senior management away from anything not connected with bottom
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line considerations, It is worth noting that the decline in the vigour of the company’s
patticipative programme accompanied its post-1995 decline in performance which led to the

decision to replace Rob Cohen as CEO, in 1997,

7.8 CONCLUSION

In looking at the business as a whole, several factors emerge which are wnseful for
understanding how and why, PG Bison was able to, and wénted to, initiate TPQ. First, the
early ownership struchure (with neither outside shareholder group holding majority control)
left PG Bison’s management with considerable independence. It was not any other company’s
schsidiary, which gave the executive directors the balance of power. By the time of the
SAB-PGSI takeover it was already well established, Iis internal change process was operating, |
and it was performing reasonably well. Second, PG Bison was an unljsted public company.
While this has restricted the managers in certain respects, it provided stability, Like all
companies, it was subject to the fluctuations of vnstomer demand, but it was directly subject
to the fluctuations of the stock market than a listed company. It's shareholders had a long-
term commitment to is success and therefore it was able to place energy inte planning and
into a programme which did not necessarily offer short-term returns in terms :n dividends.
Third, with the exception of Pennypinchers, it had no retail component, [{s customers were
mainly South African and foreign businesses. This gave it a certzin amount of License when
it has come to making controversial political interventions (such as taking manzigers to mest
the ANC in Harvare in 1989, helping form CBM, running what aniounted to internal political
education programmes and playing an interventionist anti-apartheid role) because there was

little prospect of a consumer backlash of the kind experienced by FNB.'"” It is worth adding
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here that it was unencumbered in this respect by any commercial dealings with the state, or

pata-statals.

Finally, the diverse nature of the business meant that it was widely spread geographically, and
in this sense free from some of the political pressures affecting other companies which were
introducing major changes in their employee relations and in their relations to the broader
. political terrain. For instance, unlike VWSA. it was not a one plant concern whose plans
depended on the agreement of one branch of = trade union, If workers in one factory in one
region had a problemn, this did not necessarily affect the other company divisions. This
diversity alsﬁ meant {kat its focus was, by necessity, broader than the exigencics of'a oﬁe-—city,
- relatively homogeneous workforce. With four factories and between 60 and 72 outlets in three
provinces, it dealt with five unions and workers and other employees representing a wide
spectrum of political views. This helped prompt mansgement to find ways of maintaining the
peace between them, and involving them in decision-making.



NOTES

1. By 1993 it wns number one in the production of chipboard, medium density fibreboard and formica
in South Africa. ("PGSI Corporate Video”, PGSI, 1993).

2. Financial Mail, November 27 1902

3, Interview, Leon Cohen, January 26 1994.

4, Quoted in, PG Bison: Total Produetivity and Quality", PG Bison Management Vidzos, 1990.
5. Rob Cohen said the company’s profits grew Ly 45 percent in its first three years. (Tbid)

6. Thid.

7. Bisonbord and PG Wood were wholly owned by PG Bison while LI was a private company in
which PG Bison had a 70.4 percent share, until buying it out in 1992, (Interview, Rob Cohen, August
17 1988%; PG Bison Performance Repoit 1991-92, p 2).

8. This has varied according to the purchase and sale/closure of the businesses. As a result of a R3
million Ioss in 1990/1, Plyproducts {(which had heen purchased three years previously), was shut down
in late 1991, shedding about 100 employees (the rest were absorbed elsewhere in the company), while
in April 1992 the company acquired a controlling share in Pennypinchers (Pty) Lid, adding nearly 800
employees fo its payroll and bringing the total number of PG Bison employees to over 4 700.
(Interview, James Smith, August 28 1992; Plate (Glass and Shatterpruf Industries Limited, Annual
Report 1992, p 25). In 1991 PG Bison also sold its 65 percent interest in Insulations Unlimited
because, as Leon Cohen pot it; "This was no longer considered fo be a cor. husiness”, and because
“the sale realised a surplus over the book value" (Ibid, p 25) In 1994 PG Bison still retained its 2
percent interest in Masonite 3 (Ibid, p 6)-

9, PG Bison Performance Report, 1990 - 91, p 2; PG Bison Performance Report 1991 - 2, p 3; PG

Bison Management and Group Structure (intemal compaay document), pp 1 - 3; James Smith, Needs
of Retrenched Workers: A Case Study, unpublished MBA dissertntlon, University of the

Witwatersrand, 1994, p 29. It is worth menfioning here that there have been several other branches
and companies with different trade names, falling under the PG Wood umbrella: PG Boards, PG
Express; Board Distributors; PG Laminates; Builders Supply; Tradewood; Knep Timbers and
Decorative Boand Centre. Others within the group which were 100 percent owned by PG Bison
included PG Wood (Namibia), Springbok Meanagement Services, Naply Properties, Plyproducts, PP
Decorative Veneers, Woriprop, Insnlations Unlimited, PG Manufacturing, Konig SA and Insulations
Unlimited. Until 1991 it bad a 51 percent shareholding in Timber City (Nelspruit) (Pty) Lid, a 25,1
percent shareholding in Penny Pinchers Holdings Limited and a 50 percent sharcholding in Hisa (Pty)
Ltd. As is the case with Laminate Industries, Multipanes and Laser Laminating, it later bought cut
Timber City and Penny Pinchers and sold its share in Iisa. (TPQ Times. April 1990, p 4; Leon Cohen,
interview, January 26 1994)

10, Billbord, volume 1, number 2, Spring 1994, p 7.
11. Interview, Rob Cohen, February 6 1995.

12, Interview, James Smith, August 28, 1992,
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13. P3SI Annual Report 1992, pp 10 - 12; PG Bison Performance Report 199192, p 3.

14. This was described as follows by PGS! chairman Ronnie Lubner: “After 85 years in the business,
the founding familfes, the Lubners and the Brodies, and their partners for the past 10 years, Liberty
Life, relinquished effective control of PGS!Y. Because the various branches of the two families and
Liberty Life had developed increasingly different needs, a decision was made to dispose of their 55
percent combined holding in Placor and this, with the sale of this interest to SA Breweries, control
passed."(PGSL Annpal Report 1992, pp 10 - 11). Soon after negotiations with SAB started (in the latter
half of 1991), the opporiunity arose for PGSI tr  cquire Pinkington’s 48,4 percent interest in Glass
South Aftica, and as a consequence of these developments, a series of inter-related hansactions took
place over the following months: PGST increased its effective interest in Glass SA to 96,8 percent from
31 March 1992 by acquiring Pilkington’s interest for R525 million; a 50 percent investment in
Spankor was acquired from Afcol on 1 April 1992, thereby raising the Group’s effective interost in
PG Bison by 24 percent to 71,7 percent; antomatically converiible preference shares were issued to
fund these investments and were taken up by SA Breweries; R354 million was raised by way of a
rights issue of ordinary shares in April 1992 to increase the equity base of the offshore operations and
to refinanice local borrowings. The outcome was that SA B obtained an effective 67 percent of PGSI
through an investment valued at aimost R1,5 billion. (Tbid).

15. On the one side Spankor had a 48 percent share while Mondi had a 50 percent share in Spankor.
Mondi was a subsidiary of Anglo American, Afcol had the other 50 percent share in Spankor, and was
a subsidiary of SAB (which was controlled by Anglo Americun and Liberty Life). On the other side
PGWI also owned 48 percent of PG Bison. PGWI (which soon after ceased fo exist as an operational
division), was wholly owned by PGSI. 49.6 percent of PGSI's shares were owned by Placor Holding
Limited (which derived all its income from investments in PGSI and was owned by the Lubner and
Brodie families, SA Mutual and Liberty Life. The balance of shares were held by the executive share
trust(Rub Cohen, op cit; PG Bison Management and Groip Sfructure, company document, 1989, PG
Group Annusl Report, 1989, p 5).

16. 11, Bertie Lubner served as joint executive chairman and CEQ of PGWI (while Leon Cokhen, who

Jjoined the group in 1978, and was appointed fo the PGSI board in 1984, served as deputy chair~an
of PGWI and CEO of PG Bison). Ronnie Lubner served as joint executive chairman and Ci ‘% - f
International Glass Holdings Limited. Bertie headed the company’s entire wood division while ¥ - e
headed the glass division. Leon Cohen took over as chairman of PG Bison in September 15986, (PG
Group Annual Report 1989, pll; Interview, Roddy Payne, November 6 1996)

17. Business Day, October 25 1991,

18. The decision for Bertie Lubner to withdraw from executive responsibilities within PGSI, and for
:”onnie Lubner to assume his brother’s role within the wood division, followed major Tosses in PGWI
investments in the intemational timber market in 1990 (decisions which fell outside of PG Bison’s
ambit), At the time Ronnie Lubner said there were "material and unbudgeted losses in the group’s
timber division worldwide" (The Star, May 4 1990). These included “high development costs,
management problems, & market downturm in Awusfraiis, Europe and Sooth Africa and supply
difficufties" (Business Times, May 6 1990). Business analyst Ann Crotey referred to several "material
changes” within PGSI which included "the need to make substantial management and structural
changes (following the resignation of members of the executive team)". (LThe Star, May 4 1990)
Financial Mail commented: "PGSI ran into problems during the eightics after management expanded
forcefully abroad. ... Under performance of the wood trading. business persuaded the group to
withdraw in 1991, writing off R84 million on the disposal®, with the result that the company "set about
concentrating its foreign resources on the glass installation outlets" (November 27 1992). Three months
before these problems surfaced, Bertie Lubner announced that PGWI and Whitestone Investments -

422



a US and European investment consortium - would form the Luxemburg-based Wood Products
International to take over the business of PGWI’s offishore subsidiary, Wood Interpational - & deal
which would inject $35 million into the company coffers. He said this was "one of the most significant
breakthroughs for the wood division’s international expansion programme" (Bosiness Times, January
14 1990). However, soon after the deal (which was subject t0 2 suspensive condition) was in trouble,
with Ronzie Lubner acknowledging that changes were required. (Business Times, May 6 1990). In fact
it fell through and the company withdrew entirely from the international timber business (Financial
Mail, November 27 1992; Interview, James Smith, January 10 1993), and soon after Bertic Lubner
withdrew from his executive role. At that stage, PGSI retained investments in Africa, involven in the
upgrading, mapufacturing and retailing of timber, board and fumiture through PG In'tustries, PG

- Botswana, PG Malawi and Frederick Sage, The last component of PGWI's internal investments,.
Johannesburg Mouldings, was sold in 1993, after which PGWI was no more than 2 legal shell
company. Prior to 1990/1 PGWI had the following other internal wood investments (in addition to #ts
48 percent share in PG Bison): Interwill SA (PG Timbers, Knep Hardwoods, Wilrose Timbe g, Saftor
and Consyl Shipping. (PGSI Group Structure, 1989), PGWI was always a separate company from PG
Bisoxn and should not be confused with PG Bison’s subsidiary PG Wood Holdings Limited.

19. Intarview, James Smith, Jenuary 10 1993.

20. Financial Mail, November 27 1992, pp 26 - 28.

21, Ibid.

22, Interview, James Smith, January 10 1993

23. Interview, Leon Cohen, November I 1991. In addition te Liberty Life’s snbstantial interest in
SAB, Liberty Life held 31,7 percent of Placer’s shares, while SA Mutual held 25,8 percent and the
Lubner and Brodie Families, 22,8 percent,

24, Tbid.

25. Interviews: Leon Cohen, February 26 1992; James Smith, August 28 1992 and July 20 1992;
Maxine Hart, January 16 1993.

26. Interview, James Smith, July 20 1992,

27. Interview, Maxine Hart, January 16 1993,

28. Inferview, Leon Cohen, January 26 1994.

249. Rob Cohen in "PG Bison: Total Productivity and Quality," video, op cit.
30. Plaie Glass and Shaiferprufe Indusiries Limited, Anwual Report 1994, p 4.
31. Inferview, Rob Cohen, August 17 1989,

32, Thid,

33.1bid. - |

34, Thid.

35. Interview, James Smith, August 28, 1992; Rob Cohen, op cit.

423



36. At that stage there were five legal struciures within PG Bison (those these did not necessarily have
much significance operationally): 1. PG Wood Holdings, which held all the company’s wood branches
with the exception of (2) Pennypinchers; 3. the property division which held all properties; 4.
Bisonbord and 5. PG Manufacturing - an intermediate company which owned 70,04 percent of
~ Laminate Indystries (most of the rest by owned by the US company Cysnamid). (Rob Cohen, ibid;
Maxine Hart, «p cit),

37. BG Bison Performance Report 1990 - 91, p 2; PG n Performance Report 1991 -2, p 4;
Interviews, Rob Cohen, August 17 1989 and Februaty 6 1995 and James Smith, January 26 1994;
SWOP, "Restructuring and Proposed Redundancies at PG Bison: A Report to PPWAWU", Sociclogy
of Work Propramme, Wits University, July 1993, pp 1 - 3.

38, Ihid.
39, Thid,

40, Interviews: Rob Cohen, August 17 1989 and February 6 1995; James Smith, January 10 1992 and
January 26 1994; Maxine Harf, July 30 1992 and Januery 26 1994,

41. Titerviews: James Smith, January 26 1994 and Rob Cohen, February 6 1995,

42, PG Bison Performance Report 1991 - 92, p 9 Rob Cohen, op cif anc. " PG Bison AV Video", PG
Bison Manageinent Videos, 1993,

43, Interview, Maxine Hart, Janvary 16 1993.
44, "Position Paper: PG Bizon’s Re-organisation”, company document, February 1993, pp 1 - 2.
45. hid, p 2. '

46. "PG Bison Strategic Plan: Toward Integration, Empowerment and World Class Performance,"
compeny document, March 1993, p 7,

47. By, for example, opening a new plant in 1993 producing medium-density fibreboard, in addition
to its establisbed chipboard product, (Interview, James Smith, January 26 1994)

48, Ibid, pp 7~ 8.

49, Bales of its chipboard product declined by 20 percent in the three years prior to restructnring,
{Leon Cohen, quoted in The Star, May 27 1993).

50. Quoted in, "PG Bison: Retrenchments tost the process," Finance Wesk, April 8 1993,

51. Bisonbord made the greatest contribution to the company’s performance. In 1991/2 its Value
Added statement (sales less cost of sales) showed a figure of R112.3 million compared with R37.3
miilion and R66.3 million for Laminate Industries aud PG Wood respectively. (PG Bison Performance

Report 1991 - 92, pp 8 - 12))

52, Interviews: Rob Cohen, February 6 1995; Leon Cohen, January 26 1994; Maxine Hart, January
28 1994,

&3, Interview, Maxte Hart, March 29 1993,

424



54. "A Whole New PG Bison - The First Six Months: HalfYear Petformance Report 1 April to 30
September 1993", p 4.

55, At PG Wood (Transveal) the percentage increase in the value of sales fell from 33 percent between
1988 and 1989 to 2 percent between 1992 and 1993, while gross profits as a percentage of total sales
fell from 20 percent in 1991 to I7 percent in 1993. Bad debt write-offs (as a result of liquidationg and
closure of customers) rose from 171 in 1990 fo 309 in 1992. ("Restructuring and Proposed
Redundancies at PG Bison," op cit, p 5).

56, Between March 31 1989 and March 31 1993 sales (excluding Pennypinchers) rose from R582.9
milfion to R636.3 million, while the employee wage and salary bill rose.-from R100.5 million to
R136.1 million and the amount of “weslth created" declined from R218.4 million (in the year ending
on March 31 1991} to R197.5 million. "A Whole New PG Bison", op cit, p 5.

57, Interview, Maxine Hart, January 28 1994,

58. Interview, Rob Cohen, February 6 1995,

59, Tbid.

60. This is Jiscussed in 6.6 below.

~'61. As an ANC member of the Gauteng legislature.

62, Finance Week, op cit.

63. This compared with a ratio of 1:11 in Boksburg and Stellenbosch and 1:17 at Pietermaritzburg.
(SWOP, op cit, p 27).

64, Interview, Maxine Hart, Janvary 28 1994,
65. "Position Paper", op cit, p 2.

66. Tbid,

67, Ibid.

68, "PG Bison Sirategic Plan; Toward Integration, Empowerment and World Class Performance,"
March 1993, pp 10 - 11,

69. "Position Paper”, op cit, pp 2 - 3 and The Star, May 27 1993,

70. Tbid, and SWOP, op cit, p 6,

71. SWOP, Thid, p 7 - 11.

72.1bid, p3-4.

73. Questionnaire, Roddy Payne, November 5 1996, | _

' 74. Mike Alfred, "IR at the Crossroads: High or low road for us", The Manpower Brief, October 1993,

p 8; Lacl Bethlehem, Sakhela Buliiungu, Owen Crankshaw and Caroline White, "Co-determination vs
co-option: PPWAWU and PG Bison negotiate restructuring”, SALB, vol 18 no 1, p 15.

425



75. SWOP, op cit.

76. James Smith, Needs of Retrenclied Workers: A Case Studz, MBA disseriation, University of the
Witwatersrand, 1994, pp 28 - 30

77. Of the 177 (out of 250) employees made redundant after restructuring who participated in
interviews and an exit questionnaire with the company’s HR officers, and whose interviews were
available (a further 20 interviews were lost in transit hetween the branch offices and the head office
while over 54 employees did not participate), 140 (81 percent) volunteered, 10 (6 percent) took early
retirement and 23 (13 percent) were made redundant on a compulsory besis. According to Smith the
compulsery redundancies involved clerical and middle management employees, most of whom were

non-union employees. (Ibid, p 31).

78. "Megotiating a Corporate Restructuring: PG Bison Case Study," company paper, October 1993,

pp 1 - 5; Mike Alfred, op cit, pp 8 - ¥; Bethilchem, Buhlungn, Crankshaw and White, op cit, PP 12 -
19; SWOP, op cit, pp 1 - 35; James Smith ibid, pp 30 - 31,

79. Interview, James Sraith, March 21 1993,

80, Tntesviews, Rob Cohen, Fobruary 6 1995.

81. Rob Cohen, ibid,

82. Thid,

83. Interviews: Kenny Fihla, Augnst 16 1991: Gibson Nduli, October 21 1991; Anton Makhaye,

September 6 1991; Welcome Nishangase, April 19 1993; Maxine Hart, January 28 1994; James Smith,

May 1 1994; Rob Cohen, Februaty § 1995; Themba Mieka, February 12 1995; Roddy Payne, August
1 1996,

84, Interviews: Welcome Nishangase, April 19 1953; Maxine Harl, January 28 1994; James Smith,
May 1 1994; Themba Mifeka, February 12 1995; Roddy Payne, August 1 1996,

. 85, Interviews: Sam Nwlj, July 18 1990; Andre Michey, Jannary 19 1994; James Smith, May 1 1994;
Roddy Payne, August [ 1996,

86. Interviews: Uilbson Nduli, October 21 1991; Maxine Hart, January 28 1994; Roddy Payne, August
1 1996.

87. Inicrviews: Anton Makhaye, September 6 1991; Maxine Hart, Janvary 28 1994, Roddy Payne,
September 26 1956,

88. The exception was that in 1996 they recruited a handful of black artisans and supervisors, (Roddy
Payns, ibid and responses to questionnaive, November 5 1996).

89. Interview, James Smith, January 26 1994,
90. "Documents for the Third National Forum", March 11 1992,
91. James Smith, interview, January 26 1994,

92. Ibid,

426



93, Interview, Welcome Ntshangase, op cit.
94. Ibid.
95, Ibid,

96. After lengthy negotiations for an industrial council in the printing industry, by l#ts 1993 employers
were prepared to concede Ppwawn centralised bargeining, but only with regard to minimum wages
and leave, while employers in the pulp and paper, forestry and wood board sectors resolved they did
not want centralised, nations! bargaining. (The Shopsteward, vol 2.5, October/November 1993, p 22 -
23.) ' .

97, Questionnaire, Roddy Payne, op cit.

98. Interviews: Rob Cohen, February 6 1995; Jim Smith, May 1 1994; Themba Mfeka, Febmary 12
1993, The Alrode factory has two sections, whose workers have been covered by different industrial
council agreements - one by the Seifsa agreement and the other by the fumniture industinal council.

99, "Minutes of the First PG Bison National Fortim,” company document, June 1991.

1080. "PG Bison National Forum 10 - 11 June 1991,", company document, pp 57 - 59.

101. Interview, Welcome Nishangase, op cit.

102. Interview, Rob Cohen, February 6 1995,

103. The Shopsteward, op cit, p 23.

104. Billbord, volume 1 number 2, Sprirg 1994,

105, SWOP, op cit, p 24 - 25.

106, Biiibord, volume I number 2, Spring 1994.

107. Interview, Rob Cohen, op cit.

108, Bilibord, volume 1 number 2, Christmas 1994,

109, The final minimum and average »ages at the three companies prior to their absorption into PG
Bison were as follows; In 1992/3 the minimum wage at Lantinate Industries was R7.60 per hour (or
R1 4350 per month) and the average wage R8.20 per hour (or R 1 563 per month). The minimum wagz
at Bisenbord (for newcomers and cleaners) in 1993 was R6.62 per hour. PG Wood after the November
1992 wage negotiations had a minimum of R210 per week (4.77 per hour) and an average of R290
per week. There were also considerable regional differences within the companies. Prior to the 1992/3
wage settlement, the averaje wage at the Piet Retief fuctory was R315 per week, rompared with R329
. for the company as a whole. {Intecrviews: Andre Michaux, July 27 12992 and May 11 1993; Jemes
Smith, August 28 1992, April 6 1993 and January 26 1994 and "Agreemeat on wages and other
conditions of employment reached between PG Bison Ltd, PG Bisan (Transvaal) (Pty) Lid, and PG

Bison (Natal) (Pty) Ltd (The Employers) and P.P,W.A.'W.U. and U, W.U.S.A, (The Unions)", January
191994, p 1.) ' :

427



110. At Laminate Industries, wothar . «rted not to join the 1992 Numsa national strike in the metal
industry after reaching & settles ent v..th management (an increase of over 14 percent) which was
significantly higher than the indusiial council minimum or the Numsa demand in ifs dispute with
SEIFSA. According to the HR manager, Andre Michaunx, the minimum and average wages at the
factory were over R 1 above the average minimum in the Alberton area as 4 whole and significantly
higher thar the industry average (Interview, May 11 1993), while in an earlier interview, the Numsa
union orpaniser, Elias Monage, conceded that the Laminate zverage was higher than the Alberton
average, but said there were some companies orgs..ised by Numsa outside of Alberton which paid
higher wages. (Interview, August 24 1992). According to James Smith the minimum wage at
Bisonbord was "well above the industry average, whichever way you look at it" (interview, April 6
1993), while Ppwawu’s Welcome Ntshangase said wages at PG Wood were "about average for the
industry.” (op cit).

111. Interview, Rob Coken, op cit and questionnaire, Roddy Payne, op cit. In Jamuary 1994 the
minimum wage for hourly paid manufacturing employees was R7.19 per hour, while the minimum for
distribution workers was R5.4Z per hour. By 1996 the minimum wage in manufacturing had risen to
R8.79 per hour and in distribution to K7.00. Average wages for unionised workers (those up to grade
13) were R9.98 in manufacturing and R8.50 in distribufion. For reference, the CEQ's salary in 1996
worked out to R148 per hour, excluding benefits. ("Agreement on wages and other conditions of
employment reached between PG Bison Limited, PG Bison {Transvaal) (Pty) 14d and PG Bison
(Natal) (Pty) Ltd (The Employers) and P.P.W.A.W.U. and U.W.U.S.A. (The Unions)", company
document, January 19 1994, p 1 and Roddy Fayne, questionnaire, op cit),

112, Interview, Kob Cohen, op cit.

113, Interview, Welcome Nishangase, op cit.
114, Intetview, Rob Cohen, op cit.

115. Questionnaire, Rﬁddy Payne, op cit.
116. PG Gronp_Annual Report 1989, p 8.

117. PGSI Annual Report 1992, p 15.

118. Christo Nal, "Total Productivity and Quality - An Holistic Strategy for Business Change®,
company paper, August 1988, p 1.

119, Interview, Leon Cohen, November 1, 1991.

120, According to the audited company statement published in its Annual Reports, sales went up from
R607 million in the 1990/9} financia! year to R662 million in the 1991/2 financial year but in the
same period operating profits declined from R85 million to R76,7 million (PGSI Annyal Re sort 1992,
p 22). Attributable profit in 1991/2 was R39 million (James Smith, interview, January 10 1993). The
company’s "Wealth Creation" (Value Added) statements (excluding Pennypinchers) indicated steady
growth (from R69.8 million in 1986/7 to R218.4 million in 1990/1 and R214.1 millicn in 1991/2, but
this declinied to R197.5 million in 1992/3, Dividends rose from R5.2 million in 1986/7 to R13.5
million in 1989/90 and 1990/91 and R13,2 million in 1991/2 but fell to R10 million in 199273, (PG
Bison Performance Report 1990 - 91, p 12, PG Bison Performance Report 1991 - 92, p 7; A Whole
New PG Bison, op cit, p 5;. Billbord, vol § no 2, Spring 1994, p 3). In the financial year ending on
March 31 1993, sales of PG Bison’s board products had fallen by six percent and its laminate products
by eight percent. (The Citizen, May 11 1993).

428



121, "Half Year Performance Report to the Employees of PG Bisor," November 1992, p 3.

122. In the year ending March 31 1994 sales rose from R827 million in the previous financial year
to RR61 million, the "Value Added" (sales less cost of sales - including Pennypinchers) rose from
R219.8 million to 260.7 million, while the PGSI group share of attributable eamings rose from R14
million to 27 milion znd dividends from R10 million to 16.3 million. In the six months fiom 1 April
to 30 Seprember 1994, sales rose by 17.6 percent over the same period in the previous year (from
R423.1 million to R497.5 million), while the Value Added increased by 14.7 percent from R130.2
million to R149.4 million. (PGSI, Annual Repast 1994, op cit, p 19; Biilbord, vol 1 no 2, Spring 1994,
P 3 and vol 1 no 3, Christmas 1994, p 3.)

123. Billbord, volume 1 mumber 2, Christmas 1994.

124. Turnover in the financial year ending March 31 1993 was R639 million. This increased to R664
million in 1994, 788 million in 1995 and 879 miilion in 1996, Figures “~ earnings before interest and
tax were: 1993 - R35 million; 1994 - R62 million; 1995 - 85 mi 1996 - 47 million (with a
forecast of 54 miliion for 1997). The figures for after tax profits were. .+93 - R32 million; 1994 - 35
million; 1995 - 52 million; 1996 - 27 million (with a forecast of 23 million for 1997). These figures
exclude Penny Pinchers. (PGSI and PG Bison annual reports, 1993 -1996; Interview, Roddy Payne,
November 6§ 1996).

125. Interviews: James Smith, January 10 1993; Leon Cohen, November 1 1991.

126. Interview, Leon Cohen, November 1 1991,

127. See chapter five,

429



C TER EI

THE ORIGINS OF PARTICIPATIVE MANAGEMENT AT PG BISON
8.1 INTRODUCTION

‘When the initial board level discussions about the need for & fresh approach to management
took place at PG Bison in 1986 and 1987, participative management was already coming in
vogue within business schools é.nd consultancies in South Affica, and 2 handful of companies
were starting to experiment with its precepts.! TPQ at PG Bison .was therefore not a
programme which emerged in a vacuum, but rather a particularly vigorous example of an
emerging trénd within South African business, As discussed in chapters four and five, in the
mid-to-late 1980s there was a strong perception within: the South African business community
that the lack of paxﬁcipaﬁon by black employees in business decision, when combined with
the growing levels of political conflict in the country, was causing ever-decreasing
productivity, a hardening of attitudes, a decline of competitiveness and an inability to develop
the calibre of manpower required for in internationally competitive economy. Govemment.
policies were also seen as contributing to the education, training, housing, health and transport
problems faced within companies, which was the reason why business lobbied for more
spending on black education, contributed funds to private education, supported a wide range
of black community initiatives through corporate social responsibility schemes, and channelled
profits into traiing programmes and at the same time began to put more energy into lobbying

and campaigning for political changes.?



Aﬁother, related response to this adverse socio-political climate, was for companies to change
their own way of operating, their relation to their own employees and their image among their
customers and the public more generally. This element, though often conceived of as being
a-political, had a clear political dimension both with respect to the cav. . of the problem and
the methods of resolving it. As Leon Cohen put it when discussing the decision to embark on
PG Bison’s internal change programme: "The question was what had to be done to get into
the 21st Century if the purpose of business is to remain in business and if the inevitability of
change from a white-dominated society to a country for all itz people and the need to
introduce creative initiatives to reverse the economically destructive route of the country was
aﬁlmowledged? All this was aggravated by political ignorance brought about by censorship
and disinformation, particularly by TV, which resulted in further retreat into the laager or
emigration. It also caused short-term decision making instead of long range planning and
reliance on a vain hope that the reality of South Africa would never have io be faced"?

- However, to say that moves towards a stakeholder approach to business management were part
of a political response to the situation it found itself in during this period, is not to argue that
politics in general can be considered the sole cause of participative management. In most
companies there was a complex interplay between factors which could be considered to be
directly political, and a range of other considerations, including the performance of the
business, the impact of trade union organisation, the influence of other companies and of
international precedent, and, most pertinently, the atfitudes of those holding power within the
orgénisation. In any one company, one or more of these factors might predominate, as has
been illustrated with the examples discussed in chapter five. The point here is that there is no

inevitable hierarchy of causation. In trying to understand the process at PG Bison, it is
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therefore necessary to look at each of these influences in their own right before offering a

relative assessment of _their role.

8.2 INDIVIDUAL INFLUENCES ON PG BISON’S CHANGE PROGRAMME

The idea that the direction of industrial relations within 2 company could be significandly
influenced by key individuals in positions of power is one that management seems to have
Ittle problem with, but which was anathema to conventiqngl wisdom among trade unionists
and industrial sociologists, at least until recently, Unionists interviewed for this study tended
' to see TPQ as a product worker militancy or as part of a desiie to inerease productivity at a
fime of economic decline. The notion of top management exercising significant freedom of
choice in deciding how relations with employees were to be organised, was one that union
orgauisers in particular had difficulty acknowledging, even if it was implicit in much of what
- they said. Former Ppwawn national official, Welcome Ntshangaée, for one, stressed that
"industria! relations is not usually affected by subjective conditions", and that the liberal views
of the PG Bison management should not be seen as a "cause" of the decisions made.*
However, he appeared to confradict this assertion by placing considerable stress on the
individual reles played by Leon Cohen and Christo Nel, and, erroncously, viewed the
supposed rnle played by the CBM as a causal agent. "One cannot run away from the fact that
TPQ at PG Bison should always be regarded as an initiative of CBM," he said. "I say this
because the two people who were at the core of TPQ ~ Leon Coben and Christo Nel - were
very active members of CBM. I fail to agree with myﬁody who would say they never locked
at this thing as CBM. ... The idea of changing industrial relations came with Leon Cohen, but

the man who actually designed it was Christo Nel. He was the architect,"” Discussing the
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political attitudes of these two men, he added: "I would argue that they were not guided just
by their liberal views, but I would accept that their liberal views mude it easier for them to
take that chance. It was a chance because they didn’t know whether this thing would backfire.
That’s the risk they had to take, Liberalism played a part in making some of them brave, and
I think a person who argues that Leon Cohen is not a liberal, would not be knowing him, and
the same with Christo. What I"m saying is that there were these objective factors which were

forcing them to change, but also, subjectively, it was easier for them to follow that route™.?

K is worth examining this perception in more detail. While he was certainly correct. in
pinpointing Cohen and Nel as the two key individuals in the process, and in highlighting the
significance of their political beliefs, he was off the mark in considering this a CBM project.
The reality is that CBM was formed two years after the initial discussions that led to TPQ,
and almost a year after its practical implementation bad begun.” Rather, CBM was a parallel
" macro-level development which arose out some of the same impulses that prompted 'I'PQ at
the enterprise level, and also involved some of the same individuals. TPQ received publicity
in gther companies through the CBM network, but it was certainly nof a product of CBM.
However, the role played by Nel in Unisa’s Project Free Enterprise in the mid-1980s, and the
influence of ity research on Cohen and on the company is worth asserting, Nel headed a
Project Free Enterprise research project forussing on black perceptions of business in South
Africa, which Cohen ackmowledged had 2 cumsiderable impact on his approach to his
employees. As he put it in early 1989 *Our fit t insight into the perceptions and aspirations
of the blacks and the extent of the biack/white divide was the publication of a study prepared
by Project Free Enterprise. This was the beginning of a series of conferences and get-togethers

by our sepior management where we considered the current situation - the rapid rate of
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polarisation, the politicisation of the unions, the state of the cconomy, the inept see-saw
method of government. We looked at projections into the firture - urbanization, lack of skills,
lack of investment, lack of productivity, lack of vision™ * Adé.ng to this in an inferview later
that year, he said: "“The process was iriggered to a large extent by what was taking place in
Project Free Enterprise at that stage. We spoke to many different people, and one of them was
certainly Christo Nel. He was looking at evolving an actual system for bringing together the
political and social needs of the people, with the productivity requirements of a business. It
was really that meeting with Christo which acted as a catalyst for us to evolve and develop

this system™".’

The impact of Nel’s ideas are not the only influetice worth emphasising. Culbien bad a Jong
history of anti-apartheid activity going back to his days as 8 Wits University of the student
in the late 1940s. He was active in opposing the government through extra-patliarentary
organisations in the 1950s and 1960s and adopted a critically supportive stance towards the
UDF and ANC long before this becaﬁe fashionable.!” He was a close friend and a former
business associate of Dr Max Coleman (x tounder member of the Detainees Parents® Support
Comumnittee and subsequently an ANC MP), who became an important source of information
and inspiration for him throughout his tenure as PG Bison CEQ.M This background meant
the was open to currents of political thought beyond the usual confines of white,
parliamentary politics. His position within the business was also important. He joined the PG
group in 1978 and was appointed to the PGS board in 1984, serving as deputy chairman of
PGWI and as PG Bison’s CEO from the time of its formation in 1986 until his retirement in.
1994, when he devoted more time to politics, before being appointed company chairman in

1996.' As a result, he was well-established within the PG Group at the time he proposed
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the introduction of TPQ, and, as mentioned in chapter seven, the unique shareholding structure
of PG Bison gnve the company’s executive (and particularly its CEO) copsiderable

independence, which Cohen sought to exercise to the full.

Significantly, he promoted the idea of the CEQ as "the catalyst of change”, within the
company, rather than as a mere servant fo is sharcholders ™ "If business, as we understand
it, is to survive in the evolving South Africa, a new *social contract’ between business on the
one side and customers and employees on the other must emerge," he wrote in 1989, "The
CEO is in the best position to articulate to his organisation the inevitability and consequence
of a unitary, damocratic, South Africe, and only the CEO can give the requisite leadership to
prepare business to be able to prosper in a post-apartheid society”.' Later in the same paper
| he argued: "If one looks at the formal stucture of business, consisting of shareholders,
directors, CEO’s, management and employees, it becomes apparent that the responsibility lies |
with the CEOQ. The shareholders, with few exceptions, are in reality the men and women who
manége money for the institutional invesfors. ... Their measurement and reward is in direct
conflict with the time and ris™ ~ssociated with change. ... Whilst the board of directors is able
{o contribute to change, it is unlikely that they will fulfill this undertaking.... The board has
the primary role of treasurer and custodian of investors’ wealth, monitoring the return and
security of the investment and the dividend policy - a function which by nafire would err
towards short term return and the maximisation of profit and shareholders’® finds. .., It is the
management ... who determine the long-term strategy of an organisation. The only real power
the directors have is to withhold funds and fire the CEQ. ... Outside directors have peither the
time, nor, more importantly, the knowledge to formulate the strategies of an organisation.

Furthermore, the board is unable to implement anything without at least the tacit agreement
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of the CEO".” And he went on to argue: "In contrast to the board, the CEO is an
identifiable individual and as such has a pivotal role fo play, as only he has the ability to:
influumce the board through his knowledge and integrity; change the culture of an
organisation; mobilise the management of an organisation, It is a recognised fact that to

change the culture of an organisation, you have to change the CEQ".!

The combination of the relative structural independencé of the CEO as well as Cohen’s
assertive approach to this role, and the evolution of his political views, were key factors in
the decision to implement TPQ. What Cohen needed, he felt, was a handpicke& individual
who could be entrusted with the authority to devise and implement a workable change
programme. When, in 1985 and 1986, he came into contact with Nel, he recognised him as

someone, who could, as he put i, "plough my garden”,”

Prior to becﬁming a PG Bison director, Christo Net had already reachéd a position of some
public prominence. A Stellenbosch Univ&sity psychology and business science graduate, he
achieved his initial exposure through heading the Project Free Enterprise research team in
1984 and 1985, Thereafter he was employed as a consultant to the FCI, working on the
formulation of its controversial 1986 Business Charter and later on the Project Free Enterprise
report on economic participation in South Africa. His role in the Project Free Enterprise
rerearch exposed him to several CEOs involved in inifiating participative projects, and this
experience, together with his more intense exposure to the Cashbuild example through his
friendship with Albert Koopman, helped mould his ideas on the kinds of programmes needed
within South African industry. Together with his brother, Johann, he formed Iﬁsa, which later

served as a consultancy on "participative processes” to PG Bison, and until he left PG Bicon
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in 1991 he served as directors of both companies. Furthermore, by the time he joined PG
" Bison in late 1987, he had developed extensive contacts with a range of extra-parlismentary
opposition groups. Significant here was his involvement in the Idasa-sponsored meeting
butween 60 Afrikaners and the ANC at Dakar in 1987, where he delivered a paper on, "A
| Framework for a Liberated Economy in South Africa". Shortly before joining the companf
he also became involved in facilitating workshops on Afrikaans uni. vrsity campuses betweén
black and white student leaders and at about the game time began the "behind the scenes"
méeﬁngs with UDF leaders which led to the formation of CBM. The relevance of this
background is that by the time he joined the PG Bison board, Nel had already achieved fairly
wide exposuré within both business and political circles, which he was later ablé. exploit -
through expanding Iti._sﬁ’s domain in the business world, initiating the CBM, and through
establishing further contacts with the key political players, As far as his role within PG Bison
itself went, he saw this, in part, as an opportunity to test his theories about participation and
in-house culture change in practice, As Cohen put it: “If Christo was going to prove that his
theories could work, and we were going to make PG Bison a winning company, then Christo
needed a real situation and we needed someone to champion our cause. After discussions
which lasted several months, Christo agreed fo join our company and accepted a seat on the
Bosrd, underfaking the responsibility of introducing what initially was considersd an

interesting and somewhat frightening experiment”,”

This sense that PG Bison was an experiment with potentially wider implications was also
shared by some of the unionists involved. Ntshangase viewed the TPQ process at PG Bison
as a prototyps for what Itisa eventually attempted on a Iarger scale, "When Christo Nel was

introducing TPQ at PG, at the same time he started 2 process with his brother, Johaun,
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forming up Itisa. So when he finished what . wag doing at PG he then went full-time into
hisa".® While sequence of events is not entirely aceurate - Itisa was formed prior to Nel
joining PG Bison, and the process of him leaving the company was not simply a case of him
finishing what he was doing® - it does suggest something of the centrality of Nel’s role in
conceiving PG Bison’s participative management programme, With Cohen’s backing and
hands-on guidance, and with the someﬁmes cantious backing of the company’s other executive
directors, he fashioned TPQ, and was the key player within the company in ensuring its initial
implementation. However, after overseeing Nel’s contribution in planning and implementing
TPQ, Leon Cohen came to view Nel’s role as a relatively short-term, inspirational one - to
shake up the business and set the change process in motion before moving on. "Christo was
certainly important as a catalyst, and he was impressive in putting forward a forceful view
which initiated a major change at that stage," he said, adding, however, that this "just one
aspect of the fotal process of transformation”, and that what was lacking in the way the
process was introduced was much sense of "ownership" by the organisation as a whole, and
particularly by its management.® His successor as CEQ, Rob Cohen, offered a similar
perspective. "Christo was a very good conceptualiser, and certainly made an enormous
difference in the business, but didn’t put in the bureaucracy in the positive sense that was

needed to instintionalise those processes."®

After the initial impetus by Cohen and Nel the programme déveloped iis. own uncertain
momentum with its parameters being shifted by day-to-day experience, by the active
intervention of union leaders, the sometimes negative reactions of factory bosses and line
managers, the influence of TPQ staff, the external socio-political climate, and most

particularly, by the atiitudes and action of the CEO, with the marked shift in emphasis from
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Leon Cohen to Rob Cohen illustrating this point.* There was nothing inevitable about any
stage of the process, and decisions about its direction were often made “on the hop’, At each
stage and within each business unit, the roles played by individual actors in positions of power
had a decisive effect on its progress. In assessing the individual roles of key actors involved
in initiating TPQ, it is obviously correct to place their ideas and activities within the context
they occur_red. Certainly the politica] conflict in the conuiry, the problems in the economy and
~ the rise of trade unjons, as well a. the ﬁerfonnance of the three companies which came
togeiher as PG Bison, helped to concentrate the minds of those in power, while the degree of
autonomy enjoyed by senior management provided the scope for the experit_nenmﬁon which
followed. But without Christo Nel it is likely the programme would have looked very
different, It may have taken far longer to implement and probably would have taken on a
different form, particularly in its early stages. And without Leon Cohen it is Iikely that it
would never have been started in the first place. In this sense the specific roles played by
these individuals - as well as several others discussed in the proceeding chapters -should be

considered an independent cause of participative management at PG Bison.
83 THE ECONOMY AND BUSINESS SUCCESS

For many business leaders in the late 1980s, the couniry’s problems were perceived to be
rooted in politics, but their effects were felt primarily through the economy and through its
impact on the workforce. A prime motivation in introducing in-house change programmes of
vm‘idus kinds was to counteract these negative, economically-related effects of apartheid in
order to improve'tﬁe performance of the organisation. While it would be wrong to remove

from the equation all considerations of managerial desire to improve the lot of its workforce,
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participative management was seldom motivated entirely by altruism, but rather tended to be
- roofed in a desire to improve business performance by increasing the participation of the

wurkforce and by eliminating barriers blocking participation.

This perspective was encapsulated in & paper by Leon Cohen, written in early 1989, in which
he explained the realisation that he {(and later his business) came to two years earlier about
the need to redefine their relationship to their workforce and fo the country®s political
sitvation. "The purpose of business is to stay in business”, he said”, adding that this required -
an understanding the social forces which affected the oréamgaﬁom This led him to recognise:
- ™. the inevitability of change through transformation from a white dominated society to a
future of one country for all our people, and 2. the need to develop and implement creative
initiatives to reverse the economically destructive route we are on"* He added: "Be it
self-interest, be it fear or threat, the challenge we saw was that if wa did not increase the
capacity of the business to stay in business, then no matter whether all concerned commenced
right now a process of consultation toward real change, there wo.r'd still, in.fact, be no
worthwhile future to which we could look forward, We would not become socially responsible
by undertaking charity programmes or ad hoc vnrelated activities, nor through tokenism, nor
through paternalistic aliruism. We had to acknowledge that both white and black had been
suppressed - the workplace had become, for whites, a means of controlling others and for

blacks a means of survival, and neither were achieving self-fulfillment" 2’

The *bottom line’ dimension of Cohen’s argument was one also stressed by unionists involved
in the company, when asked about the motivation for participative management at PG Bison

and other companies. Most viewed TPQ as a managerial innovation primarily designed to



improve performance. One of those who stressed this argument was former Ppwawu branch
secretary, Kenny Fihla: "Our perspeciive is that this was done in order to increase
productivity. It helps them reduce things like late-comings, sbsenteeism and so on. I think
they hope that workers should be policing each other. They are also coopting the shopstewards
in that they see to it that late-comings are reduced, strike action is discouraged and wastage
is cut down on".*® Nishangase took a simjlar approach to the question of causation, linking
it to the pressures from the “objective” economic situation and a desire for increased
productivity. "TPQ, like any other management programme, was introduced in response o a
particular economic situation existing at the time. The economic situation will always
determine the type of industrial relations that are goi.g to come about. The bottom line is to
ensure gre'atér productivity, which ensures greater profitability. You need the cooperation of
the workers if you want to increase productivity, particularly because the harsh conditions at
_ the workplace make the workers distance themselves completely from anything to do with
productivity. So bow do you reverse that? You have to elicit their cooperation. TPQ is about |
that bécause it tells workers they are part of the stakeholders, and so workers identify
themselves with the goals and objectives of the Mpmy. You start briniging in the new
concept which is "we’ rather than *us and them’. Obviously such a relation augers very well
for high productivity because workers immediately identify themselves with success and

achievement, I think that was the bottom line"?,

This perception - that productivity and profits were the root cause of the introduction of TPQ
- whas not resiricted to its critics within the union movement, and was acknowledged by some
within the ranks of senior management who made the point that while the conceptualisation

of TPQ occurred simultaneous to the formation of the company, the decision to implement
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it was influenced by the business histories of its component parts, and by a desire to ensire
that the negative aspects of their past performance were not replicated within the new
company. In 1989 Rob Cohen, then PG Bison's fiﬁancial director, said that by the mid-1 9803_
there was a "sluggishness” in each of what became the three subsidiaries, which the directors
came to see as being directly related to the style and structure of management and the related
problem of low productivity incentives on the part of the black workforce, What was
identified in the series of meetings among top management in 1986 and 1987 was that there
was 3 lack of communication betwean black and white on the shop floor, and that the rigidity
of the line management structure did not allow for a "cross fertilisation” of knowledge and
information, which led to excessive bureaucracy and duplication of functions. TPQ} was, in

part, a response to these problems, he said.*

Tn considering the source of these problems, the CEQ and others within senior management
began to stress the link between poor communication, rigid and sutocratic managerial styles
and low levels of employee motivation, and related problems within the country’s political
economy. Leon Cohen stressed what he called "economic retrogression” which was the source
of the concomitant "social responsibility" of the company®' - the former term referring to the
apartheid-induced economic decline, and the latter to the need to bring business out of the
apartheid mode sooner rather than later - and he viewed TPQ as being a produci of these
concerns. A prime cause of this "retrogression”, was "the funds required to uphold old and
irrelevant systems - the costs of governnient’s unacceptable reform programmes and no less
costly the need to defend our borders and maintain by force, internal control” These
“jrrelevant" systems were contributing to the poverty of the nation: "The toughest lesson of

all was to discover that we were becoming poorer - we could no jonger accept that our
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intrinsic wealth in gold, diamonds etc, guarantéd us that we would remain rich forever.
Reality was that we were in a squeeze - the unproductive costs resulting from the socio-
political crisis on the one hand, and the negative productivity on the other.... It was again a
consequence of sacio-political factors - a long period of irrelevant educational systems, with
little or no development of their skills - no perceived benefits by the work force to encourage
improved performance...", Elsewhere he added: "There were no perceived benefits bﬁr the
~ -workers to encourage improved performance. There was also the brain crisis - the brain drain
| through constant emigration; brain suck throngh skills being taken up in an over-enlarged civil
service and army; the brain drought because of few new skills coming to South Aftica; and

brain suffocation by preventing people from realising their full potential”

Cohen came to recognise that these problems could not be solved simply through training
programmes and material incentives for workers to improve performance, but required a
decisive culturel change within the business. "Within PG Bison, we recognised that workers
came to work each day to earn money; they took no inferest in the bnsiness; they had no
understanding of how the business worked; and they had no meaningful stake in the bnsiness,
This resulted in management’s perception that workers were lazy; they didn’t want to wbrk,
| be involved or play a meaningful role in the business. Management wanted the highest reward
for the Iowest risk; they were uncreative. We needed to do more than address performance
issues; that would have merely reinforced the problem. If we were going to survive in a
post-apartheid South Afiica, we had no alternative but to fundamentally change the
CULTURE within our business. We had to change our old ways of doing things - and this

jncluded our approach to industrial relations". %
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As a result, among those involved with conceptualising the TPQ programme, the desire to
improve performance was not equated solély with the need for impmM productivity and
higher profits - notwithstanding the epithet *Total Productivity and Quality® - but also with
less hardnosed concerns like harmonious workplace relations, a strike-free environment and
a participatory culture, all of which were assumed to have long-term impﬁcaxions for the
success of the business. Cohen embraced the slogan "ownership through participation eciuals
productivity”, but also argued that shifting the racial balance of power within the company
was ifself a legitimate goal, quite beyond considerations of productivity, noting that the

differentiation in opportunity between blacks and whites had created an imbalance in power
and therefore the lack of black participation in creating wealth.® Nel went further,
questioning the notion of productivity as a goal in itself. "Productivity in the old sense of the
word, in which inputs were related to outputs, is an impoverished prineiple. It is only when
management acknowledges that productivity is the fimction and result of 2 total workpiace
culture that business can start developing the building blocks to ensure the developﬁ:tent of
a performance culture, and this cannot be viewed in isolation from the macro environment
outside business".” Arising from this view, TPQ ’theory’ as elaborated on in numerous
company docurtents from the late 1980s, was invariably illustrated through & *performance
barrel’ diagram, used to demonstrate that the reward of an input into the process leads to a
greater output for all. The aim of the theory, which the barrel was intended fo illustrate, was
to "optimimise business performance, and by so doing to contribute towards changinﬁ South
Africa towsards becoming a totally non-racial society".” The relation between the two was

always stressed.



However, the recognition of problems within the economy and the company, and of the need
for a cultural change in order to confront them, did not prompt an immediate attempt 1o
implement the kinds of solutions discussed.’”® And the solutions themselves invariably relied
on individual inputs and personalitics, and were seldom inevitable reflexss ‘4 a piven
situation. Again, as Lean Cohen put it: "The terrible realisation in considering the alternatives
was just how little one knew - how politically igﬁorant we were... Long range planning had
given way to a reactive shori-term decision-making process through which we successfully
sublimated our creative talents and energies in the vain hope that the dawn would never

come".*

2.4 THE DIRECT IMPACT OF SOUTH AFRICA’S POLITICAL CONTEXT

Following from this, there are three important senses in which the influence of the country’s
political situation on the company*s approach to participative management may be considered.
The most obvious dimension conies from the impact of politically-related considerations on
the company’s ability to operate - for insta.ce, how government policies and political confiiots
within society influenced the parameters in which the organisation functioned. The second -
consideration is how those in power within the organisation (the board and particularly its
CEO) ’read’ the political tea leaves and how they chose to respond to these readings, In this
sense the political analysis and activities of key actors within the organisation are important,
particularly if a direct xelation to managerial approach can be demonstrated. Perhaps even
more important, however, is a third consideration: the political profile of the company more
generally and the attitudes and allegiances within it. This is necessary to consider because the

members of the organisation are not merely passive conduits for the unobstructed channeling
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of the ideas of senior management. The successes and failures of the company’s participative
strategies, and the directions which it toak, were influenced by their perceptions, preferences

and prejudices.
8.4.1 PG Bison’s internal polifical culture

‘While it may be correct to describe PG Biscn as a *progressive’ company in terms of the
perspectives and activiiies of much of ifs senior management, the political profile of the
cnmpmiy as a whole is considerably more complex, both because the views of senior
management seldom coincide with those of other employees and because the politics of a
company, and the political ethos within it, involve rather more than a guestion of the formal
political allegiances of its members. Nevertheless these allegiances are of considerable

sipnificance in determining the company’s direction in many respects.

Many of the individuals within the tep Iayers of management (the executive and non-executive
directors) were strongly anti-apartheid in their political perspectives and inclinations, c.erta_inly
by the standards of the day within white society. In this respect, the politics of CEO Leon
Cohen was particularly significant because, as argued above, his personal views were a key
factor influencing the managerial strategies adopted, affecting the eﬁtire political ethos these,
There have, however, been several notable exceptions to this political radicalism among the
company’s directors, and it would be a mistake to assume that the firmly anti-government,
pro-liberation views of Cohen and Nel were held by all their colleagues. For example, former
company chairman Bertic Lubner enjoyed a close relation with individuals within the NP,

inviting former Defence Minister Magnus Malan to the company’s headquarters in 1989 and



according to former Interboard chairman 4 Dutton donating over Ri-million to Malan in
May 1989 to assist his election campalgn in return for Malan's assistance in blocking
competition from Interboard - both charges denied by Bertie Lubner*. His brother and
successor as PG Bison chainman, Bonnie Lubper, was & member of the State President’s
Economic Advisory Council during the PW Botha era.*” Perhaps more important was the
poﬁﬁcally related opposition to TPQ from some SBU jeaders - especially in the early days
of the programme. One example here was the strong support for the CP from severzl senior
managers at Bisonbord Piet Retief, and more particularly the conservative political role played
by the general menager Andries Vorster.® Among lower levels of management, party
political allegiances appear to have been reflective of those in white society more generally,
with strong support for the NP and significant pockets of support for the CP and AWB
{particularly further down the hierarchy - most notably at Piet Retief and Boksburg) and for
the DP (further up).* However, there are indications that TPQ helped prompt a shift é.way
from apartheid supporting politics, with severu CP and AWB-inclired employees resigm'ﬁg,
and others changing their political allegiances, For instance Maxine Hart mentioned the impact
of the value-sharing programmes: “I had one supervisor at Boksburg who told me when I
arrived early in 1989 that he was a "teal Hitler’, as he put it. He said hé didn’t believe in "this
TPQ stuff’. As the programme took off he became more and more uncomforiable and after
a few months he resigned, There were quite a few like him. But I could give you more
examples of people who changed, some quite fundamentally - died in the wool rightwingers
who became pro-negotiations. This is a fairly common pattern, Either the discomfort leads to

change or it leads to resignations, and usuafly some of both".*
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Among black employees there was also a wide range in terms of organisational political
allegiance. According to both management and the unions the domixm political support was
for the ANC (and earlier the UDF). However, 45 percent of workers at the Pietermaritzburg
factory were members of the Inkatha-aligned Uwusa union and there are also pockets of
Uwusa membership in the former PG Wood branches in Natal and Alrode. The other factory
with a significant number of workers Weré not Cosatu members was Stellenbosch where, prior
to restructuring, nearly half of the mainty coloured workforce were not members of any union.
Anrd it would be a mistake to assume that Cosatu’s links with the ANC-alliance nccessarily
cartied over to individual members, For instaﬁce, according to both management and Ppwawn,
between 10 and 15 percent of Boksburg workers were Inkatha supporters in the early 1990s

and there were also individual instances of support for the PAC and Azapo.*

There was also g.wide range in terms of the ethnic or language group identity of employees.
Within the company as a whole a ~Jight majority of senior managers were white English
speakers and a majority of those in middle management and supervisory roles were white
Afrikaans speakars. Among wage earning employees Zulu speakers were the largest group,
followed Sotho, Xhosa and Afrikaans speakers, with small pockets of employees who
identified themselves as Tswana and Venda, among others. However, this breakdown varied
considerably from SBU to SBU, with Pietermaritzburg workers being almost entirely Zulu.
speaking, and Stellenbosch workers being primarily coloured Afrikaans speakers®’ As
discussed in the chapters below, in some areas these cultyrally-related differences had
considerable bearing on the response of employees to the introduction of TPQ and on their
political aftitudes and actions more generally.”® One of th: main aims of TPQ was to

confront and even change some of the politically-related realities faced by the company, both
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in terms of the more *fixed’ factors (such as literacy and housing) and more particwlarly in
terms of political attitudes or *values®, both of workers and especially of management. To do

this the company had to enter the political terrain directly,

8.4.2 The political priorities of senior manspement

While aspects of the political thrust of Cohen and Nel have been touched upon above, it is
worth dealing with some of their views and activities on behalf of the company wih more
specificity in order to provide a clearer sense of the relationship between the conipany’s in-
house change programme and their reading of the country’s political situation more generally.
The late 19803 was the .period when what might be termed the political activism of PG Bison
- both internel and external - first made its mark. Coben, Nel and some of the other
directors® became more assertive in their criticisms of the government, with Nel being the
driving force behind one stream of national business contact with the UDF™, the formation |
of CBM, and various other politically related initiatives. Both men were vocal in their calls
for more ambitious forms of political activism from the business community. In the late 1980s
Nel regularly condemned what he called the "resurgence of conservatism” and the "mood of
passivity” among business leaders’!, and, perhaps going further in public then any of his
colleagues at the time, he praised the role played by what he called society’s "transformers”
("“the major groups ... are organised labour federations such as Cosatu and Nactu and black
opposition movements such as UDF, Azapo, ANC and PAC") and was explicitly crifical of
the role played by the "reformers” ("AWB, HNP, CP, NP, co—opfed participants ie House of
Delegutes and Representative, organised business institutions and perhaps the PFP, NDM, IP,

Inkatha and Uwusa®)™. He called for "Creative Minorities” in the business community to



complement the activities of the "Representatives of the Majority” (or "Transformers”) in

bringing about a new political order™.

Nel saw CBM as the appropriate means towards this end™, and it soon became one of the
primary vehicles for his political activism, The August 1938 conference which launched the
CBM?* was largely Nel’s initiative. For about 18 months prior to this, he organised a series
of meetings between a small group of business leaders®, led by himself, and a handful of '
UDF leaders™, to set up a business forum to interact with the "Transformers". He
coordinated the 1988 conference which was facilitated bSr a team of PG Bison employees and
consultants, while the company was represented by Leon Cohen and Bertie Lubner,
Subsequently PG Bison’s head office premises were nused to house the CBM national office,
which was initially staffed 5y former PG Bison employees, with Nel himself in charge, while
Cohen served on CBM’s National Consultative Group, later to be joined by PG Bison’s
Executive Director: Commercial, Douglas Band. Cohen also served as onc of its four
Johannesburg regional leaders and as a member of its finance committes and chaired its in-
house change committee, aimed at popularising TPQ-type programmes. In addition, he was
involved in several of CBM's meetings with the ANC, UDF and various other political parties
and organisations. The company continued this role afier Cohen’s retirement as CEQ, wniil

CBM was dishanded in 1995.%

Nel, Cohen and others within the company’s senior management were also involved in a range
of other politically related activities, particularly within the realm of the ANC-UDF
oonfei'ence cirenit, After the formation of CBM, Nel retained contact at an individual level

with various UDF leaders and periodically addressed meetings of its affiliates and of other
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extra-parliamentary orpanisations™, He also retained periodic contact with the ANC, with
this Iine of communication contributing to the organizsation of the April 1989 Harare meeting
between the company’s senior management and an ANC delegation.® In addition, he was
one of the 115 delegates from South Africa who sttended the Five Freedoms Forum - ANC
cﬁnference on "Whites in a changing South Africa" in Lusaka in June 1989, presenting a
discussion paper there and delivering the commission report on "The Role of Business in

South Africa’s Future”. Several other PG Bison-linked individuals also attended this event.”!

Cohen’s individual political involvement | had a lower profile (heyond_, the signing of
advertisments crificising government actioh) prior to formation of CBM in 1988, Thereafier,
however, in addition to his prominent role within CBM, he was involved in several external,
politically-related activities, These included his persistent advocacy of what he called
"democracy within business", as well as advocacy of the role of business in working for
macro political change. This was done through articles, interviews, speeches and meetings
with fellow business leaders, In addition, throughout his period as PG Bison CEO he was
~ involved in issues of social concern beyond the realm of PG Bison™. This activism and the
contact with black community and political leaders it involved, later contributed to his
decision, taken in 1993, to stand as an ANC candidate for the Gauteng regional legislature in
the April 1994 elections. His success in this venture came soon after his retirement as
. CEO.% Much of his focus wed into imploring fellow CEOs to adopt more energetic
approaches towards changing the culture within their own organisations. A typical example
in this regard was a July 1989 interview with the IPM Journal in which he said he saw TPQ
*as an experiment which can be multiplied". He added: "If PG Bison as a microcosm of the

country doss work, then there is certainly hope for the country to become a people of one
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nation ultimately, So the vision is about South Africa ag a.people who regardless of colour
or creed or anything else are capable of relating to each other in an intefdependant way".5
Two years later, in an address to business leaders, he expanded upon this theme: "It is going
to take many years of patience, tolerance and perseverance to undo the damage caused by the
legacy of apartheid, but we have begun. We in PG Bison believe that in the inferests of South
Afiica, we éan'not go this route alone. It requires a collective effort between other companies
and the frade union movement".* And a year later in a Sunday Times leader page article he
went against the prevailing business view in backing the C'osatu view on the Charter for Peace
and Democracy between business a.ud labour (which was later scotched). "From businesses’
pérSpecﬁve, the question is: Do we have a responsibility to push the political players toward
| a settlement? ...," he asked, before answering in the affirmative, and adding: “A negotiated |
transition to democracy is the only hope for stability and peace, which, in turn, are

pre-requisites for economic growth".®

Both Cohen and Nel regularly stressed the political motivation for the change pracess they
were initiating internally and its relation to broader political conflict in the country. In the
early 1990s Cohen derided the "growing cynicism, distrust and fear" within South African
business circles™ and argued it was imperative that business leaders accepted their political
responsibility to spell out the implications of the failure to reach a negotiated settlement, and
that they needed to realise they could be effective agents of change. For example, he argued
it was important that business support for the "Yes" vote in the 1992 white referendum not
be confined to macro support for the campaign.® Writing to the chu'rman of the State
President’s Economic Advisory Council, he emphasised the need for the "full implications of

the impact of the referendum cutcome on the Codesa process” to be explained within
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companies, "...(B)usiness should bring to the aitention of employees in organisations and the
public at large the full economic ifnpli-.:a_ﬁons of a breakdown in the negotiations process.
Business, individually and jointly, must take action tﬁ protect the beginnings of a conciliafory
process and prevent polarisation".” He also made regular mention of the inter-connection
between internal democratisation of business, the political education which came with this,.
- and the company’s broader socio-political responsibilities. While i is certainly possiﬁle theg
each of these terrains could be independent of each other (a company playing a prominent
political role need not have introduced participative management, and vice versa), this is not
the way this relation was viewed by Cohen, Nel and others within senior management at PG
Bison. For examplé, Cohen stressed that his prominent involvement in CBM and other
politically-related activities was an extgnsion of the values of the company which emerged as

part of the TPQ process, and this emphatis continued throughout his tenure as CEO.™

"This space for political activism was not restricted to the CEO and his executive directors. For
example, several individuals with an extra-parliamentary track record were employed within
the managerial _stnictures after 1988 - most taken on by Nel, with Cohen’s approval.” Seme
df these recruits - and others already within the company™ - were also politicmy active
within extra parliamentary political orzanisations and there was no attempt from the company

to discourage such activity,

8.4.3 Apartheid’s inheritance

Perhaps the most visible aspect of the jmpact of politics within virtually every Jarge South

Afiican corporation in this petiod, was the fact that largely as a legacy of apartheid, the
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owners and managers were white and the workers black - a fact which, as discussed in chapter
five, tended to limit the sense of ownership and responsibility among workers. This
contributed to a worker perception of bosses and the apartheid state having common cause
against themselves and black people more generally. The people who made the important
decisions about the busitiess, who received the greatest reward for their ~ervices, who had the
power to hire and fire, seemed to be drawn from the same stock as those runuing the country
in their own inferests, As a fesult, the tendency on the part of workers and their unions to

equate the two was one of the prime politically related challenges faced by management.

At PG Bisor - and most large South Afncan companies - these factors contributed to
racially-related antagonisms on the shop floor, and helped shape the relation between
menagement and the unions. The lack of legal political channels for black aspirations
coniributed to the politicisztion of the unions, leading to political stayawﬁys, and to the
frostration of regular days off for political commemorations, and .more generalfly, to an
underlying suspicion about managerial motives. From the start of the TPQ process these
concerns were prominent in the motivations offered by senior management for embarking on
what was regarded as a radical change programme, For example, 2 1989 PG Bison internal
paper, presenting arguments for increasing worker participation, lamented the fact that the
govérnment’s labour reforms in the early 1980s "were not accompanied by any meaningful
accommodation of black socio-political aspirations”, adding that, “the only area where black
society has been capable of applying any significant pressure and levetage, has been in the
economm domain. This is illustrated by the exponential escalation of man-hours lost through
strike action and stay—aways,. consumer boycotts, rent boyeotts and actions such as go-slows

which are impossible to quantify"™®,
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Related to this, various problems were created for the company by political repression and
particularly the States of Emergency, These included the detention of employees and union
organisers involved in political and community organisations (though this was always vocally
opposed by the company). On the other hand, in some factories {most notably Piet Retief),
the participation of white managers in rightwing organisations and in SADF commando
strucfures contributed fo an impasse between management and workers and the breakdovm of
communication and trust. Politically inspired violence also had a considerable impact on the
company. To take some examples from 1990 and 1992: There were violent conflicts between
Inkatha aﬁd ANC-supporting Bisonbord and PG Wood workers in Pietermaritzburg; PG Bison
workérs in I-aola Park and other arcas in the East Rand fled their homes as a result of
- political violence; hostel dwelling workers from Vosloosrus and the surrounding townships
‘had to squat with their families in the factories to avoid attack by IFP-supporting hostel
dwellers; and in 1991 Boksburg’s management had to erect a marquee and leave the canteen
open for several weeks to accommodate workers dispiaced by violence.” Aside from the
costs involved and the effects on the company through absenteeisaﬁ and worker motivation,
experiences of this nature tended to widen the experiential gulf between black and white
employees and therefore increase the imperative to find forums where common ground could

be found.

Compounding the inbuilt problems created for PG Bison, as with most companies, by the
direct intrusion of the *external” political conflict into the affairs of the business, were related
legacies left by the history of racial subjugation which had a retarding effect on productivity.
For example, apartheid education spawned a workforce containing & high proportion of '

functionally illiterate and innumerate members and as a result of the Group Areas Act, the
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homelands policy and pass laws, black and white empleyees tended to live in different areas,

This created transport and housing problems for the black workers,”

At the time TPQ was first implemented, the company used a model drawn from Christo Nel’s
research for Project Free Enterprise reports, framed avound an inverted *productivity triangle’,
which was employed to .illustrate some of these negative implications of apartheid for the
business. Among those highlighted were the tollowing: 1. The lower end of the workforce was
excluded from tbe. decision-making process, and alienated from the process of business; 2.
Operation levels of the company experienced a lack of job satisfaction which impacted on
self-esteem and commitment to quality; 3. Managers at middle and senior levels were involved
in decision making which should have been taken at a lower level within the organisation,
creating a managerial overload; 4. The base of the inverted triangle corresponded with the
fraditional cut-off line between the primarily white, skilled workers and the overwhelmingly
black majority of the workforce consisting of semi and wnskiiled workers, resulting in a
diluted transfer of skills, and perpetwating the impoverished tfraining and education
experienced by black employees; 5. This "interface level” in the organisation frequently
involved the "more conservative-minded® white management, who were simultaneously most
threatened by black encroachment upon their jobs - which reinforced the tendency to retain
skills and decisior making at unproductively high levels, and contributed to creating a skills -
vacuum at the lower levels; 6. This situation acceniuated the "us and them syndrome" which
was "readily exploifed by both conservatively minded whites and more militent blacks in

perpetuating their own negative rheforic and perceptions of the opposition”.”
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With these considerations in mind, Cohen argued that the prime motivation for PG Bison’s
change process was the "impact of socio-political factors on business"”, Unemployment, the
educational crisis, the housing shortage and a range of more #'rectly political factors had
created “fear, frustration, expectations and polarisation” and had placed the couniry on a
"knife edge".™ The lack of a political setﬂemeﬁ accommodating black political aspirations,
was exacerbating these difficulties and creating a potentially explosive situation which would
not only affect production but would influence the viability of the organisation. When TPQ
was first planned there was a fear within the company that management’s inability to
recognise this "national dilemma" would contribute to further industrial and political unrest,
and would negatively affect the already unfavourable management-worker ratios, as well as
to the *brain drain’ and the ’crisis” in black education which had :contributed to similar
shortages of trained artisans, engineers and other skilled professtunals.” TPQ was seen as
a way to confront these problems within the parameters of the organisation, while the external
' political activism was viewed a3 a coniribution to changing the external environment to one

more favouiable to the future of business and to the future of Jabour,

This perspective was the reason for the missionary zeal with which Cohen and Nel approached
the question of participation. They felt that for TPQ and related programmes to succeed in
the longer term, they would require a *critical mass® of companies to embark on this path, and
recognised that this would only happen if 2 substantial number of pioneer programes like that
at PG Bison were shown to succeed. Cohen argued it was necessary to "create as many
successful bus_iuess role models as quickly as possible to which people can aspire with hope
and belief". These role models needed to be successful not only in Rands and cents terms but

needed to address a range of socio-economic issues, including “job creation, productivity,
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black suceess, leadership development and white insecurity”. But the only way this could
happen, and in fact the only option for business, was through a "peaceful political nuicome
which created hope rather than despair and trust rather than fear”.™ What is apparent is that
in the view of those initiating participative management at PG Bison, the motivation of
improving the company’s performance was 1ot separate from their concerns for solutions to
the coﬁnh’y‘s economic and political problems, and their desire for business to play a greater
rolé in achieving them. They viewed the econoﬁlic pressures retarding performance as being -
rooted in apartheid, and felt that TPQ was the wiy to counter them, with the longer term
implication being an improvement in performance. But they also felt it preferable that this did
not happen in isolation, and tﬁat the impetIQ for cultural change within their business, and
- within the husiness world more genérally, would be greatly strengthened by a negotiated

political settlement.

8.5 TRADE UNION INFLUENCE ON PG BISON’S PARTICIPATIVE PROGRAMME

When asked why TPQ had been introduced at PG Bison, most of the unionists cited in this
stody argued that their presence forced management along the path they chose (while at the
same time arguing that structiral changes in the economy made this necessary). For instance,
referrmg to the "processes and struggles within PG Bison and South Affica as a whole",
former Ppwawu assistant general secretary Sakhela Buhlungu asked rhetorically: "Was the
programme & part response to the militancy of labour and oti:er struggles in the mid to late
198087 To what extent is the programme an acceptance that government will change and that,
to be on the safe side under a new government, the bosses will have to adapt to changing

circumstances? What made the bosses realise that *sluggishness’ in the company conld be
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better addressed by abandoning coercive methods and adopting participatory management?”.
He answered his own questions with the suggestion that it was the collective power of the
workers which had prompted these results.” In similar vein the Numsa organiser at the
Alrode laminates factory, Elias Monage, argued that TPQ was a management response to
vmion strength: "It was a combination of undermining the trade unions and minimising the

militancy of the wy:-ars, and that's why they introduced it."%

It is worth noting that while senior management was aware of developments in the sphere of
trade unionism more gen&ﬂly, they were not facing major threats from the unions themselves.
Interviews with unionists and management suggest that the two largest PG Bison unions,
i'pwawu and Numsa, developed much of their strength within PG Bison during the late
.19805"3, while Saccawu’s membership remained small and stafic and Uwusa had no presence
within the company until 1988, In other words, much of the growth of the unions happened
subsequent to the initial decisions regarding TPQ and simultaneons tz the programme’s
implementation, but certainly did not precede it, It could be added that while some unionists
complained thai TPQ had the effect of dampening worker militancy, and from a different
angle, management regularly boasted that there were no strikes at the company afier the
programme was implemented, it is also true there were no strikes at the company for nearly
two years prior to TPQ’s full impiemes'ation.®* It would therefore be incorrect to say that
TPQ was the product of the unions at PG Bison forcing management into a corner and there
is also no evidence to suggest it was part of a plan to undermine the unions. As Ntshangase
put it: "I don’t like this tendency of overplaying the. militaney of our workers, We tend to
overplay it. We tend to think that management can go to all Jengths to reorganise just because

~ of militancy. The question is, if the workers are militant, how the hell would TPQ be accepted
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by the workers easily? What I do know is that when TPQ was introdoced, it didn’t deal miuch
with the traditional militancy. Those workers could go on stayaways and they could still take

what ever action they wanted",”

This did not mean the development of trade unionism was irrelevant to TPQ’s initiation. PG
Bison’s management, and its CEO in particular, were iniensely aware of the significance of
the growth of independent unjons. This was viewed as a positive development - one to be
encouraged within the organisation - but also one fraught with potential dangers unless
changes were made. Writing in 1989, Leon Cohen, spelt out what he considered 1o be the
advantages of 4 union presence - both for black workers and for white managers; 1 consider
~ the advent of the union me* “ment as one of the most important catalysts of change that took
place in South Africa. I am not teferring to the union'’s role in bargaining for a fairer
distribution of wealth, but it’s impact on the predominantly white management in being. forced
to develop a meaningful relationship with the black workforce. It challenged traditional
anthoritarianism with its dependence on "threat" or "paternalism” to motivate the workforce,
White management were introduced to the process of negotiation and through this process
began for the first time to recognise the workfarce as comprising real people, each with their
own needs and aspirations. To the blacks, the realisation of just how important they were to
commerce and industry, and more consequential, to recognition of their ability to organise and

to mobilise”,®

There was also, however, a recognition of the conflict-potential inherent in this development,
Writing, in 1991, about the situation facing the business five years earlier, Cohen said: "The

union movement had come into being. Black workers now had the ability to maobilise,
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organise and bargain for positions they wanted. They had power for the first time. This
created a highly conflictual relationship with management."¥ This conflict was seen as a
necessary part of the normalisation of industrial relations, and was viewed as a consequence
of the lack of political channels for black people in the couniry and therefore a persistent
perspective emerging from top management in this period, was that the stronger the union,
the better. As Nel put if in 1989: "Management will have to decide whether, in acknowledging
stakeholders as interdependent peers, they are willing to apply the same values to the trade
unions as to suppliers and customers. The medium to long-term success of any business
depends on the strength of its suppliers and customers ... Equally the capacity for management
and trade unions to Mop through the current often uncomfortable conflict phase .and create
interdependent relationships beyond conflict, will be dependent upon the siructural strength
of trade unions".®

From thig perspective, Cohen and Nel stressed the necessity of supporting ﬁu:ir unions and
involving them in the programme. According to Cohen, senior manajement involved union
representatives in the TPQ process "from the word go".® This is not entirely corrsct and a
mére accurste inferpretation would be that senior management was able to get away with
presenting TPQ almost as a fait acconipli, some time after deciding on it among themselves.
Iri late 1987, they ﬁrst met with union represeniatives to explain their plans for TPQ, and
claimed they were given a cautious go-ahead. *Their response made it clear that there was a
great deal of effort required to develop trust, but they felt there was sufficient in what we
were saying, to go along with it, and to give us the opportunity to build credibility”, said
Cohen.® One of the problems faced by management, however, was that despite their

apparent enthusiasm for strong trades unions, they did always not share, and in some cases
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were not fully aware of, the union leaders® perspectives on a range of issues facing them, One
example was the desired nature of the country’s economic future and of the role of uniona
- within it. From the start, the goals of Cohen and Nel involved a form of co-determinism,
although it ‘was recognised that this would be difficult until political democracy was achieved
and unlike the dominant Cosatu vicw at the time, top management did not envisage a socialist
future along collectivist lines (though Nel sometimes spoke favourably of "social democratic”
solutions, botk at a national level, along West German, social market, lines, and within the
company itselfh). Management also did not see ifs relationship with the unions as being
inherently antagonmistic. Instead capitl and labour were viewed as “interdependent
stakeholders"™, with Nel and Cohen favoﬁrin_g the idea of g:‘eafer worker involvement in the
company’s decision making, eventually including the possibility of the unions holding a

substantial share of the company’s equity.”

What this suggests is that far from having a approach premised on undermining the unions,
the company’s top menagement viewed the unjons as an appropriate forum for worker
:epresantation,_ sud from the outset preferred stror.g, rather than weak, unians, though in terms
of their stated commitment to co-deterntinism, it would be cotrect to state that in the early
stapen of TPQ’s implementation they did not draw the unions into the process sufficiently.
The poiat to make her  however, is that the essence of the TPQ programme fay in promoting
greater employee participation in decision making at various levels within the company, with
a view towards improving the corapany’s performance. To achieve this, the executive directors
recognised the necessity for union participation in the programme, rather than seeing it as a
necessary evil in the South African context. Their agenda (which was never hidden) was to

creafe a simﬁﬁon where 2ll *stakeholders’, and particularly labour and menagement, were
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cooperating in running the company from & basis of strength, and the unions were seen as the
primary vehicle for labour’s input in this regard. A frequent complaint from management was
that the unions were not strong enough, insuffiently representative and were not well
organised - and they even made moves to remedy this situation - sometimes as a consequence
of union pressure (the appointment of full-time shop stewards) and at others as a reflection
of their management *philosophy” (the invitation and assistarice given to Ppwawu to organise

Penny Pinchers).

With several notable exceptions, most of the unionists interviewed accepted that TPQ was not
inherently anti-union and had several positive aspects which were of considerable benefit to
their members. However, a major misgiving, related to their conflicting *philosophies’. Prior
to the company’s restructuring in 1993, PG Bison’s unionists tended to be contemptuous of
what they regarded as management's confining view of the role of the union {one of assisting
‘and organising the workers as a key ’stakehoider’). In comtrast, their emphasis was on
developing a sense of worker solidarity which extended beyond the confines of the single
company and involved a view of management and labour as opponents or enemies, locked in
an inherently adversarial relationship™, which militated against their full acceptance of TPQ.
As former Ppwawu’s Kenny Fihla pﬁt it: "TPQ) is not an anfi-union approach. But they do

sort of co-opt the shopstewards through ... getting them to be part of its implementation”.*

In assessing the contribution of the union movement to PG Bison’s decision to introduce its
TPQ programme, ihree conclusions can be reached. First, that the iniial decision had little to
do with union pressure within the company at the time. Second, the prognosis of top

management about the potential of the unions, both for conflict and for cooperation, helved
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prompt them to devise a programme designed to be union-friendly. Third, from the early days
of TPQ’s implementation, top mansgement envisaged a steadily expanding worker roie within
the company, and understood that the trade upions were the apprepriate véhicle_ for this, even
if it took some time before this was implemented in a way which drew the unions into the

process beyond the shop steward level,

8.6 THE IMPACT OF INTERNATIONAL AND LOCAI, PRECEDENT

In the early days of PO Bison’s participative progranume, there was a tendency among senior
- management and support staff to stresé the originality of TPQ and even to view it as & unique |
expériment. Likewise, there was a tendency among the unionists involved with the compény .
to do the opposite - to siress its similarities with participative mauagement programmes
elsewhere in the country and abroad, When pressed, however, both sides seemed to
acknowledge the validity of aspects of each othet’s position - the unionists, that there were
indeed aspects of the programme which were original, and management, that the ideas were

not entirely indigenous to PG Bison.

To take three examples from the union side. Fihia made the point that it was one of a kind:
"Our attitude is that this is not just a project being taken up by PG. You have similar
programmes at a number of companies, so it is not necessarily unique, The kind of thing
being adopted there is part of an overall strategy". But he went on to say: "I would say PG
is unique in its application of the programme. What they do at PG is fo use the union
structure to make it work”.® Less cynical was former Numsa organiser, Sam Ntuli, who

noted with some enthusiasm; *There is a big difference between it and other management
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programmes. ... It is definitely different - far more positive - than in other companies."™” He
nevertheless felt constrained to mention that its common denominator with programmes at
other companies was that, "workers are being exploited to make profits”". Nishangase also
stressed the elements of continuity, noting that: "TPQ, like any other management programme,
was introduced in respoﬁse to a particular economic situation. The bottom line is to ensure
greater productivity". But he acknowledged the limits to this continuity: "TPQ differs from
the others - TQM and so on, in that it doesn’t rush productivity, It starts first by creating that
environment which allows for workers to see themselves. as part of a family, so that at a later

stage you begin to talk about productivity, which they’re starting to do now."*

Similarly, from the management side, the assuredness of uniqueness was less absolute than
it might have appeared at first blush, Cohen, for instance, emphamsed that TPQ emerged out
of mauagement’s. own discussion processes, which led to a view that business would have to
change its own culture in a fandamental way if its long term futnre was to be secured.” "We
were pioneering something that in itself had not been tried before," he said.*® But he later
~ acknowledged: "All wz had to offer was something diferent - but nothing that wasn’t being
looked at internationally. General Electric, Levi Streuss in America, a whole series of
companies, were all saying that just to compete with what the Japanese are doing they had
to look at different ways, different methodologies".!”! He also mentioned several other
companies atiempting similar programmes: "Volkswagen is definitely one that has gone 2 long
way. I think the. Premier Milling has made a lot of progress in this area. ... and within Lever
Brothers this type of change is also taking place. Within JCI strong efforts are being made,

and there’s progress in Southern Life too, The National Institute of Productivity is wanting
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to support this type of thing ... 1ecognising that productivity is going to be dependent on
cultural changes“.‘”

This ambiguity was stafker with Nel, Most of his pronouancements emphasised the home-
grown origins of the idea. In 1989 he wrote: "TPQ is é. strategy whi™ :.31 been developed
within the PG Bison Group, in conjunction with Itisa consultants, to address the factors whicil
are impacting upon current business performance and the viability of business in a future
South Africa".'” Elsewhere he said TPQ was a strategy "developed and implemented at PG
Bison".!™ But in another paper he acknowledged that some of the key. coneepts behind the
TPQ model (as explained through the ’*productivity barrel’ and th.  'mond shaped

productivity triangle’'®) emerged out of "research conducted by Projec: - Enterprise, and
subsequently in a variety of companies throughout South Africa”.'"® He showed a keen
| awareness of what such companies attempt.d. with the impact of the Cashbuild experience
particulaﬂy significant in the formulation of his ideas about worker participation.'” One of
his *missions’ was to assimilate aspects of these examples, in an attempt to *sell’ the notion
of participation within PG Bison and more broadly, and he encouraged his TPQ staff to do
likewise.!™ In 1988 speech he said: "Company level experience in organisations such as
First National Bank, McCarthy’s, PG Bison, Metalbox, Alusaf, Samcor (to mention a few)
has proved conclusively that attitudes can be changed ftmdamenta_lly through aititudinal
change workshops"."® He began a 1989 paper with this plug: "Colin Adcock of Toyota says
that, *if it was a religion, management wouli have to be its disciple.” One of South Africa’s
most prominent business leaders, who womd be saved the embarrassment of being named
says, *We must embark upon this route fo remove the sting of the tei} from labour.’ Aibert

Koopman of Cashbuild tests the outer extremities of courage by developing industrial

466



democracy {0 the extent that workers and managefs set goals together, and workers may
dismiss managers for not ﬁﬂﬁlﬁng compeany philosophies and values, The ipternational
revolution of patticipative management that made Japan great, turned Ford in the USA -
around, and saved Iscor R15 million in one year, has hit South Africa."!® i.ater, he added:
"Participative management structures and techniques have gone.far beyond proviﬁg their
phtnomenal capacity to improve working relations, productivity and enhancement of jobh
skills, The hard statistics of companies such as Toyota, Cashbuild and Iscor should long since

have removed any doubt about the essential role of participation.''*

What this suggests is that from the outset, Nel was aware of local and international trends
. with regard to participative management programmes, and some of these helped inform the .
programme that was followed at PG Bison, particularly in its initial stages. This, however,
should not be ove.stated, For one thing, a detailed knowledge of these developments does not
appear to have gone far beyond Nel and Leon Cohen - though the ideas (if not their source)
were passed on through them. Leon Cohen, for instance, said that he and the other senior
managers did not initially make a detailed study or draw from what was happening in other
cmmtriesm,. though elsewhere he stated that infernational precedent was considered. "We
bugan to look at all kinds of models, both locally ard overseas. We discovered there was no
model we could import because South Afica’s problems were unique. .., We were entering
unchartered waters; we had no experience to fall back on, so we took a risk."!"* Key actors
at PG Bison eventually took more than a passing interest in Japanese, German, US, Brazilian
. and other experiences. As is touched on above, Nel regularly expressed admiration i - - the
West German system of co-determination'™, while subsequently Rob Cohen expressed the

hope that aspects of the German system, particularly regarding worker representation on the
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| company’s board, could be replicated in South Africa, and also suggested he had been
influenced by his pegative perceptions of British dependency on the state, through his
éxperience of living in Britain in 1980."* Nel was also impressed by the Semeo experience
in Brazil, and certainty there are similarities hemaen aspects of the PG Bison approach and
that adopted by Semler - particularly regarding the attitude to trades unions. The *success
stories’ of US participative management were frequently used by Nel and Cohen'’®, while
some of the dimensions of fapanisation, particularly regarding the roje of workers in day-to-

day decision making, were regularly cited.""”

| At the same fime, however, they did not follow any of thess models slavishly, and the
programme adopted at PG Bison differed substantially from, for example, the TQM
programmes pioneered in the US and Japan, particularty with regard to its attitnde to unions
and its strong political flavour, and also differed substantially from German co-determinism,
with its emphasis on tepresentation through works councils and related s&ucﬂxes. The fact
that it was introduced within a South Afsican political context meant that its potentials and

limitations - differed markedly from the situation in the advanced capitalist couniries.

- 8.7 CONCLUSION

Tn trying to understand why PG Bison introduced its participative programme when it did, and
the influences which shaped the propramme, it is important not to lose sight of the
subjectivity of the process. There was no pre-determined set of objective factors which made
the end results inevitable. It is almost a truism to vay that in most groups and organisations

the decision making proucss rests on the heads of a few individuals, In most businesses this
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is even more periinent becavse the key decision maker is usuallf the chief executive, and
power devolves from this source. In PG Bison the CEO enjofed a greater level of autonomy
than with most South African corporations, He was not subject to the kind of constraints from
a foreign parent company, that applied in the VWSA case, nor, initially, to the pressur&s. of
a local subsidiary relationship that existed with many of the Anglo American-owned
companies. Furthermore, the individual in this position during the first seven years of TPQ
had a view on the function of his position which tended clearly towards activism. He viewed
himself as the prime change agent within he organisation, Therefore in considering the whys
and hows of TPQ and of the compaﬁy’s political approéch, one has to look carefully at Leon
Cohen, his ideas and influences, and the jdeas of those, such ag Christo Nel, he empowered.
_As has been suggested above, the fact that Cohen developed & particular perception of the
couniry’s and his company’s problems at a particular time, and the fact that he chose Nel to
begin sorting them out, and that Nel himself was influenced by a particular set of political and
managenal ideas - are some of the most important points to bear in mind when considering

the process,

Clearly however, there is far more to it than this, and an exclusive focus on the ideas of
indtviduals in power would be as far off the mark as an exclusive focus on abstractions like
the ’class strupgle’. “economic crisis’ ot even ‘productivity’. First, the CEQ and his
lieutenants are far from the only actors having a bearing on the process; second, their ideas,
like all ideas, are not simply plucked out of the air; and third, they are not operating with a
vacuum devoid of structural constraints and pressures. What is important is to understand how
the *objective’ factors have impacted on the subjective actors to produce particular policies,

strategies and actions. As outlined above, factors such as the uninspired performance of the
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three PG Bisoﬁ companies prior to their merger, the growth of the trade union movement, ke
aﬁmfheid—related problems in the South African economy, and the perception of a need for
*social action’, all prompicd Cohen and other company executives in the direction of an
ostensibly lesé centralised and more politicised structure and style of management, The
decision to bring Nel onto the board introduced another set of influences and ideas, including
aspects of the Japanese-American TQM tradition, aspects of the experience of Cashbuild and
to a lesser extent other South African companies, the research on black perceptions conducted
by Project Free Enterprise, and a particular perception of the country’s political situation,
influenced by access to some of the extra-parliamentary péliﬁcal playérs. ‘While PG Bison’s
trade ﬁnions had little direct impact on the decision to implement TPQ (beyond the fact that
they helped make it possible by not actively resisting it), they certainly had considerable
influence on the programme subsequent to its initial introduction, Other actofs influencing its
pace and direction included the company’s sharehelders and non-executive directors, various
layers of management within the company as well as supervisors and foremen, and the

political parties and organisations to which the company’s employees had an allegiance.
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CHAPTER NINE

THE INTRODUCTION OF TPQ AT PG BISON: 1986 - 1989

9.1 INTROD ON

FOR several years the masthead on all the company’s literature stated; "PG Bison - A TPQ
_Company"’, suggesting the notion of *Total Productivity and Quality’ was fundamental to it
existence. Despite the term’s utilitarian connotations, in essence TPQ was company jargon for
describing both its approach to participative manaéement and the socio-political *philosophy”
and *vision® of its executive directors. It was also used to encapsulate their approach to labour
relations and provide expression to the view of the CEO that the company and iis three
subsidiaries needed fo re-organise the business from the top down, and eventually from the
bottom up, by introducing a less centralised form of management, by channelling the
creativity of ordinary employees and by breaking down racial divisions within the business.
The term itself had the effect of providing a hard-nosed edge to this managerial approach - |
to give directors, shareholders and senior managers the sense that the ’bottom line® was

paramount in the minds of its architects.

The process of discussion among the company’s executive directors which led to the
implementation of TPQ, began in late 1986, soon after PG Bison’s formation. It lasted several
months, after which the Board of Directors agreed to back Cohen’s proposals, Christo Nel was
asked by Cohen to join the company’s board of directors, and appointed "Director; Total
Productivity and Quality” with ihe responsibility of implementing the change strategy which

he had devised through his wotk with Project Free Enterprise.?



Several key goals were stressed from the outset. Non-racialism was the "core belief”, with
the company”’s directors viewing their role as involving the elimination of problems within
the organisation understood to be rooted in the legacy of apartheid. Related to this was the
development of a common set of *values’, the fostanng of a Jess hostile culture’ within the
business, the promotion of horizontal management structures, the encouragement of active
participation in decision-making from all employees and the nurturing of *workplace
democracy’. And through all this, in the longer term, the improvement of the company’s
overall performance, was seen as the ultimate purpose of the exercise.

The initial conceptions of TPQ involved a strong emphasis on unleashing the innovative
potential of all employees by giving them a greater degree of control over their work -
environment. Imphclt in this was a sense of a cohesion of mterests among employew, albeit
one which recogpised the importance of the trade unions from the outset. This soft pluralist
view of industria] relations viewed workers and managemem as separate but inter-dependent
stakeholders with different interests regarding the size of the wage bill, and therefore requiring
independent representation, but with common interests in the prosperity of the organisation.
The emphasis was on their shared interests in the success of the enterprise.

Aspects of this are captured in an early *TPQ Philosophy’ document which begins with the
following asserfions: "TPQ is a statement of respect, pride, dignity and dedication. It is
business’ way of expressing respect for b .aan dignity, justice and recognition of the
innovative and creative human spirit. TPQ acknowledges the inte ependent peer relationships
between all the stakeholders of our business (namely: employees, management, customers,
suppliers and shareholders). It is a total belief that every stakeholder in our company will only
be loyal and dedicated to us if each one believes that by giving more they wiil receive more.

Bach one of us can therefore only grow if everybody works together for mutual gain, and
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honestly view (sic) one another as peers. TPQ is the creation of opportunity for ongoing
development and achievement by and for all our stakeholders, TPQ is a sincere and
demonstrated belief that people are our most important resource and that we can only perform

well by mobilising the innovative and creative capacity of all our people...™.

Oﬁce the broad thrust had been decided upon by senior monagement, the *valtes' and goals
were developed and refined, primarily by Nel, into what became the TPQ model. As he
summarised it two years Iater: "Our afm was to optimise business penformamé and to enswre
that the binsiness became éunducive to change in South Africa and could flourish in a totally
non-racial society. Qur bottom line was that business had to stay in business, and our model
was cone of interdependent stakeholders - employees, management, suppliers, customers and
mldas, all of whom should be rewarded for thejr inpuis and risks."® The programme
was formally introduced in the second half of 1987, when a TPQ office was set up in the
company’s Johennesburg tead office. After this, the change programme was implemented on
a factory by factory or outlet by outlet basis, This was done both through Hisa, the
consultancy co-owned by the Nel brothers and PG Bison, and later through a team of TPQ

. coordinators.

9.2 INTTIAL TPQ PLANNING AND IMPLEMENTATION

In 1987 Ne! produced a three phase plan for TPQ, which is worth examining as it provides
a sense of the early thrust of the progmxﬁme as envisaged by its creator. Phase one,
"Environmental Preparaﬁbn“, involved "exposing all managerial and supervisory employees

to the underlying motivation and context within which the initial Visions, Values and Missions
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have been formulated."® The rationale was that "people will only .accommodate and support
change if their current state of comfort and satisfaction is surpassed by a higher degree of
discomfort and dissatisfaction." It adds: "People simply do not change if they are too satisfied
with the status quo. It is, hovever, essential to offer something relatively concrete and
attractive in the piace of the status quo®.” The desired outcome of this phase was to ensure
that "our employees, at managerial and supervisory levels, are familiar with the exvironmental
situationg that necessitate fundamental change. It needs to have served the purpose of initiating

the debate and process from which change will be elicited".®

The "Visions, \falues and Missions" which managers were required to absorb had an explicitly
political dimension, intended to conftont their views on their positions and on the country’s
future. The company’s "Vision™, began as follows: "We believe in the need for change so that
no person may live at the cost of another; We recognise that South Afiica will have a
government elected by all its pet:)ple. in the fiture; We know there is a brigh: future for
everyone who aceepts the challenge of transformation and change, and takes action now; We
create the future to remain relevant and compet_'n‘ive now and in the future; We address all the
variables related to inevitability of change and productivity decline; We accept the discomfort
caused by change, and help all of our employees, black and white, to cope with change...".”
Likewise TPQ's "Vision, Values and Commitment” is packed with references to non racial
democracy. For example, the *Commitment’ section states that PG Bison "will support actions
which firther the fundamental principles of human rights, justice, dignity and mutual

respect™.
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There was an attempt to link the vxswn, values and principles with political information, and
what emerged was a stream of documents coniaining facts about the country’s political
problems and their fmplication for the company. For iustance, managers presented with the
"PG Bison Vision", were given further political input. One section, dealing with
"Inevitabilities of Chanpe” provid. statistics on how blacks represented a rapidly increasing

proportion of the pbpnl’ation, of matriculants, of consumers and of urban dwellers. The section

on economics notes: "Impossible to survive in isolation - must become part of Southern

Africa. International acceptance dependent on change. Apartheid bankrupting SA....“. Anothe:
secﬁon, entitfied "Productivity is Declining” focused on the implications of the country’s
apartheid-routed political problems for business performance, through offering the following
set of *facts”: "I, Black-White Mistrust = Continuous Reinforcement = Relative Deprivation;
2. White - Black Fear = "[ntegration" = Don’t trust own ethnicity = Socio-political illiteracy
= Dehumanisation; 3. Irrelevant Education = Illiteracy = Poor cognitive ability = Poor self
esteem; 4. Discrimination Housing (sic) for Blacks = Over-Populating Homes = Broken
Families = Tiredness and Wariness; 5. Transport Problems = + 75% Commute + 2 Hours =
Poor Concenirafion; 6. Social/Community Poverty = Poor Nuirition = P .y Starpina; 7.
Suppressed Racism = GAA/SAA/PRA; 8. Politeness Barrier = Paternalism = Dishonesty =
Vital Lies; 9. Pressure on Management = Oversireiched Lines of Confrol = Deskilled
Workers", A final section, verbosely entitled *The Rhythm of History Along the Curve of
Racism and Group Commandment" provides a diagram linking the history of various forms

of raciém - from "Rural Pluralism” to "Co-Optive Domination™ - fo conflict in South Africa,

- with the end result of a continuation of this path being "Irreversible Polarisation and Conflict”

within a system characterised by "Totalitarian Coercion and Patronage™."* A lengthier version

of this document contains nine pages of similar political information about South Africa.”?
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Phase Two of the initial TPQ plan was called *Development of Values" and its function was
“o clarify management thinking and fo serve as an inifial point of discussion between
management and employees"™. It’s main component involved "developing common values"
through the value-sharing worksnops which are discussed in more detail below. As Nel
explained it prior to its implementation: "These workshops will focus on the perceptions and
values of managergent and workers. ... Experience has shown that mauy *tea and coffee

issues’ emerge, in conjunction with more fundamental values and percepiions.™

Phase Three (to be imp.lemantéd in conjunction with Phase Two) was called "Structural
* Changes" and involved aspecis of the reﬁrganisaﬁon of the company’s structure, with a far
more direct focus on improving productiviiy and quality. This was motivated as follows:
"Organisational change is directly related to the structural changes that are implement_ed. This
clearly implies that change cannot be merely *educated into the system’, The activities of
phase one and two represent "SOFT® facets of TPQ. *SOFT’ actions by themselves are
incapable of creating corporate change. They are aiimed at motivational and attitudinal changes

that underlie the acoeptance of the "HARD® facets of TPQ"."

Examples provided of *hard® st.uctural changes, included: "Implementing financial reward for
the entire workforce ... linked fo improved material utilisation, shrinkage, sales ete;
Implementing a profit-linked performance bonus for all employees; Involving employees,
gither directly or through elected Tepresentatives, in the development of performance
objectives; Creating a system of ’financial or performance disclosure’ through which
employees, tras unions efc, are given access to organisational records ete"1® Specific

objectives in this direction included: &."TPQ Objectives Matrix" to measure organisational
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performance.'’; b. "Performance Output Models" for focussing on "defining jobs in ﬁérms
of the expected performance outputs per job" in order to enable "the monitoring of individual
performance against specific criteria’, to develqp "job-related training programmes", and to
transfer people within the group'; ¢."Performance Enhancement Groups" in which "the
operational directors of every strategic business unit must be viewed as the TPQ champion
for their own wnit", and therefore participate in a "development programme aimed at
developing TPQ and general management skills"'’; d."SBU Strategy Warkshops" through
‘which each of the SBU’s senior and middle managers would be involved in "unit-specific
strategy formulation"®; e."Human Resource Management Programme” through which hurman
resource management personnel were to participals in a “developmental programme” to
“ensure their ability to offer satisfactory support for HR issues and specific TPQ functions";
"TPQ facilitators programme" through which a team of TPQ facilitators would be recruited
and trained”; g. "Corporate Sufvey“ to "more accurately define movement in corporate

cu]ture".”

Far more progress was made in this early period with the "soft" aspects (involving attitude
changesy than with the "hard" aspects - a irend which continued over the next five years. As
Nel put it in late 1988: "The experience of 1988 has clearly indicated that the capacity and
in-house resources available to drive TPQ Strategy is much less advanced than one would
have hoped. This is clearly due to pﬂslt practice within SBU’s to maintain the leanest possible
management and worker compliments, whilst also not developing any substantial supervisory,
managerial and technical skills programmes" He noted that the skill involved in measuring
the performance gains within each SBU, "has not been evolved to any great extent in South

Africa", while the concept of linking reward to performance enheancement is "an
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acknowledged sensitive are_a"” -a feference to union opposition to such # scheme. Another
season he pravided for the slow implementation of the *hard” aspects of TPQ was that
management, supervisory and operational staff did not fully understand what he termed “the
Cycle of Business and the interdependence .of all stakeholders"®, A Bﬁﬁsh consultant®’ was
retained from early 1989 fo conduct taining in performance measurement and incentive
reward schemes with a view to implementing them throughout the company, though it was
over two years later before performance-related bonuses were introduced, in a limited way,
and even then, not for long.?* Nel reported that the Objectives Matrix (OMAX) to monitor
organisational performance had been used in a "few $BUs .. as. both a monitoring and
communication tool".”” An earlier report stated that Laminate hx&ustries had been used as
a.development base and that "all SBU leaders have been exposed to the development of

OMAX and we are in the process of implementation'®".

Nel reported greater progress in "Managerial Development”. A May 1988 report stated: "Since
September 1987 the initial thrust has been the implementation of a sensitisation process,
. throngl: which salaried employees have been exposed to an environmental analysis of South
Afties. This has had the specific aim of motivating the need for change through the
implementation of TPQ, All senior and middle managers have participated to date, whilst
Laminate Industries and Bisonbﬁrd Boksburg have also put all staff levels through this
process”, SBU leaders had been constituted as a "Performance Team’ to mest on a quarterly
basis "te debate and formulate issues that need to be addressed as part of the entire TPQ
thrust”, while SBU leaders and their senior managerial teams would participate in
developmental sessions to analyse their managerial "team skills"* He reported that

*Participative Leadership® sessions, "to adjust managerial styles to a more participative and
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consultative process", had been conducted by Htisa at Laminate Industries with "very' gratifying

results".*?

It was in. the area of "Work Relationship Development” (also known at that stage as "Interface
and Value Sharing") wheve the most progress had been made in implementing TPQ by the
end of 1988. In addition to the value sharing groups discussed below, Nel reported progress
in several other arcas by the end of 1988. For instance soine SBUs elected *TPQ teams’
consisting of management and worker representatives, assisted by Itisa consultants, to help
coordinate the programme,*’ Other priorities stressed in the 1989/90 plan included workshops
to discuss TPQ for all managerial, supervisory and technical employees and their families
from each SBU, performance reporting through which SBU leaders would give information
regarding the performance of the SBU to all levels of the workforee™, a better
communications strategy for information about the business and TPQ in particular (including
internal newsletters and a wide range of often mystifying audio-visual programmes used fo
illustrate the frequently confusing jargon that Nel introduced™) an induction programme to
integrate new employees into the company and éxplain TPQ to them™, a system of internal
aromotion, involving an embargo on recruiting outside the business and a *"TPQ Barometer’

10 monitor advances made thhm each SBU.

The initial plaming also involved an approach to union involvement which was described as,
“the exploration and development of indusirial democracy strategy in conrultation with most
senior possible trade union and worker representatives ... {(in order to) ... bring senior
management and senior worker representatives together in defining the parameters for

developing interdependent rather than adversarial relationships in ways that fulfill all
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stakeholders® needs".*” From the time he arrived at PG Bison, Nel openly acknowledged the |
difficulties involved in achieving his goal of a less adversarial relationship with the unions.
As he explained it early in the process: "The inter-relationship between management and
Trade Unions is an area in which no company in the caunlry hag yet developed major
breakthroughs. The thrust of TPQ will definitely create resistance in the next year and can
oaly be met through a dedicated focus by an individual who is well respected withizi the ranks
of the Mass Democratic Movement and the Trade Uninns™.*® The man chosen for this task
was former UJDF publicity secretary Murphy Morobe, although from the time he joined th=
company in 1988 until several months after his 1992 return from a PG Bison-sponsored
study-year in ﬂle US, his role in this respect, axzdwﬂhm TPQ and fhe business more
generally, was a minor one - mainlty because he was given leave to remain involved in UDF
and later Codesa activities. Pricr to 1992 his primary function was to serve as a political
advisor and contact man for Nel (as part of a. six person TPQ team based at in a separate

department at the *'G Bison head office from early 1988.)*

The idea was that this team would play a catalytic role in implementing TPQ, and that by
mid-1990 they would have more or less worked themselves out of these jobs. As Nel put it
in 1988: "Several factors of TPQ strategy will be driven from head office for the next 12 to
18 months with the specific intnntion of transferring the skills into SBU_*; by the middle of
1990".* His report added that "senior directors of PG Bison, and more particularly the
Directur of Total Productivity and Quality, Christo Nui, will be taking an increasing hands
on approaéh to the driving of TPQ strategy. ... It is envisaged that at least one meeting per
six to eight weeks will take place at each SBU during which half to full day will be spent

with management, shop stewards, worker representatives, foremen ete, analysing TPQ progress
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and requiremcn?=. This would form part of an integrated drive to ensure SBU independence
by mid-1%40."

The problem, however, in getting the SBUJ leaders to assume control of the TPQ process, was
that many of them did not embrace its goals and methods with the same enthusiasm as Nel
and Cohen had hoped, and some were aniagomistic to its underlyiﬁgf values, and more
specifically to the implications for their short term power and longer term positions. The
managerial and *value sharing” programmes were therefore emphasised, and from the outset
it was recognised that without sir(;,'ng support from the managers, TPQ would soon flounder,

 is therefore worth discussing these dimensions of the initial plan in more detail,

9.3 SENIOR. MANAGERIAL PROGRAMME

One of the first decisions taken by PG Bison was to decentralise the organisation ui the
business by increasing the powers of factory and regional mansgers - a move eventually
reversed, when the company was restructured in 1993, At the time it was divided into 10
strategic business units (SBUs) - later reduced to eight - earh of which had greater autonomy
than before.” This was accompanied by a strong emphasis on altering the style of
management employed within the organisation, along the lines that Nel and others had
advocated in the final Project Free Enterprise report.™ As Nel, pw’ it in 1988: "They need
to come to the understanding that rather than losing their *managerial prerogative’ they are
gaining an influence and leadership of an entirely diffevent sort. As opposed to mamgenient
by rule and dictate, they need to embrace the need to manage with consent of the managed,

or stated differently, by democratic samction".* This menagerial programme had two
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essential thrusts. The first, ‘Senior Managerial Development’ or 'Semior Leadership
Development Programme’, was aimed primarily at the SBU leaders, group directors and
others in senior positions. The second, sometimes described as the *Sensitisation Process" was

focussed primarily on middle management, though senior managers were also involved.

The initial emphasis was on changing the attitudes of those in control of running the company
with Nel arguing that in order to achieve the goals of TPQ, senior managers had to "champion
participative goal-setting", in which all stakeh: :needed to be ingluded in setting goals for
the company and evaluating performance, This *transformation action process’ required
improved communication throughout the organisation through the value sharing programme
and the development of the idea of 4 *larger corporate family’. This needed to be combined
with & more participatory style of leadership, through the implementation of the *in-a-group
principle’ involving finctuating peers, and also required the "pro-active promotion of
work-place democracy by helping to strengthen the unions and invelving them in running the
TPQ programme",* There was also a strong emphasis on changing the attitudes of white
managers fowards South Africa generally, and their black fellow employees specifically. In
the plan that emerged, the first priority was to set the "TPQ parameters” by exposing senior
management to the "broad principles" involved in this approach, and more specifically

developing new corporate "Visions, Values and Mission".

From the: outset it was seen as essential to draw the SBU leaders info supporﬁng the goal of
"creating & non-racial democracy in the business™”, or at least to minimise their opposition
to this notion, To do this the 20 top managers (inciﬁding the 10 SBU leaders) were taken on

a three-day workshop, where they were presented with the basic plan to be followed. With
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some opposition and a greai deal of hesitation from several of those involved, they agreed to
the process - perhaps, in some cases, because tﬁey had no real alternative. In effect, they were
being motivated with offers they could not realistically refuse and had little optior but to go
along with the plan, or resign (and there were several resignations from senior and
middle-level management in the first two years of the programme™), Those involved in
driving the process acknowledged there was considerable opposttion fo the proposals, not
always expressed openly. Former Laminate Industries director Andrew Gilbert, who was one
-of the more enthusiastic players within company”s senior management, recalled: "The initial
concept of TPQ wasn’t readily accepted by the managers. It meant bresking down an
enﬁ'enéhed hierarchical structure, and it meant going along with a value system which
praposed a non-racial, democratic South Africa - meaning one man, one vote, We couldn’t
have pot anywhere without that principle at the centre. So there were definitely some
managerial conflicts as a resulf of the process, and even today not everyone is fully behind
it. I mean, if you think about it, it is extraordmmy how much people like Andries Vorster,

the general manager at Piet Retief and a CP-supporting deputy mayor, had to confront,"?

. 'The initial method of coping with managerial opposition was to supply the SBU leaders with
a steady stream of literature explaining the aims and methods involved, and through regular
meetings, seminars and workshops with TPQ coordinators and fellow SBU leaders, aimed at
encouraging them to teke a ’pro-active’ role in driving the programme. For this reason the
SBU Performance Team was set up in 1989, rotating its meetings to cover each of the
regional bases. At the time senior and middle managers were required fo attend the
*environment analysis of South Africa’ sessions while regular individual meetings were held

between Nel and SBUJ leaders. An early 1988 document on *Management of TPQ’ noted a
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key early objective was "to share owﬁership’ of the process with the SBU leaders" and “instil
appreciation and acceptance of the role of the TPQ feam in ensuring attainment of the
- vision".™ This was to be done by "engaging with individual SBU leaders at Jeast bi-monthly
* to discuss the application of TPQ, where it is and wher it should be going”. The nﬂedtﬁ
"discuss with the SBU leader what he wants to achieve and jointly determine how the team
can help and set an action plan to achieve set objective/s", is stressed, as is the need to "sell

him the holistic approach of TPQ".?

A further stage in the ’seﬁsiﬁsaﬁon’ of senior management came with April 19#9 visit fo
Zirmbabwe. This trip, which was organised at considerable financial cost to the company™,
was compulsory for the entire senior management team, each of whose members was asked
to bring their wives ~ making up a 50 person delegation. It was billed to them as a "five day
infensive investigation of business processes and environments in Zimbabwe".* The visit
included meetings with several Zimbabwe cabinet minjsters, Zimbabwe businessmen and two
sessions with a delegation from the ANC - the first-ever meetings between the ANC and a
full managemer. team from a South African company. Cohen, Nel and the other coordinators
only informed the PG Bison managers and directors of this meeting the night before it
happened. This caused considerable conflict within the group, and that night several managers
initially refused to go saying they were not prepared to meet with "terrorists", and that contact
with a banned organisation was "unpatriotic®. They debated the issue through the night,
several were in tears at the idea of meeting with the "enemy", but in the end, almost all the

PG Bison managers agreed to hear what the ANC had to say.”
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Gilbert described the experience as follows: "At the beginning some of the guys absolutely
refused to meet the ANC, They were adamant and very emotional, and so were some of the
‘women, who were more naive because they were not exposed to the factory environment. But
in the end it was partly peer pressure that pot most of them to change their minds. The
meeting itself was nof foo successfill, because it never really got beyond the issee of violence
and there was a lot of antagonism from some of our guys, but afte_rwards we took the ANC
delegation out for supper and everyone aitended that, and then things began to chanpe. For
8 helluva lot of the guys the experience of the Zimbabwe trip, was a watershed in their lives.
Some see it as a life-changing experiencs, and there is nothing quite so xadical as a convett.
You speak to people about it, they don’t remember much of the délails; what they remember
is the emoﬁom It was a totally emotional experience. For a lot of the guys it was the first
time they’d met blacks at that level. When they met with the Zimbabwe Speaker of the
House, he told them it was first time he’d ever met an Afrikaner, and he said he was helluva
haﬁpy, but he wanted to understand why Afrikaners hated him. Then the Secretary of Fihance
said when he came into the government he’d been in the bush for 15 years. So there wasa
Iot to think sbout".* Henry de Villiers, the previously rightwing general manager at the
Boksburg factory, confirmed this perception, noting it had a }irofound effect on his approach:
" was initially antagonistic. I saw it as political and I was upset by it, but after my Rhodesian
visit I changed my mind, In Rhodesia I could see that whites weren’t chased out of the
country, and that the heads of companies were sti}l whites and that whites and blacks got on
well. It changed my whole outfook to black and white and helped me to see blacks not as a

threat but as an opportunity."”’
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This was followed by various other activities aimed at senior and mid&le management. By the
end of the first quarter of 1988 all middle managers had been through a TPQ induction
programme, the cbjective of which was to "develop a peer relationship with middle
rmenagement with the view to merging the process with their environment*® By the end of
1988 most managers had also attended value-sharing workshops, aud for the senior managers
there were also several township visits, and visits to the homes of employees and employee

hostels, organised within the company.” According to Nel by the end of 1987 managerial

discussions groups had been mieeting regularly, and their responses were "very constructive,

with minimal negative reactions”, but in an April 1988 "TPQ Status Report" ke provided a
less sanguine assessment: "The process of sensitisation has wndoubtedly sneceeded in its aim
of loosening up the attitudes as a preparation for pursuing change-related strategies through
TPQ. At a rough guess 20 - 25 percent of participants have accommodated the need for
change and TPQ positively, and are willing to pursue it. ... Approximately 50 percent are
probzbly heutral, and could be swayed negatively or positively. Senior managerial attitude and
guidance will ultimately determine this group’s dedication or resistance to TPQ. The balance
of 25 - 30 percent should be viewed as inherently resistant, and could very well be fermed
"Maliciously Compliant". This spread is most encouraging, as the "Creative Minority® of 20

- 25 percent is more than adequate to mobilise commitment to TPQ".®

Net argued the discornfort feit by many within management was inevitable and necessary, and
while it had to be confronied, i* vs.sid not be allowed to impede the process: *We basically
had to push it through, sometimes against the wishes of some of those managers directly
affected, If they had been given the option, you can be sure that managers at, for example,

Piet Retief, would not have accepted it. The irony is that fo introduce demecracy into the
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company, we had to be autocratic to a point. Had it not been for Leon’s determination, it
would not have happened".® Cohen himself, however, was more ambiguous on thig point,
acknowledging the difficulties involved, but tending, in the early days of the process, to
understute the level of opposition from his management, and therefore to overstate the
consensug reached. In a2 1989 speech he summarised his view of the tone of management s
resporise at this initial meeting of senior management "They openly, even though heéitautly
at first, explored what full participation implied - discussed, agreed and reinforced their
acceptance of the inevitability and in fact desirability, of change, Probing many of the issues
raised led to extreme discomfort ~ exposing the ugly realities of apartheid - recogmmng the
terribie and ignorant percepﬁons we were prepared fo take as fact - and facing the false beliefs
that we actually had good relations with the workforce, that we understood their needs, and
finally accepting what existed was a superficial politeness that enabled us to tolerate each
other without trust and mutual respect”.2 He said managerial suspicion about TPQ had been
particularly acute among the lower levels of management and among white supervisors.
*Underneath some are afraid, some are suspicious, some are resentfil. But these people will
feel the dynamic of the situation and will endeavor to come along with it". In contrast to
Nel and some of the other directors, he arpued at the time that "management must be
motivated to move in a new direction - they cannot be coerced”, and expressed the helief that

this was happening.%*

Later, however, he offered a more critical perspective on this stage of the process, and
particutarly of Nel’s role within it, expressing unease about the extent to which it was
introduced to fhe business from the outside and never sufficiently integrated into its day to

day operations, One reason for this was that Nel’s didactic style and his role in forcing the
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paﬁe of the programme’s implementation caused resentment among management, and it was
* this consideration which ultimately prompted his departure from the company in 1991, Having
initially applauded Nel’s role in setting up the programme, Cohen feit he was not the right
man 0 develop the process further because Nei’s continned presence was a source of tension
with other managers.*® This perception was confirmed by seversl other managers within the
company. For example, accqrding to one former PG wood manager, "Christo was very
- umpopular with the managers. We thought he was all theory and no action and that he was

arrogant,"

Asa m@t, many of the white employees appeared relieved to hear of his departure, including
some of those who supported the basic parameters of TPQ. On the other hand, the company’s
Organisation Development coordinator, Maxine Hart, along with many others involved in
implementing the change programme, came to the view that despite the controversy he
engendered, his role was a crucial one in establishing the momentum of the f....ess. "The
problem most of the managers had with him was that his style was antagonistic, but I think
was necessary at the start. If you want to shift the culture of your organisation radically, you
need a bulidozer and Christo was a bulldozer. Leon once explained it to me that, *you need
a lunter to stake the field and a farmer to plant the vegetables, and he said he didn’t want 2
hunter messing in his tomato patch, But with hindsight it could not have been done without
him. He was needed to start the process but once the field was staked out, we needed
someone to hold people’s hands and that’s not his style.""” Cohen put forward a similar
view, acknowledging Nel’s arpument that the change process could not have been achieved
without a measure of coercion. "The problem was that we imposed that on the business, so

that it happened simultaneously, but not in an integrated way in the business itself, It didn’t
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even incorporate the human resource people or functions that existed at the time, It ﬁu!led its
own TPQ people into place, and enforced that situation, though I think we picked some
gupr.b consultants - people who specialised in the impact of change on individuals, which was
wmassive, and who concentrated on getting them to realise they had to look at themselves and
their behavior, which had to change. But from a lot of the white management it was regarded
as a political move, especially in ﬂmse days, though there’s no doubt that it helped bring
about change integrate a more non-racial culture into the business. I believe that real chﬁnge
has to imposed, but then you come back, baving imposed it, and you have to get people to
buy into it, throngh participation, and ultimately to achieve ownership of it by the people

themselves, "5

As discussed in the chapters below he programme gradeally geined a significant measure of
passive accsptance among the different levels of management, and active resistance decreased.
As fonnér ’I'PQ Coordinator Thlopheho Modise, put it three years after the programme was
introdueed: "TPQ has created a ot of discomfort for whites, but as they went through it, their
experiences changed and this started to change their attitodes, and they became more
accommodating, They became more exposed to other people’s perspectives and in this way

gained more information which they wouldn’t have had it not been for TPQ"%

9.4 VALUE SHARING

After initial consultations with PG Bison’s unions, the first concrete step in implementing the
TPQ programme came with the launch of a pilot programme focussed on breaking down

barriers between black and white employees, Cohen explained this as follows: "As we were
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to commence w1thout trained resources and with no past proven history, we selected one of
the units from which to gain the experience, knowledge and confidence that would enable us
to introduce the programme more rapidly throughout the group"™ The unit, Laminate
Industries, was chosen because of its proximity fo the head office and becanse of its relatively
liberal senior management. Its employees wete taken through two day value sharing
workshops, each of which involved about 20 people, roughly h..if black and half white, They
were put through a programme in which they were encouraged to explain their views o_ﬁ
society, day-to-day problems and aspirations, political perspectives and their attitudes to each
other .nd the company, iz ad_dition to being given an introductory lecfure dealing with, among
other things, aspects of the country’s political history, It was judged to be a success and from
then on the programme was implemenied throughout the company.” Nel said the goal of
these workshops was to narrow the gaps in the political and cultural perceptions of white and
black employees. "The desired output at the end of this phase would be the development of
8 set of common values which reflect the needs of the entire workforce, management and
labour included".™ Later he reported: "During these workshops traditional barriers to
interdependernce are explored, and common valves for the business are developed. Laminate
Tndusiries hag been used as the development base with results that have exceeded

expectations".®

The company moved with considerable speed in ensuring that all employees went through

these two-day sessions (which took place during woiktime). One year after the first pilot

' sessions were completed, a total of 24 workshops had been held - 10 at Laminate Industries,

three at Boksburg, seven at Pletermaritzburg and four at Piet Retief.™ The programme.was

Iaunched in the rest of the company in 1989, and completed in early 1990, by which time
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about 200 value-sharing ﬁorkshops had been held,™ These encounters represented the most
explicitly political dimension of PG Bison’s in-house change process. As in the pilot
programme, each workshop brought together between 15 and 20 employees, with the gencral
aim being that approximately half were black and half were white (although because of the
company’s racial breakdown, this was often not possible, and some within management had
to atiend several of these sessions). Tliey were controfled by a workshop facilitator "to
encourage free and open debate and to ensure that no-one would feel prejudiced by speaking |
up".”

Aﬁ indication of what was intended to come out of these workshops was provided by the

1987/8 Value Sharing Workshop manual. The standard programmie began with introductions,
- and then moved on to a lecture on "PG Bison - where it stands" . After explaining the purpose
_ of the workshop; a second lecture, "South Aﬁic;a: An Overview" was given, These inputs were
provided by the facilitatof (in most cases Thlopheho Modiée, though in some sessions the
lectures were delivered by Christo Nel). Thereafter the participants were asked to diseuss and
write down their "fears and hopes", after which they were given further input on black and
white perceptions and experiences, and were asked to give written inputs on the process. The
gacond day involved (_liscussion on the previous day’s experience and content, and a "re-lc ok
at PG Bison’s Vision, Values and Business Commitments”. It ended with an attempt to get

the participants to agree on "mutually set actions towards independence”.”

Thé workshop manual, handed to all participants, started with a section on "Workshop
Purpose” which stressed the "macro impact on the company” of "outside factors" including

"population demographics, perceptions and prejudice, productivity, polarisation and
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politicisation". It noted: "This then calls us to become much more aware of the broader social,
political and eéonomic issues as they are very important in shaping our company towards
excellence, Failure to do so will certainly result in decreased performance and even failure
in our company".”™ It went on to say how the country would look "approximately 13 years
from now", noting factors such as.a 134 percent black population increase, an.over 500
percent increase in black matriculants, a doubﬁng in the nmumber of urbanised blacks, an
ongoing decline in productivity, the “deep rooted perceptions and prejudices because of our
historical hackground", and the polarisation in societ& and the workplace.?’ One of the
inputs’, "South Africa: An Overview", focussed on the hxstory of apartheid and racial
| discriminaﬁon, the laws restricting Elacks from participating equally in sociéty and the
implications for the ability of blacks to compete with whites™, and was accompanied by
lectures on the history of black resistance, including details about the ANC and PAC and the
armed struggle.™ It also presented a "comparative development process” on a "typical" black |
employee, "Teboho Letsatsi" and atypi;él white employee "Jan Alleman”, both the saue age.
The former began life in Sophiatown, played with wire cars, started school in a class of 60,
learnt of his uncle being killed at Sharpeville, had a father who lost his job for failing to
produce a passbaok, completed school in standard eight at the age of 16, later became 2
teacher but was fired and jailed on Robben Isiand for five years for political activities, On his
. release he became a trade unionist, and was detained several times. In contrast, Alleman began
life in Mayfair, was raised with educational toys, started school in a class of 20, had a father
who was promoted to become a company manager, went to the army after matriculating, then
to study engineering at Steﬂénbosch, believed the ANC was a buach of communists, travelled
overseas, became a managing director, voted for the NP, and was concerned about

violence.® ‘Following an account of the 'life histories’ of these two archetypes, the
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participanis were asked to relate their life experiences to those "Teboho" and *Jan". Questions
included: "How has the government affected your life?", "What have you been taught to
believe of the other race groups and your own?", and "What ate the most important events
that have shaped your life?", A. firther set of guestions asked about the participants’s sources
of' political information, their attitudes to the company and the effects of events in their

commumities on the company.®

According to Modise, the workshaps created "a lot of discomfort" for white employeés in
particulaf, "but as they went through with it, their expeﬁances change and this starts to change
their attitudes, and they tended to become more accommodating, They became exposed to
other people’s perspectives and in this way gained more information." Hé said that prior to
February 2 1990, when the ANC and other political organisaticns were unbanned, there was
a far stronger negative reaction to information relating to topics such as the history of the
ANC and the reasons for the armed struggle. "Whites tended to come in with closed minds.
They regarded the ANC as a violent organisation which was ba. ned and therefore they did
not want to hear about it or were very antagonistic. But as the black workers discussed the
reasons behind the ANC taking up the armed struggle, for example, they started to listen. Tt
_ was the first time they were hearing the perspectives of their colleagues. After February 2 the
whites were more eager to talk and find out what the ANC stood for, and that made the whole

process easier than before".™

Cohen said both white and black employees had problems with the workshops, though for
very different reasons. "This was not an easy process. There was a lot of fear, mistrust and

suspicion, People did not understand why we were doing this. Some whites thought it was
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. poliﬁcal and only in the interests of the biacks. Some black workers thought it was a form of
co-option. There was much resistance initially. Pecple did not want to change; they wanted
to remain in their comfort zones. They were afraid, Nevertheless, we continued. We believed
in the humanity of all employees and their capacity to change. It was encouraging to learn
that people were not motivated by revenge or hate, but by a real desive f01; an equal

| opportunity and stake in the system. Through this process, we began to open up the system.
We created a discomfort, a need for change. People began to think critically about their
traditional views, and see common bonds and goals".¥® He argued that this process of
confrontation was essential in creating a measure of trust between wnrk&s and managers, and
was a necas#ary step to take beforé the rest of the participative programme could be .
implemented. "Black and white had to recognise each other as people, and that they played
a part in the business. What came out of the valie-sharing workshops was very encoirnging:
people were having their minds opened, They looked at things they had not considered before.

| Once people were not afraid that their jobs were prefudiced by saying things they wanted to

say, a lot was said candidly"®

He mentioned several examples: "A black asked a white whether he would attend - the white
said he would and asked "wil! you?" - the response was: "I never thought I would ever trust
a white man", A black Nactn member whe had never recognised our Cosatu union would not
attend for over three months - finally he did, and is now one of the best advocates of TPQ
in his SBU. In one workshop there was the following interesting dialogue between a foreman
and an employee who worked in his department: The foreman asked the employee, 'As this
is an opportunity to speak frecly, what is wrong with you - what must I do to get you to work

more effectively’. The employee then explained it had nothing to do with him - that what he
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did not understand was that he had to trﬁel two and a half hours to work and two and a half
hours home each day, that he shared a house with three families, that he had to listen to two
of the wives arguing all night and was then expected to work harder the next day. What he
wanted to know was when would he earn enough money to buy his own house, The foreman

stated openly that he had no ided what this was the problem”.*

.Posiﬁve Jerspectives on these sessions were also given by most black shop stewards and
workers interviewed, Former Laminate Industries shop steward and assistant warehouse
superintendent, John Nkosi, said the value sharing groups workshops were useﬁ:l in shr.ﬂmg
aftitudes of middle management, and in creating greater understanding among workers of the
way white employees perceived them and the compé.ny. "These workshops helped a lot of
managers to understand the workers’s cultural beliefs, the valies of the black man, and for

us to understand their culture, and work out an understanding for the business to survive".®

By 1990 the value-sharing workshops were completed, and the process was not repeated. After
this, new employees were not taken through the same process, meaning that each year a
reduced proportion of workers and managers had experienced this process. This did not mean,
- however, that the question of values’ had been dropped, although, as is argued below, it
would be frue to say that the political dimension is no longer stressed to the same extent as

during the 1987 - 1990 period.

9.5 CONCLUSIO
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By 1989 the structured component of the managenal programme had been compleied, and by
early 1990 the value-sharing workshops were also completed, with nearly 4 000 employees
going through them. In addition, as discussed in chapter 10, by 1989 the first in-s-groups had
been established, the commumications strategy.was also in place, with Ubuntu, a newsletter
aimed primarily at black employees first being published in November 1989, and TPQ Times
- gimed at both management and workers, first being. published in April 1990. By late 1989
the pilot stage in setting up a company-wide Hteracy and numeracy programme (called
Learning for Empowerment and Progress - LEAP) was being @mpleted, and the company’s
housing programme was being implemented. The recruitment embargo came Into being in late
1989, though its implementation was, at best, piecemeal, Less progress was made in the
“Payback Cycle" (or "hard" aspects of TPQ) -with the complex systems of performance
measurement and monitoring never fully implemented, and the performance-related reward

system first being implemented in 1991, with limited success.

In looking at these first three years of the TPQ process, three discernable sub-phases can be
recognised. The first, in 1986 and 1987 (which Leon Cohen called "From Status Quo to
Change"®) involved thé initial conﬁeptualisation of the plan, during which the parameters
of the propgramme were set, the m.mal plans were made, mission statements, principles and
’philosophies.‘ were formulated, angd the first steps were made in preparing the top level of
management for what was to come, The second phase, from late 1987 to early 1989 (which
Cohen called "From Fear to Understanding"®) involved the estab]ishmént of the TPQ
department in the company head office, the further ’seﬁsiﬁsing’ of senior managers and later
of lower levels of management through the managerial programme, the value sharing

workshops as well as a variety of other educational activities. It also involved the initial
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communication with the unions, and particularly their shop stewards, and the early inifiation
of joint management-worker structures, mainly in the form of the in-a-groups. The third stage,
in 1989 and early 1990 (which Cohen called "From Expectation to Delivery™!) involved the
completion of the value-sharing groups and related educational programmes, the establishment
of the in-a-group networks, as well as the initial implementation of a range of new

programmes such as LEAP, the housing scheme, snd the communications pmgramﬁne.

It is'notable that despite the detailed plans described above, the actual implementation of the
programme was slow to get off the ground, partly because it was felt that there was little in
the way of useful precedent fo draw from, but also because logistical factors - the size of the
company, its existence as three separate organisations and the number of sites involved - and
because of the caution and opposition from many within the managerial structures. According
to Cohen, "it took a good 12 to 18 months to convert an idealistic desire into a describable
vision and a committed course of action"™, while elsewhere he said; *T would put it at about
13 months from the time of concept, to the time we really started doing something,
commitfing money to it"* And even then it was only the senior managerial development
programme and value sharing workshops which were implemented on a substantial basis by
the end of 1989 (two years after TPQ was first launched). These programmes, however, set
a strong basis for what was to follow fiom 1990 onwards, and certainly helped to create a
measure of trust hetween black workers and the company’s senior management, even if, in
many cases, this did not extend to the line management. As is argued further in chapter 12,
the managerial programme confributed towards establishing & less confrontational style among
management and also towards a better undesstanding of the problems faced by black workers,

This tendency was consolidated by the value sharing workshops, which also contribnted to a
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better understanding between black and white employees and in breaking down aspects of the

communications barrier.

As a result, this dimension of TPQ was viewed in a largely positive light "~ workers and
despite suspicions that it was part of a "co-opting" agenda, it did not aftract opposition from
the unjons - mainly because it did not compromjée their position in any way. This climate |
certainly eased the path of management when the first level of the more permanent
participative structures, the in-a-groups, wag introduced in early 1989 - parfly because in their
initial form they resembled aspects of the value sharing workshops (bringing together
managers and workers in a common forum to disenss problems and perceptions), and it was
only when Nel tried to extend participation and cooperation heyond the "fluctuating peer”
level by creating a national shopstewards council, that the unions started to dig in the_ir heels

and began to view the whole TPQ programme with more overt suspicion,

Despite the two year *free tide” from the unions, Cohen subsequently argued that at that stage
they could not have moved much fazier without kﬂ.lmg the process altogether, both because
of the trial and error basis for its implementation and because without laying a strong "value-
oriented" groundwork the caution shown by both managers and workers could easiiy have
turned into antagonism. As it was the programme siretched the tolerance of many employees
10 the limit, particularly within managerial ranks. *Through this experimental learning process,
we were able to develop a model which could work for us,” Cohen said. "We began the
process with team members going into business operations and imposing changes in isolation.

~ Managers felt overwhelmed, They were struggling to cope, There was much confusion. People
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could not see how all these processes related to one another; or how they related to

performsance.™

As a consequence of this managerial "confusion”, as well as worker suspicion, Cohen said
senio; management began to r¢ ..ess some of the parameters of the programme, and, as is
discussed in chapter 10, a range of new participative structures were implemented between
1989 and 1992. (W)e began to realise that we ... couldn’t work in isolation,” he explained, -
"The approach had to be holistic. We had to integrate these processes into the daily muming
of the business - .aud show how they contributed to the bottom line. People had to see the
relationship between external culture, internal culture and pezfo.unance. We could not improve
the bottom line or industrial relations without addressing all of these issues, Performance and

good industrial relations are an outcome of addressing all of these issues."”

| This three year stage ended with what was meant to be the Iaunch of Part Two of TPQ in
which the programme was put on a new, far more self-sufficient basis from 1999 onwards.
Instead the formation of a joint shop stewards council in October 1989, prompted oppoesition
from the main union, Ppwawu, which, in August 1990 led to the temporary suspension of

TPQ, followed, in March 1991, by its te-establishipent on an adjusted basis.
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TER TE
THE CONSOLIDATION OF TPQ: 1990 - 1993

10.1 INTRODUCTION

After 1989 the participative management programme at PG Bison became well established
within most of its business umits, and over the next three years most of its central elemenis
were introduced, including the National Forum, SBU Forum Committees and other leadership
structures, the in-a-groups, a new approach to information sharing and a literacy drive, as well
as its internal social responsibility initiatives focussing in particular on housing and Lealth.
The first production-related agreements were also reached in this period at some of the SBUs.
A subsequent development was the company’s job creation scheme, which first came into
being with the closure of a factory, and later became a priority with the one business

initiative.

In 1992 Cohen updatéd his chronelogy of this *change process®! by adding a fourth and ﬁnal
stage to the previous three (awareness/sensitisztion; acceptance; ownership/empowerment)?,
This "delivery" stage, was characterised by "participation” and involved a focus on improving
| communication, business structures, development and "value-driven performance”. While the
entire process. was performance-oriented, it was only the fourth stage which involved
"fundamental transformation”.* He subsequently argued that while PG Bison took five years
to reach this point, it was possible to achieve it in a shorter time, though it was unlikely that
any of these stages could be avoided. "Today what we have achieved could be done much |

more quickly. Not only is the political climaie more conducive, but there are now several



other cmnpénies which have taken this path. The first peﬂod, awareness sensitisation, could
be reduced to six months and the whole process could take place in two years".* What this
linear version.of events omits is that TPQ’s progress did not cccur in an unioferrupted
manner, and was marked by conflict at key points, it might therefore be worth adding to his
schema by noting that during the period of TPQ’s consolidation (1989 to 1993) there were
also four mportant breaks in the process - cach significant in altering the course of PG

Bison’s participative programme.

‘The first break came with opposition from the two main trades unions, Ppwawu and Numsa,

tn the introduction of a shopstewards council (a national forum for management to meet with

shop stewards from all the unions) in 1989, as a result of suspicions that its purpose was to
co-opt shopstewnrds and divide them from their unions’ officials. Their intractability on this
point led to the scrapping of this structure affer seven months, The second, related break,
prompted in part by the conflict over this issue, came with the decision of the unjons to
suspend the entire TPQ programme - between August 1990 and March 1991. Underlying this
was intense opposition from the Ppwawu leadership to the notion of co-determination, and
deeply rooted suspicion about managerial motives, as well as strong criticism of some of the
structures which had been set np. This led to a re-evaluation of all TPQ structures, and was
the catalyst for the launch of the National Forum. It also had & significant effect on the

attitudes of the unions, and Ppwawu in particular,

The third change came with the departure of Christo Nel short'y a%er the first National Forum
session in June 1991 (after three monthbs period when he served as a non-executive director).

This coincided with Thlopheho Modise’s promotion to the position of Plyproducts genetal
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manager, and led to several important changes in TPQ. For four years Nel had steered the
programme and had been given the power, through his pbsition as an executive director, to
secure its implementation. With Ne! out and Modise redeployed, there was no-one else on the
TPQ team with the status of a director, or even senior manager. The role of the TPQ office
became one of servicing the needs of SBUs with respect to the participative processes. This
could be interpreted ag a reduction in TPQ’s status but was also as an indication that its goal
of being *self-driven’ had been met in part. With the value-sharing workshops completed in
early 1990 {(and, partly as a result of Nel’s departure, never repeated), the process became
integrated into the day to dey running of the business within some SBUSs, though the reduétion g
in the programme’s profile allowed management at other SBUs to downgrade it. Overall,
however, with the exception of the literacy programme, the key components at this stage were
less reliant on the inputs of resource people than had been the case with the eaﬂier, more
policiticised and didactic aspects like the value-sharing groups s1d management programmes,
With assistence from the TPQ team, the SBU leaders, together with the shop stewards,
became more dentrally involved. Nel's departure also led to a marked change in jargon and
style, The name TPQ itself was gradually phased out and a new set of cor;ceptual and
diagrammatical models was devised. Gone were the 'performance bamel’, “productivity
triangle’ and ‘’transformation arrow’, and in their place came a simpler model with
*Continuous Improvement’ as the stellar centre and eight ’satellites’ surrounding it,
representing "values", "creative structures" (National Forum and in-a-groups), "participative
processes", "community involvement” (environment, housing, health and benefits), Leap and
business literacy, performance, communication and leadership.” The TPQ office under Nel

had distributed documents crammed with political facts and diagrams®, but after his departure
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the focus was on supplying documents of 2 more functional nature, to assist SBUJ leaders with

running information sharing sessions, in-a-groups and other participative forums.”

The decline of TPQ as a coherent mode] of industrial change set-in during the second half of
1992, whéﬁ it was decided to prioritise the restracturing of the company into a single

business. This led to the fourth, and most decisive break in TPQ’s progress from which it

never fully recovered, Though in some respects the level of participation was subsequently

deepened - particnlarly regarding the direct role of the unions in company pelicy - the initial

participative thrust through innovations such as the inéa-groups, SBU leadership forums, the

external ret:rﬂitnﬁent embargo had largely dissipated by mid-1993.

But before returning to the reasons for the decline of TPQ (and the introduction of a different

kind of participative programme) in chapter 11, it is necessary to examine the component
parts of the programme during the period of its cansolidation, and then, in chapter 12, to

consider the responses within the factories and outlets of those most directly affected:

managers and workers,
10.2, COMPANY VALUES AND VALUE SHARING

By _1990 the value-sharing workshops were completed, and never repeated, though value
sharing did form an aspect of the function of the in-a-groups in some SBUs and was often
discussed in the various Jeadership structures. The question of *values’ in a more abstract, and
at the same time more formulaic, sense remained an inportant element of the process, as these

served as a common point of reference for management and workers to which each could
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appeal at points of disagreement. This was particularly imporiant to the progress of the

primary participative structure, the National Forum, which was established in 1991.

At the first National Forum meeting management placed the company’s *values’ at the centre
of the agenda, and sought to win union approval for a common approach in this regard Its
statement of values stressed basic liuman rights and freedoms, non-racialism, the need to win
the commitment of employees, the need for training, opportunity and recognition and a
cﬁmmitment to the environment, and to society generally.? After some discussion these values
were accepted. At the same time a strategy document, refating to the values was adapted. _
A g oﬂm: tﬁings, this stréssed the company’s policy of no retrenchmams (resulting from
short-term economic downturns), no employment of casual labour and a redundancy policy
involving jobs training and intemal recruitment.’ A related document on the culture of the
business was also adopted. This stated that violation of the values was to be treated as a
disciplinary offenice. It established a policy of non-discrimination (neither formal nor
informal), with equality of benefits per prade, and equal pay for equal work regardless of race
ot sex. A section on participative processes stated that people within departments should have
a direct say in the recruitment of managers, peers and tean members, in the development and
implementation of training programmes, in performance evaluation of peers, seniors and
juniors and in goal setting, and that management was obliged to ask the opinion of employses .
before making changes in these areas. It also stressed a commitment to information sharing,
inelL g the obligation of each business unit to give regular performance reports and

eliminate illiteracy.™
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A section on "Career Paths' emphasised the company’s commitment to internal recruitment
iﬁ preference to outside recruitment and stressed there should be regular assessments of each
employee’s training and development needs and that mansgement and worker representatives
jointly identify people for "developmental potential”, A section on *People Performance’
reiterated the company's commitment fo training and stated that all eraployees should be
involved in measurmg their own work performance and setting productivity standards. The
section on *Trade Union relations’ expressed a commitment to regular meetings between
management and union representatives and to providing "appropriate resources eg full-time
shop stewards, facilities and training" to the unions. It also stated that the unions should be |
involved in the internal promotion programme and that all company policies, "eg literacy,
recivitment embargoes, employment practices” were to be negotiated with the unions and that
employees and unions should not take unilateral actions. A section on structures stressed the
need for effective in-a-groups, and committed the company to delegating decision-making

authority to "lower levels of the organisation”."

The first National Forum meeting agreed to all these objectives and proposed they should be
written up in six languages in an "easily readable booklet and distributed to all employees".
Each SBU was obliged to make this available to all employees, and to conduct a bi-annual
evaluation of the extent to which these values and objectives had been fulfilled. The resulis
were to be examined by the National Forum, SBU leadership feams and in-a-groups. It was
agreed these values should become the "standards and point of reference for relationships,
decisions and actions within the company" and that violations should be resolved first af local
level, apd from there to the SBU Leadership team and then to the National Forum if

necessary.? Each subsequent National Forum meeting involved management and union
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reports from each SBU on the implementation or otherwise of these values. In these and other
meetings between management and the unions, the agreed values were frequently referred to
by the unions and became a way of checking the un™.teral action of management. For
example, the July 1993 SWOP report for Ppwawu on restructuring, which was subsequently
accepted by management, criticised management at some SBUPs for viclating company values

on refrenchments, redundancies and _sub-contfacting.“
. 10,3 IN-A-GROUPS

In 1989 the company began introducing in-a-groups into the TPQ programme. The idea,
. according to Nel, was to establish forums within each section of each SBU "through which
management and workers are able to optimise both their intcraction and performance as teams
within their specific business units"." An added motivation was to improve and deepen the
participative processes, which until then haé not gone muach beyond the internal educational

forums such as the value-sharing workshops.

According to the then-TPQ coordinator, Maxine Hart, who was responsible for the
implementation of in-a-group structures, the idea behind this innovation was that "the person
doing the job understands it better than anyone else, and therefore there is a need to ensure
the devolution of authority and power to lower levels".' From this view came an attempt
at involving people at different levels within the company hierarchy within the same decision
ﬁ:laking structures, w1th each member ostensibly enjoying the same status within the group.
A key to this system was the notion of *pipelining’, through developing horizontal as well as

vertical decision making structures.® The idea was io bring together all employees, from
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managers to cleaners, within each section of every SBU, and get them to meet on a weekly
basis to discuss issues facing them both in and outside of work - home environment,
discipline, values-related issues, punctuality, transport, canteen problems and others - and find
solutions to day-to-day shopfloor problems. According to the plan, members were also to be
given a say in the hiring of new employees in the work area of that group. In theory this
meant that throughout the company natural work teams would be playing a significant role
in running the company. Each employee would be desiguated to at least one in-a-group,
~ according to job definition and tasks in relation to those of other employees though the groups
were usually limited to about 10 members, which meant that in a section with 30 people there
would usp.ally be three in-a-groups. In 1992, however, there was a shift towards the idea that
each functional area should have an in-a-group, and where this was too large, an element of

representivity was to be introduced."”

The concept behind this was rooted in the Japanese quality circle system, with its emphasis
on small ieams of employees from various categories solving problems and improving
productivity and product quality. Cohen, however, stregsed the differences: "When we telk of
a participative system, many people confuse this with quality circles, QC’s are in fact ouly
a manifestation - in Japan, there was built-in participation all the way from government
through to the shop floor of industry. It was part of their culture, and therefore QCs were a
patural occurrence™.'® While the context was clearly different - at PG Bison it was hardly
a ’namrél occurrence’ - there were clear similarities in the kinds of structures set up, and in

sorae of the aims involved, though not necessarily in the way they were implemented.
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Both of these elements emerge clearly from the in-a-group manual, released to SBU leaders
in 1990, which notes that the features of an hierarchical structure include: "fixed positions

within hierarchy; anti-communicatiors; difution of information/message; no pipelining/no

. interdependencies; encourages *passing/losing the buck’. On the other hand, in-a-group

féatures include: "value-adding; horizontal up and downstream pipelining; participatory
prdcesses; t-ng all available creative human pbtenti'al"."‘ 'i‘he document states that the
opporiunity for these structires comes from the fact that "people want to be involved and
participate but oftent have no avenue to do this". It adds: "South Africa is confronted by major
shottages in managerial and technical skills which causes decision-making to be anfocratic and
axﬁemely centralised. The need exists to develop fo@ﬂ participative structures (which do not
infiinge on union astivit'ies-) that allow employees at all levels to be involved in decision
making and io increase their own knowledge, growth and coniribution within the
company”. ¥ Their purpose is o "design formal democratic participative structures for TPQ

as a supportive process to current union and management structures (not in opposition to them

or as a replacement for either)".! The benefits for people involved are that they "gain greater

control aver their own destiny and increase their security by becoming more mvolved in
decisions that affect their lives at work", while the benefits for the corpany are that "authority
and responsibility is developed (sic) to lower levels ensuring that problems are solved more
effectively and the creative caparity of people is harnessed and developed”.®

The manual describes the system as one of "fluctuating peers", through which "natural work
teams" are more directly involved in the management of the company.” It motivates this as
follows: "The only people that still know what they are doing are those at operational levels.

The person doing the job understands it better than anybody else. Every business manager
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must develop and use the entire person, not only use an employee's arms é.nd legs". And for
the managerial doubters, it notes: "Participative leadership does not erode managerial
prerogative, It makes everyone a manager. A leader of managers is infinitely more capable
than a manager of dead souls". 1t lists the following five phases in establishing the system:
"1. Identify the natural work group; 2, Put own department in order; 3. Recognise
inter&ependence of customers and suppliers and introduce specialists; 4. Pipelining: Across .
department communication; 5. Additional TPQ components introduced"® It advocates
innovation ("use what is available: perfecting existing ‘wheels’ rather than recreating new
wheels") and advises against instantaneous implementation of the system, suggesting instead
that groups are set up one-by-one in each SBU ("longitudinal development training through
bite si~ chunks").? In practice, however, the process of implementation was slower and Jess
universu] than envisaged, while the form and pupose of the groups varied considerably from
SBU to SBU. There was also some resistance to this new system from both management and
from the unions, and the suspension of TPQ in 1990 slowed its Jevelopment. Coheﬁ said
*pecple did aot automatically accept" the in-a-groups. "Managers resisted them at first as a
direct threat io their power, Workers, although asking for participation, saw them as an
attempt *o break their unity, and a way 1o Impose productivity increases that might cost them

their jobs".?

As discussed further in chapter 12, four company surveys conducted in 1992 and 1993
confirmed this perception that there were major weaknesses in some SBUs in the
implementation of in-a-groups, particularly in the extent to which they operated to give
non-managerial employees power in real terms or to which these managements regarded them

as anything other than as a conduit for their own wishes.® By late 1992 and 1993 they
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began to decline or die-out at several of the sites. partly because the energies of the head

office were focussed on restructuring. Some of those most directly involved in overseeing

their success were seconded to the committee involved in planning and strategising. the
restructuring®, and this certainly became the absolute priority of Leon Cohen and the other
executive directors. The result was that factory, branch and outlet managers who were not
inclined towards in-a-groups in the first place were able to close themi down or allow them
to fall into disuse. From early 1993, the unions were also primarily concerned about
negotiating the implications of restructuring and therefore placed less of a priority_ on devolved

participative structures,

While in-a-groups had the effect of increaging the level of dirsct, task centred participation
at some SBUs, particularly between 1989 and 1992 (though in some cases well beyond this
point®™®), more generally they failed as means of introducing a less hierarchical, *horizantal®

style of leadership throughout the company, partly hecause the energy put into their

infroduction and maintenance was not consistent from SBU to SBU, partly because SBU

leaders were able to mould them according to their pricrities, but more findamentally because

their imposition was not accompanied structural changes in management, Tn most SBUSs there
were simply too many managers with vested interests in maintaining existing hierarchical

arrangements, for the in-a-group system to operate in the way Nel originally intended,

10.4 COMMUNICATION AND INFORMATION SHARING

After the value-sharing phase was completed, the approach to providing information to

employees shifted from the didactic to the inclusive. This was partly a result of the
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completion of tlw.educational phase of the mograﬁme. partly because of union pressure for
more information and new ways of communicating if, and aiso a reflection of a shift in tone
after Nel’s departure. The ethos of the early approach was apparent from the "Communication
Strategy" outlined in a 1989 TP() strategy document: "The SBU leaders have clearly indicated
the need for a much stronger and more cohesive communication strategy regarding business
strafegy in general and TPQ strategy in particular. An infegrated communication Strafegy is
being planned. ... The process of TPQ will become increasingly dependent upon creating an
acute understanding of what TPQ means. This will become particularly relevant as the
potential resistance from both white workers as well as frade union members increases. This
is a classic problem ixn any change process and can only be addressed through effective
communication." Arising from the recom.nendations which followed, a video for managers,

expounding the virtues of TPQ™ and two newsletters, emerged.

TPQ Times, described as the newsletter of the TPQ department was aimed at all employees.
and particularly those in managerial and supervisory positions. It fivst eppeared in Aptil 1990
carrying stories such as "The New Way to run a business of the future", explaining the need
for TPQ, "Good relationships with trade unions”, "Everyone is a Stakeholder", "Dignity,
Respect and Non-Racialism", "Information is for Everyone", "Participation and Workplace

Democracy", as well as stories about the basiness.® .

Ubuntu had a stronger puiitical bent, with a subtext indicating the company’s support for
"neople’s" struggles, concerns and symbols - motivated in part by a desire to neutralise uajon
suspicions that TPQ had a conservative agenda. Its first edition in November 1989. had "PG

BISON MAKES HISTORY" as its lead the story, on the "First ever national Shop Stewards
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congress in a company", The tone was set by a front pege picture showing shop stewards,
union organisers, Mel and his Itisa pariner Roger Roman, all with their fists rﬁsed. Its eight
pages included articles such as "Trade Unions’ Role Vital" in which Nel was quoted on this
issue, while his views on some of the issues faced by the congress were also included, along
with a summary of the positions reached, There was also an article the role of shop stewards,
~ one on "A Woman’s place is in her union", profiles of the national shopsteward's committee
chairperson and the company CEO and an endorsement of TPQ by the Ceawusa organiser.*
The second edition in April 1990, was more directly political, with 12 pages on
*strugple’-related iysues, some aimed at white employees. The front page lead, under Nel‘§
by-line and headed, “At the Crossroads of History", dealt with the unbanning of the ANC and
went on to explain Morobe’s role at PG Bison, "When Murphy Morcbe .., joined PG Bison
s a consultant, several people were shocked that PG Bison was willing fo have anyf.hing fo
do with such a supposed ’radical’. Yet managers that have met Murphy Morobe have come
to realise that he is an exceptionally good listener with a great love for our country and all
our people”. The article, which included front page pictures of "Com Nelson Mandela", ¥ W
de Klerk and Nel, had the sub headline "PG Bison is a company that recognises the need for
a non-racial democracy” and ~tressed how the unbenning of banned organisations and release
of political prisoners eased PG Bison’s task. The back page was devoted to another Nel
article, "Are all Comrades commies?”, in which the answer given was an emphatic *no’.
Inside, the words and history of two national anthems could be found and an inside spread
included articles on the history of the organisations on the ‘left’ including the ANC, PAC,
Azapo, Tnkatha, the UDF, the SACP, the Indian Congresses, the Unity Movement, Apdusa,
and the Cape Action League, with the pieces on the ANC and its allies comprising most of -

the five pages. It also included an atticle on Leon Cohen entitled "What’s my role in TPQ?",
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a piece entitled "Dignity and Respect” on the need to challenge managers who behave in a
disrespectful manner towards employees, and an upbeat picture story on Laminate Industries

employees celebrating Mandela’s release with a *toyi-toyi’.*

While these publications played an important role in reinforcing some of the content of TPQ,
thej did not constitute the entirety of the company’s initial internal TPQ commmunication
strategy. Notice boards carrying TPQ information, posters bearing the TPQ barrel, and a
steady flow of TPQ related documents descended on the company’s ﬁequently perplexed
management. More irﬁportant was the role played by the value sharing workshops and the
various strands of the managerial development programme, in ensuring that the worlkforce as
= whole was reasonably well-informed about the aims and political content of the programme.
Early TPQ documents expressed the need for more information on the business itself to be
communicated to the workforce, For instance the TPQ strategy document prepared in late
1988 made the following commitment: "1990 will see the implementation of performance
reporting through which SBU leaders will give information regarding the performance of the
SBU to all levels of the workforce", It asserted the need for simpliﬁed coh ;any performance
" reports, visually depicting the “slicing of the pie".* In practice however tﬁis aspect of the
commﬁnication strategy was only implemented on a systematic basis from 1991 onwards - as
a result of union pressute (arising from negotiations during the TPQ suspension period). After
March 1991 management committed itself to "opening its books" and making a greater effort

to communicate information about its performance,

Cohen said an obstacle to a more open approach to "information sharing" was the "culture of

secrecy and silence”, which needed to be overcome. Another problem was the inability of
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waorkers to understand management reports and their lﬁck of trust m the information provided
by management. "Although workers had asked for information and company results, whén we
started producing figures workers did not always trust the information they were getting.
Managers on the other hand were afraid that workers would use the information to demand
higher pay". he said. The way around the problem was a far more concerted “information
sharing" drive, .“If we were to see all employees as committed and equal stakeholders, they
needed to understand how the business worked. They needed information to be able to make
sound judgements and decisions. We began business literacy courses, ... training people in
how a business functions and reporting on how or own business performs in simple, accessible

tel'm.S“ -3?

With Nel’s departure Ubuntu and TPQ Times and the TPQ video series, were discontinued.
In 1993 the company began producing.mll_bm_rq, anew quarterly publication for all employees,
with a markedly less politicised and didactic tone, It included articles on participative
programmes - such as the National Forum, in-a-groups and Literacy classes, details of the
Commumity Involvement programme, infermation on the company’s performance, as well as
‘upbeat stories from selected branches and factories.® This ‘information sharing” drive was
strengthened by the introduction of the National Forum in 1991, One of the union demands
was for mare information about the company and the Forum played this role - prompting, and
in some cases forcing, SBU managers to supply detailed information not only on the success
or failure of TPQ programmes in their factories and branches, but also on other issues of
union concern, including details about the business that were previously not readily available
. to workers. After June 1991, when the forum first met, the company published an anmual PG

Bison Performance Reports and half-year performance reports, which depicted in a graphic

525



and relatively simple manner the company’s perfonnanée (in valve-added terms), and the
distribution of income by means of what Nel called "slicing of the pie" graphics. These award
winning reports®, which were distributed to all employees, also contained information on

the company’s values, social commitment and TPQ progray- aes,”

TR and Information director James Smith and TPQ cu::dinator Maxine Hart explained the
development of this approach as a natural -growth fiom the in-a-group structures. "The early
attempts to encourage participation at work team level led to demands for more information,
and in particular performance data. How could workers make meaningful decisions ... when
_ they were denied access to details on their company’s - * their team’s performance? So we
introduced annual and mid-year Performence Repr. - . employees, as well as site and
departmental reports”, they wrote.! In most SBUs these were presented in written and oral
forms, and were discussed with employees at general sessions and/or through the in-a-groups

and SBU Forum committees.

As is discussed further in chapter 12, the shift towards *transparency’ during the early years
of TPQ played a crucial |
role in securing a level of participation from the unions in the programme, particularly during
" the sensitive period of the company’s restructuring when, to the swrprise of Ppwawu, the
company agreed to a union demand for an investigation into ail aspects of the company’s
operation by independent researchers, paid for by management.”? Overall, it appears that
despite inadequacies, the information sharing. dimension was one of the more successful
aspects of the TPQ package in that it provided management, workers and unions with 2 steady

flow of reliable facts and figures about T, the organisation of the company more generally
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and about the financial side of the business, all of which increased the possibiﬁﬁes for
employee participation in other spheres. While the inifial concept of a communications
strategy was largely didactic - selling the advantages of political and industrial change to
white management and of TPQ to all employees, by 1991 it had shifted towards the idea of
transparency through ensuring that all employees had access to adequate and easily digestible

data about the organisation.
10.5 LEADERSHIP STRUCTURES

_ After 1989 maunagement made several attempts to create leadership structures involﬁng
worker representatives. On some occﬁsioﬁs this was done in conjunction with the unions and
at others the unions were consulted affer the event. These included the TPQ strategy
committees, set up in some SBUs from 1989 and 1991, the National Shop Stewards Congress
and Committes, which lasted from late 1989 until 1990, the National Forum set up in 1991
following the suspension of TPQ, as a result of negotiations with the unions, and the SBU
leadership forums, first set up in 1991. The idea behind these structures was that TPQ could
only succeed if it was part of 2 process of co-determination between management on the one
hand and workers and their uniong on the other. For TPQ to progress it had to be *driven’ by
joint worker-management leadership structures, The involvement of worker representatives

was therefore seen as imperative to the success of the venture,

10,5.1 TPQ Strategy Committees
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Ti’Q Strategy Committees were the first participative leadership strctures established at PG
Bison, with the idea being rooted in the CARE gronps at Cashbuild® According to
management, their aim was to give workers & say in the planning and implementation of the
TPQ programme at each SBU. As Leon Cohen explained it: "Our first objective was for each
 SBU to form a TPQ strategy committee which would be frealy elected by secret ballot - made
up from 10 to 20 members, with provision for top management and leading shop stewards to
be involved. They would act as a team fo be concerned with small group activities, organising
training in participation and leadership techniques, participating in the establishment of
inqenﬁvé reward systems towards the achievement of better living standards through
increasing wealth generation and just wealth distribution, and monitoring whether we are '

living up to what we say".**

Nel saw these commitiees as a key dimension to involving warkers in the company’s
leadership. "The most difficult value system fo break down is that of racialism. Almost as
difficult is that of understanding that you cannot change 2z business unless the power
relationships between management and labour are also redressed. It requires that managers
accept that they are not capable of sustaining growth and performance enhancement if they
insist upon maintaining their so called *managerial prerogative’. Mare often than not this is
seldom anything other than a thinly disguised need to maintain the past comfort of autocratic
and unilateral management styles, They need to come to the understanding that rather than
losing their *managerial prerogative’ they are gaining an infiuence and leadership of an
entirely different sort, As opposed to management by rule and dictate, they need to embrace
the need to manage with the consent of the managed, or stated differently, by democratic

sanction”.® However, his radical agenda for changing the relation between management and
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ﬁorkers was opposed by several of the SBU leaders for the very reason that they felt it would
undetmine their prefogative. Coben said the major difficulty in implementing this siructure
was resistance from this quarter. "We had to be aware that this could be seen by management
as eroding their power - we had to train management into understanding that authoriry was
not leadership ....".* The result was that the implementation 6f this aspect of the propramme
was piecemes] and varied from SBU to SBU, with some having elected strategy commiittees
(with Laminate Industries being the most successful), and others (such as the Piet Retief
factory) making litle attempt in this regard. In 1991, when the Nations! Forum was
established, in the SBUs where TPQ strategy committees were operaﬁng, .they wete

transformed into SBU Fomm Committees (also known as SBU Leadership Committees)”.

10.5.2 The National Shopstewards® Committee

The National Shop Stewards Committee was a structure formed as a result of the three day
National Bhop Stewards Congress, held at Broederstroom from October 18 1989, This was
attended by Nel, Roger Roman of Itisa, Murphy Morobe and 70 of the company’s shop
stewards and organisers frdm Numsa, Cecawusa and Uwusa (but not by Ppwawa officials, who
opted to stay away, though their shopstewards attended). The programme involved discussion
about a range of issues facing the compémy, including the aims and goals of TPQ, the
institution of fuli-time shop stewards, overtime pay, stay-aways, manageraent afﬁtudes,
workplace democtracy and company financial reports."é The congress decided that the role
of the Shop Stewards Commitiee would include coordination of unicn activities,
communication of progress made by each company within the group, and communication. of

settlements and forms of industrial action being considered or taken as well as keeping shop
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stewards and other workers informed of developments within each SBU.% It wes also used

to negotiate and help coordinate the LEAP literacy programme.™

Qpening the event Nel stressed that the company’s commitment to workplace democracy was
not an aftempt to undermine the authority and role of the unions. "TPQ will not speceed
without the unions, Our attempt at creating a just End democratic workplace cannot start,
survive or continue without the full involvement of the trade unions. Trade unions are the
“accepted voice of the workers and their officials - shopstewards included - are the efected
representatives of the workers. We consulted and negotiated with the trade unions every step
of the way and their role in the workplace is vital if we are to achieve our objective of & just,
democratic and non-racial workplace." This appeared to have been accepted by most of
those present and afterwards there was a triumphalist tone among the TPQ coordinators who
viewed the establishment of the shopstewards® committee as a major advance in worker
participation and as a demonstration of management’s good faith with regard to elected

worker represeniatives.”

.But_ while many of the shopstewards and organisers shared this enthusiasm, it was not matched
by the response from the Ppwawu officials whe regerded it as an attempt to co-opt
shopstewards and bypass the unions and their officials, and therefore instructed members to
withdraw from the structure. As the then-Ppwawu branch secretary, Kenny Fihla, put it: "VG
Bison i¢ not anti-union it its approach, but they do sort of co-opt the shopstewards through,
for example, the national conferenice of shop stewards, to be part of the implementation of
TPQ. What management wauts to do is to isolate the union officials and talk directly 1o the

workers". ™ Nel’s successors acknowledged they had been mistalten in not negotiating the
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structure with the national offices of the unions prier to sending invitations to shopstewards
end officials®, while some unionists subsequently said they had been mistsken in not
participating. Fihla said his union had taken the wrong approach in boycotting the event: "I
think we made a mistake in rejecting the conference, when we actually _should have
participated in it™*, though this opinion' was not shared by the unions head office

" officials.’

- The shop stewards council had a short life - Eeing born in late 1989 and disbanded in August
1990. The controversy surrounding it was a major reason for Ppwawu moving against TPQ
during this period. In May 1990 the Ppwawu head office sent a fax to PG Bison shopstewart’.

stating: "TPQ is there to co-opt the workers and undermine the militancy and undermine the
militancy of the union. Workers need to meet and plan a strategy to stop this"* In Augusf
1990 Ppwawu officials went further, informing management they beﬁeved TPQ had been
unilaterally imposed and that the enfire packsge had to be renegotiated. Until that point TPQ
existed in a state of formal suspension. This move was subsequently supported by Numsa and
Saccawu and therefore applied throughout the company. As a result, for over seven. months,
a suspension of TPQ remained in effect, with all elements of the progra:ﬁme, except the
LEAP literacy scheme, the housing initiative and the buginess courses (each of which
shopstewards insisted on maintaining), grinding to a temporary halt™ - 2 move which many
managers had difficulty in understanding, As Cohen put it: "We realised that people were stili
operating in a "win-lose” conflict paradigm. We liad to move rapidly to create a culture based
on the philosophy of cooperation and ’win-win’. We had fo explain to managers what

*win-win' meant and the value of negotiation # .d consultation. Unions also found this shift
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in mentality difficult, ... Confusion and insecurity resulted. It provided an opportunity for

those who opposed the process to say, *You see, we told you it couldn’t work®®,*

10.5.3 The Nariona! Forum and SBU Forum Committees

‘While contact between management and unions continued throughout this period, it was only
in March 1991 when shopstewards, union officials and managers heid a national meeting, that
agreement was reached that all TPQ processes should continue, This led {o the establishment
of a National Negotiating Forum to negotiate policies and procedures for the business. Two
months later the Cosaty unions held a two day conference with senior management to further
discuss the literacy programme, at which 35 officials am2 shop .stewards from the three unions
wete represented, Out of this, the National Forum was born with the idea of being a site for
the unions and management to negotiate matters falling outside of the collective bargaining
procedures. It became the primary arena for contact between the unions and management. The
plan was for three National Forum meetings to be held each year, though in fact they were
held only twice a year, with the process hroken during the negotiations around restructuring
in 1993. At each forum meeting about 25 managers and about 25 shopstewardé and union
officials from the four unions discussed a range of policies and principles affecting PG Bison
ethployees. It operated on consensus, and did not have provision for voting, Before and after
each Forum meeting, site managers and shopstewards were responsible for posting and
circulating agendas, minutes and other documents relating to the forum, to all employees.”
Tt proved to be a far more successful innovation than previous leadership structures. One
reason was that it was formed as a direct resuit of negotiations with the trades unions and was

therefore viewed by the unions as a project in which they had a significant stake, In peneral
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the participation from Ppwawu was more positive and supporti@ than it had been prior to the
suspension, ﬁith comments from its officials suggesting that their previous antagonism to TPQ
dissipated to a signiﬁcaﬁt extent, and, notwithstanding breaks in this support, was replaced
by an attitude of critical support which was strengthened after the negotiations around

restructuring in 1993.¢

It is worth giving a picture of what sach of the National Forum meetings covered in the

period prior to restructuring. The first Forum, held from June 9 ~ 11 1991%, discussed four
| mein issues: the Forum®s purpose and stroctures for participation, & range of TPQ-related
issues, the union demand for fufl-time shopstewafds and centralised bargaining. It was agi'ead
the Forum would not replace existing collective bargaining structures, and would not affect
rights invelving strikes or lockouts. Iis role was to serve as a "problem solving body" whose
responsibﬂiﬁes included formulation of company policy and values. Agreement was reached
on the company’s *Values, Statement of Objectives’ documents. Particular stress was placed
on the need for an implementation plan for in-a-groups involving all employees, In addition,
’.task forces’ were appointed to examine questions regarding training, promotion, health,
hygiene, safety and the environment, employee housing needs and community invoivement.
The LEAP literacy programme was unanimously endorsed, and it was also agreed that each
SBU should provide performance reports to employees and business literacy training. A
proposal endorsing the concept of full-time shop stewards was endorsed (whiie leaving the
implementation to each SBU), and it was agreed to begin negotiations on the desirability of
cenfralised {as opposed to SBU) collective barpaining, No consensus was reached on

management’s call for non-unionised staff to be rz;prf:se.med.“3
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The second Forum meeting from October 13 - 15 1991%, focussed on the issue of the
nclusion of non-unionised employees in the Forum and in SBU decision-making bodies. This
was an issue the directors felt was a priority, but which union representatives said was non-
negotiable, The unions felt the inclusion of non-union representatives would undermine their
- own bargaining power and dilute the representivity of the forum, while management felt that
by denying representation fo non-union members, a large proportion of employees would be
without any form of representation within the most important participative structure in the
company. Despite menagement’s pei:sisteuce, at the néxt forum meeﬁng they agreed to drop
it, and the dispute on this issue was never resolved. Reports on_pfogress made at each SBU
were also given (with all but Laminate Industries offering separate management and shop
steward reports). It was agreed that a "total strategy” for Human Resource Development was
needed, including the issues of career development, internal promotion and training, and that
each SBU should set up a National Forum committee to meet menthly to monitor progress

on Forum agreements and liaise with the national organising committee.®

. The third Forum was held from March 11 - 13 19929, It began with speeches by Murphy
Morobe, on progress in political negotiations, by ANC and University of Natal economist
Moss Ngoasheng on the economy, by Ppwawu general secretary Sipho Kubheka on the union
movement (and on his views on the change process at PG Bison), by Leon Cohen on PG
Bison’s overali strategy and by financial director Angus Band on the group’s performance.
Task force proposals on housing and bursaries were accepted and each of the SBUs reported
“n progress made in the areas of leadership, values, creative structures, participative processes,
community involvement, LEAP, performance and in-a-groups, It was agreed that decisions

taken at previous Forum meetings were not fully implemented by some SBUs.™
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The fourth Forum meeting, held from October 18 - 20 1992%, was hit by a boycott by Piet
Retief worker representatives, who also decided to suspend their participation in all TPQ
structures other than the LEAP Kteracy programme. Behind this decision was worker anger
. over two industrial aceidents in which three. 'worke_rs were killed, as well ag increasing
unhappiness over managerial racism. Nevenﬁeless, the meefing went ahead. Reports were
given on a pilot shop stewards training programme, on the SBU checklist on past forum
agreements which had been compiled by management and shop stewards, on the company
attitude survey™ and on the action plans of each SBU In addition, the issue of including
salaries union members in anuual negotiations, the dismissal of two workers” and the

retrenchment of union niembex's at one of the distribution outlets™ were discussed.”

" SBU forum committees were established at most sites in late 1991 and 1992 (as a result of
a decision taken at the second National Forum in Qctober 1991), aithough at some SBUs
representative leadership structures, along the lines 'of the original TPQ sirategy committees,
already existed.™ These structures included management and shop steward representatives,
while at two SBUs non-unionised representatives were also included, and several others also
included union organisers on invitation. Their roles involved reporting on National Forum
‘meetings, overseeipg in-a-groups, disseminating information aboui performance, and
discussing day-to-day problems at the various business units,” According to Hatt in some
of the SBUs these committees became "empowered structures” which monitored developments
on the factory and shopfloors.™ However, former TR and Information director James Smith
conceded that this aspect of building participative leadership was not entirely snccessful, "It
wouldn’t be true to say that all business units had elected, functioning TQP leadership

committees. Rather you could say that some formed TPQ committees elected by secret ballot,
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while vthers devised their own representative structures to broaden participation in the

planning and implementation of TPQ".”

Early in 1993 shopsteward delegates decided nationally they would suspend involvement in
the Forum as a result of their concern over the restructiring process. Following a pmi:osal
from Ppwawu which was acceptéd by management, over the next year the National Forum -
was transformed into a Restructuring Negotiation Forum between management on the one
hand and Ppwawu and Uwusa on the other (with Numsa choosing to negotiate separately).
* Three such forums or *mini-forums’ were.held in 1993, before fully constituted Natioﬁnl
Forum meetings were briefly resumed in 1994.

10.6 AFFIRMATIVE ACTION

PG Bison's statement of values, agreed to by both_management and the unions at the first
National Forum meeting, asserted that “there are no'jobs that are reserved formally or
* informally for any race or sex yroup".” This was intended as an expression of the
company’s commitment to non-tacialism and non-sexism and of its intent to oppose any form
of de facio manageria! job reservation. However, it was also interpreted by some SBU leaders
as a stafement of opposition to any form of affirmative action. At the same time, the
company’s embargo on external recruitment allowed SBU leaders to a\foid recruiting biack
managers from outside the company, though they frequently ignored this when it came to

recruiting white managers externally,

As a result policies intended to reinforce the prioriﬁes of TPQ and to strengthen the non-racial

cthos within the company, had the opposite effect. As Hart put it soon after leaving the
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co:ﬁpany: "The policy was never really applied with any rigour, which meant that
management could do as they pleased with recruitment. Most preferred recruiting people they
knew and felt comfortable with - those are the people they wanted around them - and the
people they knew and felt comfortable with were white men, so that’s who they recruited, and
thafs why at a place Iike Piet Ketief you could have a situation where there were no managers
who weren’{ white. It’s also why at the Boksburg Upgrading plant, where Thlopheho Modise
was in charge, é!most all the managers are black, but he was the exception. Most of the SBU
leaders made very litfle effort to recruit or train black managers."™ In practice, all but a
small minority of jobs at or near the top of the company’s hierarchy were held by white
males, and most of those at or near the bottom were held by black males. While there was
some progress in terms of black advancement (but little in terms of women’s advancement),
in general this was one of the least impressive aspects of the company’s change process,
particularly at the upper reaches of the company. Again, as Hart put it: “If you look at PG
Bison, having started way ahead of other companies in the culture change department, to have
come up with a new structure which hasn’t got a single black director on it is pitiful. No

women and no blacks are directors - all white men, and it’s business as usual. "™

In this respect, PG Bison’s performance lagged behind that of many other Jarge South African
companies. A survey of 71 companies in various sectors of e economy, conducted by the
human resource consultants FSA-Contact and published in Felruary 1993, found that 58
percent of companies included in the sample had affirmative action programmes of one kind
or another, most implemented after 1990, though only 28 percent had a formal approach to
aff.rmative action. The survey indicated, however, that most companies infended to radjcally

change the composition of their work-forces over the following three years.”* At PG Bison
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there was no formal affirmative action programme and the company avoided the idea of black
advancement based on quotas and insisted on a "colour blind" rather than a racial approach
to promotion and recruitment.® As a result, several senior directors expressed concern about
the lack of progress in this area. In late 1991 the then Laminate Industries MD Stuart Wood,
said the company as a whole was aware of the urgency of the problem. "We see black
advancement as a priority. I don’t know how highly we rate. At Laminate Industries we’ve
made a lot of progress at the supervisory leve] - more than Bisonbord or PG Wood, but not
at the top. Most of our supervisors aré black inclnding all our shift supervisor, and our ﬁfe
warghouse managers are black, buf at senior fevel We have a long way to go. One reason
we're behind some other companies is that our skills training isn’t great, but we're conscious

of the problem and we accept it requires a high degree of affirmative action”.¥

Shortly before the restruchuring process was initiated, IR and Communications director James

Smith said PG Bison was monitoring developments in this regard, and that some progress was |

being made at the lower and middle levels, but he noted that the company had no statistics
on black advancement and had rejected the idea of affirmative action based on quotas.
“Increasingly foremen, supervisors and sales reps - people in those kinds of categories are
black, and there is a slowly but steadily growing number of blacks in managerial positions.
In general an jacreasing proportion of salaried employees are black In fact, there are well
over 100 salaried black union members, who joined the unions as wage earners and were later
promoted, But I’d say that the company hasn’t done enough in this regard. We carta.iﬁly aren’t
satisfied with what been done in terms of promoting blacks within the organisation. It needs

much more sftention. If I was to Iocate a cause, I'd say our weak point was our training."®
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The FSA-Contact sﬁrvey on aﬂiﬁnaﬁve action found that in most companies chief exeentives
ténded to be more enthusiastic about such programmes, and fine management and genera| staff’
far less so. "Thiz is._ an important indicator of the future success of a programme in that
without the Chief Executive’s total support, such a programme will not get off the ground,
. It is the CE as the léader and visionary of the organisation who will provide the programme
with its momentum,” the report states.*® At PG Bison this was not a particulariy strong ares
of Leon Cohen’s commitment. While the TPQ programme as a whole owed a great deal to
his initiative, affirmative action was not seen as a central dimension of the package.
Particulerly at the higher levels in the company it was not regarded as a priority, partly
because Cohen opposed such a move as a form of tokenism which would be contrary to the
company's non-racial principles. As he put it shortly before bis retirement: "T*ve not looked
at affirmative action from a numerically quantified point of view - that so many people will -
be in such a place. To me affirmative action is the upward mobility of people throughout the
organisation, and the important issue is putting in the system which will allow that to happen.
There has to be a system people can follow and it has to be centred around empowerment of
people."™ As a result he opposed what he régarded as opportunistic, window dressing
api:ointments of black pecple on the board and in senior managerial positions. "I'm resisting
that, and I think there's a risk of tokenism. Instead we’re slowly building it from undemneath
rather than the top, and at the end of another three years I believe we’ll have excellent pecple

in those positions.”

However. looking at the company’s bierarchy in the year prior to his retirement, the extent
of the shortfall in black managerial recruitment was apparent. There were no blacks (Afticans,

Indians or coloureds) on either the PGS Board or the PG Bison executive board and only one
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black (Indian} executive director.® The most senior African employee was the former TPQ
coordinator Thiopheho Modise, who was the OPEIEIlOIlS Manager in charge of the upgrading
division at the Boksburg factory®™ prior to his 1994 appointment to head a senior managerial
task force on job grading and skills development, In the _head cffice the most senior black
emplayee was former UDF publicity secretary Murphy Morobe, whose position was Manager:
Corporate Social I.ﬁvestment"". There was a slowly growing number of black middle
managers in most of the SBUs and by 1992 a majority of employee’s in supervisory positions
were black” In general black upward mobility at the lower levels made modest strides, but
progress was slower further up in the hierarchy.” This shortfall was even more marked
regarding the role played by women within PG Bisﬁn - despite the stress on non—ée:dst job
dllocation in the company’s valucs. While 12 percent of the company’s employees were
women at the time the restructuring process started”, all of the company’s five exscutive
directors and 27 non-executive directors were men, and uniil 1994 no woman had the title
’Mger’ (with the two most senior female employees being the Organisation and People
Development co-ordinators®). For some time management had acknowledged this a2 a
problem (though without addressing it). In October 1990 a conference on "The Role of
Women in a TPQ Eavironment" was held at Bisonbord Boksburg, focussing on sexual
discrimination at the workplace. Addressing this issue in his opening speech, the then
Bisonbord MD Rob Cohen, said: "We need to take a long and honest look at our narrow
definitions of high status and low status jobs and to determine the degree to which this
judgement is made on who does the work. We need fo look at the criteria that we use in
selecting people for jobs and the degree to which women are automatically excluded from
these criteria. We need to be more open, broad minded and creative in the selection crit.ria

that we use".” A more assertive approach was taken to affirmative action, and particularly
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black managerial advancement, after 1994, inough the company continued to be outstripped

by its competitors in this regard.
10.7 EDUCATION PROJECTS

Soon after TPQ was launched the need for extensive literacy and nurneracy training, and
business education courses, was recognised by managemest. The main motivation was oue of
enabling black workers to participate more fully in TPQ-related activities, to communicate
beiter with management,' to improve job skills and to be eligible for promotion. Afier Nel’s
departure, gresater stress was placed on the links between different aspects of the Continuous
Improvement model, and particularly the need for worker education to be an integral part of

the participative process and the subject of a continual dialogue with the unions.

This is illustrated by a 1993 article on behalf of the couapany by Smith and art, which
explained this “interconnectedness” as an essential dimension of the revised programme, and
viewed the education programme as a vital part of it, rather than as an adjunct to it. "PG
Bison began its change process with *value-sharing workshops® ... An early conclusion from
these sessions was the difficulty of real communiéation, once the encounter moved beyond
the giving and receiving of instructions, The value-sharing sessions led to a desire for
permanent participative structures ... and mesningfirl participation was clearly not going to
sueceed without literacy and language classes. ... Another example of interconnectedness: the
eatly attempts fo encourage participation a: work team level led to demands for more
information, and in particular, performance data, Hdw could workers make meaningful

decisions ... when they were denied access to details on their company’s and their teams’

341



performance? So we introduced anmual and mid-year Performance Reports for employees, as
well as site and departmental reports. This in turn exposed the need for business literacy
courses, since workers couldn’t understan& the performance reports they were receiving. To
avoid rejection of training courses ag management propagands, shop stewards and managers
jointly explored and agreed on bu. . ‘ess literacy courses now being tanght at our factories and
branches. In some instances the trainexs have been chosen throngh negotiation between
managess, shop stewards and learners. The success of some of our education programmes
reﬂects a secor:d lesson: that barriers of trust can be overcome if programmes are negotiated
rather than implemented unilaterally. Such negotiatioﬁs can seem tortuously slow and
cumbersome. Yet the process of negotiation is itself an educational process - and certainly

participative" %
10.7.1 Literacy

It was recognised early in the process that over 70 percent of the PG Bison Africin workers
were functionally illiterate (though this varied considerably from 8BU to §*; . The majority
of Afijcan workcrs were not cﬁmpletely conversant i English, while very few ﬁmm were
conversant in African languages, The result was a communication gap, and the solution was

seen to be a comprehensive literacy and numeracy programme for the company.

Leon Cohen said that management’s appreciation of the extent of this need came through the
. value-sharing process. "We realised through the value-sharing workshops that if we wanted
people to communicate with one another and participate actively and effectively, language and

literacy barriers had to be overcome. Given our values of equalising opportunity in the
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business, we accepted that everyone has the right to learn, improve md develop
themselves".”” Smith and Hart also situated the origins of the literacy programme within the
value sharing workshops. "An early conclusion from these sessions was the difficulty of real
communication, once the encounter mﬁved beyond the giving and receiving of instructions,
‘The value-sharing sessions led to a desire for permanent participative structures, not just -
one-off workshops, and meaningful participation was clearly not going to succeed without

. literacy and language classes."®

However, Nel | motivated this fo management in terms containing more of a
performance-related bent: "A legacy of the apartheid system is that it has left the vast maiority
of our workers functionally illiterate, very often leaving thern incapable o.f r_eading and writing
oi' speaking a corumon language. On the other hand very few whites spesk a black Ianguage,
This clearly makes it impossible for any business fo fully utilise the potential of its workforce.
A major focus will be on the development and implementation of a literacy programme which
would endeavor to develop our workforces® capacity to communicaie with one another, In
practice it would entail the development of literacy amongst our black workforce to thus
enable them to contribute to the overall performance enhancement of the business and their

own capacity to share in that performance enhancement".”

The result was that in mid-1989 PG Bison employed Joan Lurie, a Wits University literacy
specialist, as a full-time learning programme coordinator. She proposed that it go beyond the
teaching of functional, second language literacy skills, sad be viewed as a comprehensive
adult learning programme. While this was accepted, there was some opposition o calling the

package, *Learning for Empowerment and ngress’. "Several senior managers resisted the
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name LEAP when [ suggested it. In particular they did not like the term ’empowerment’
because they thought it had all sorts of negative connotations, and equated it with *black
~ po rer’. In the end they accepted it, and since then the word *empowerment’ has become an
established part of business jargon, PG Bison included".'™ The first stage involved
interviews with 3 000 workers to assess literacy needs, The survey showed over 90 percent
were keen to participate. These results, and the content of the propased programmme, were
 then discussed and agreed on at the National Shop Stewards Conference.™ In 1907 the first
pilot programme was launched at Piet Retief - this being the SBU where the greatest need for
a programme was expressed by the workers, It was then discussed at a formal level.with the
unions, receiving a clear endorsement from Numsa sud strong criticism from Ppwawu -
relating to their view that it should have been negoﬁateu with the unions prior to the survey.
Lurie subsequently acknowledged that the process of introducing the initiative had beén
inappropriate, and said that in retrospect it should have beén separated from the rest of TPQ.
"The way it came into place was that management felt the need for a literaéy programme and
approached me to do a needs analysis among the workers to determine whether this was
required, and what kind of programme would be appropriate, and at what levels it should
operate. After we found the idea was popular and what the needs were, we approachéd the
unions. Ppwawu correctly saw it as part of .TPQ, which they had suspended. 'I'he_y said we
should have negotiated with them from the start instead of going to the workers first, and I
think they were right because if we'd done it that way we would have saved a fot of time,
They said they were not opposed to literacy per se, but objected to it being part of TPQ. That
would have made the process much easier, Numsa had a different response. They didn’t raise

problems abont the process, and participated more actively."
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As mentionsd alﬁove, in August 1990 the entire TPQ programme was suspended after a
directive from the Ppwawu head office. However, the shop stewards at the SBUs involved,
opposed any suspension of the LEAP programme, because of its popularity with the workers
- a fact that caused some conflict between shopstewards and union officials. According to
Lurie, the resistance from shopstewards fo the suspension was particulerly strong at the Piet
Retief (where LEAP was ﬁoﬂ advénced). “The senior shopsteward comiacted me and
complained that the head office officials - Rob Reece and Sakhele Buhlungu - should not be
unilateraily stopping this. He said, *they have then' education. They can’t block us and stop

us from getting owrs’. Earlier when I°d spoken to Sakhele he told me the workers didn’t knoﬁ
| enough, and couldn’t make a decision themselves. I told the senior shop steward I could not
intervene, and if he wanted to he should take this up himself. After that there were no moves
to stop it because the workers wanted it and therefore the shopstewards and organisers

agreed.“ 2

However, over the next four months there was no union participation in the process and no
new LEAP structures were created, although all existing programmes continued, Then in
December 1990, while the suspension of TPQ was still in effect, the Ppwawu leadership
conceded to the demands of their members and agreed the LEAP programme could proceed
nationally, subject to. negotiation on its content and certain other conditions'™, though it
took another three months befors the suspension on the other aspects of TPQ was lifted. In
May 1991 a three day conference was held involving representatives from the three Cosatu

unjons, shop stewards and management, with the aim of fine-tuning the process,”® This |
r&éulted in the creation at each 3BU of joint management-worker LEAP committess which

had the roles of establishing literacy needs, planning the programme, imaplementing it,
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coordinating it once it had been set up, and evaluating and mohitoring it. One of their tasks
was to elect a full-time LEAP trainer, who, in furn, was then required to teach the
programme, The overall national *anthority’ for the programme became the National Forum,
which, in October 1991 gave a formal commitment to making PG Bison into a "Learning
Organisation” by having a completely literate workforce within five years." After 1991 the
LEAP ﬁrogrammes included: 1. basic literacy and numneracy skills. 2. English second language
gkills. 3. training in African languages. 4. oral and written communication gkills. 5, "Limracj}
for Living" (programmes providing education for health, legal and financial "empowerment™).

6. cognitive development (teaching people fo access information.!®

Over 300 people had completed Leap courses by September 1991'7, and by April 1993,
when the one business initiative was launched, the number involved had risen to about 500
' {including 30 managers and others who attended courses in. African languages), By this stage
there were full-fime literacy coordinators at all eight SBUs and 15 liferacy teachers.'®
Throughout this period, the response of workers, shopstewards and union organisers was
largely positive with the main criticisms relating to the fact that in some areas it was not fully
implemented.'® Of those interviewed, the most cautious endorsement came from Ppwawu’s
national education officer Welcome Nishangase, who said; "We doa’t have much to complain
about. It’s okay within the limits which exist in this country - where there is nothing good
enough in terms of literacy. It's not bad".!"?

10.7.2 Training
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Training was viewed as a central plank on which TPQ would be built, and throughout PG
Bison’s existence it organised a variety of traiting programmes for employees, in addition to
its LEAP programine, Despite this, training was the weakest areas of the company’s *change’
programme, and one of the reasons for the lack of progress with affirmative action. This
weakness exacerbated difficulties in creating a participative environment at some SBUs.
" Despite this, several of the training schemes are worth mentioning. In 1989 and 1990
managerial, supervisory and operational staff at several SBUs were taken through "Cyele of
Business” courses'’’, while others went on business literacy courses'®. Productivity
menagement training was also provided by an outside consultancy’” at sorme SBUs.™ In
addition managerial and supervisory emnloyees were periodically sent on a variety of outside
professional, menagerial and technical training courses' at secondary and tertiary

educational institutions to impreve their qualifications, !’

. After the estublishme ¢ of the Naﬁonal fonnn, busmess training courses were negotiated with
the unions and made available to workers, According to Smith and Hart this need became
apparent fo both management and the unions as a result of worker responses to the initial the
annual and mid-year performance reports. “This ... exposed the need for business literacy
courses, since workers couldn’t understand the performance reports they were recejving. To
avoid rejection of training courses as management propaganda, shop stewards and managers
jointly explored and agreed on business literacy courses now being taught at our factories and
branches. In some instances, the trainers have been ch.ien through negotiations between
managers, shop stewards and learners”.'"” While the method of implementation varied from
.one site o the next, after 1992 all SBUs offered such courses to their workers, using the same

business literacy framework.!’® The courses were designed mainly for wage earners, but
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some salaried rinpio: .o, including managers, also attended them.'®® After 1991 the training
process was coordinated by the National Fomﬁl, wiich, in June that year decided that each
SBUT should establish a training function or department to identify training needs, set up
courses and monitor and evalua: them. Possible areas identified included: technical and
operational skills, quality training, safety/First Aid training, apprenticeship and artisan training,
managément and supervisory skills, facilitative skills, commumcatlon skills, iz uction trammg,
- industrial relations training, advanced education (degrees, diplomas) and sales and markefing
skills. The Forum stressed the close connection between LEAP and training. "They are
integrally linked to one another. Where LEAP aims to address the basic and non-formal
learning needs of individuals and the organisafion, training aims to address the more formal
skilis development of all employees on an equitable basis, Neither of these can be addressed
independently"." Reports ic the National Forum from the SBUSs suggested a wide variation
in the extent to which the decision to set up a specific training department or function had

been carried out, although all SBJs had their own training programmes of various kinds.'?

However, the 1993 SWOP report for Ppwawu stressed the shortfall in appropriate skills
training, noting that training in production skills was uneven » ,oss the branches and factories,
and arguing that there was need to move beyond the emphasis on literacy, first aid and
firetraining, to credentialed semi-skilled and artisanal training. “What is bappening is that
workers learn on the job and sort of manage. Old people teach new people and so the system
contimues. But they have no way of claiming to be compensated for doing jobs that are
supposed to be skilled and better-paid. ... Many workers handle or do highly responsible (aud
sometimes potentially dangerous) jobs without any trmning and they have no form of formal

qualification or certification to show once they leave the company. ... They just learn in the
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course of their work, and get shifted to something else whenever it suits management, ... What

we found was a predominantly untrained and under-skilled workforce."

Senior management acknowledged the inadeqﬁacy of the company’s training schemes, and
how this has retarded other dimension of the participative programme. As Smith, put it at the
time the one business initiative was being planned: "Our weak point is fraining. While we
have training programmes at every site, these tend fo be task oriented rather than process
oriented. I think this would be true of most South «an companies. We train people in how
to run a machine, but not ﬁow to organise and initiate. There needs to be a focus on & team

~ of people running a site, and on how to communicate, present and to listen".'

10.7.3 Busary Programmes

A national bursary scheme policy was accepted at the October 1992 Natiopal Forum, and
implemented from 1993." In its first year, it provided 100 PG Bison bursaries for children
(ﬁ'om grade 1 to standard 10) of employe_es who earned less than R36 000 per year'®, An
additiona! 100 bursaries were offered the following year - rising to a maximum of 1 200 in
the 12th year (2005). The entry poinis for children involved in the scheme were grade one
and standard six. It was administered by the PG Bison Head Office with assistance from the
SBUs.™ In addition bursaries and sponsorship schemes were offered on a limited basis to

employees wishing to study at university and technicon level.'””

10.8 INTERNAL COMMUNITY INVOLVEMENT
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The company used.the term "Community Involvement" to refer, sometimes interchangeably,
to two distinct concems. The cne is what is more widely known as Corporate Social
Investment, and refers to programmes conducted for the benefif of the broader community,
beyond the immediaie circle of the company and its employees, The other refers to
involvement in projects for the benefit of employees and their families and is sometimes
referred to as internal community involvement, The main dimensions of this included projecis
related to housing, health, safety and the envifsnment and what were termed "benefits". These
were included under tﬁe TPQ banner, although there direct connection to the company’s
participative goals - beyond the level of employee involvement in running these programmes -

was tenuous.

10.8.1 Housing

| In 1989 PG Bison déveluped a housing policy, within the framework of TPQ strategy. This.
was motivated by Nel as follows: "A crucial driving factor of productivity is housing and
stability of home life. The South African environment is charactersised by very poor housing
for the black population. PG Bison’s own employees are often living in very over-crowded
and slum conditions. There is no clear understanding of hdusing needs for our employees, and
our employees are not being enabled to make use of housing opportunities. Management is
often not allowing employees the opportunity to complete the necessary administrative

n 128

problems (sic) and processes to gain housing™.

As a result a private consultancy'® was retained'™ to conduct a company-wide survey of

employee housing needs.”* What it found was that 2 "massive need" for housing and
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housing assistance was expressed by employees, and particularly black workers, with snost
either living in hostels belonging to black local authorities or living in overcrowded conditions
in township houses. Many in the latter category had the added prpblem of spepding long
periods en public transport to get to and from work.™™ The report showed that by the
beginning of 1992, 22 percent of the 24 percent of PG Bison employees'®® who were
earning R1 000 per month or less lved with their families, 17 percent were homeowners, 13
 percent in shacks, 11 percent in hostels, 11 percent in council houses, and five percent in’
~ other accgmmodation while the housing situation of 21 percent was wnknown. For the 67
percent of employees earning between R1 001 and R1 500! the figures were four percent
(hostels), 16 percent (shacks), 33 percent (home owners), nine percent {council houses), 27
percent (families) wnd 11 percent (other). For the nine percent earning over R1 500 per
month'* the fgures were: 57 percent (unknown), six percent (hostels), one percent (shacks),
18 percent (homeowners), cight percent (council houses), seven percent (families) and three
percent (other)."
What emerged was a policy aimed at assisting employees with housing needs, rather than
building houses for them, At the March 1992 National Forum the proposels of a "Housing
‘Task Force", which fine-tuned the existing company housing programme'®’, were accepted.
In addition to the housing schemes already in existence at some of the SBUs™, the options
imcluded: 1. The Deposit Guarantee Programsme involving the provision of collateral assistance
by the éompany (a paper guarantee to a financial institution for the difference between the
deposit required and the personal conttibution from the employee).™™ 2. Micro-Loans for

141

improvements to fixed property™® - with the company standing s and the employes
repaying 2 miniraum amount each month'?; 3. Conventional home loans', primarily for

management, with the company providing financial assistance.'* The report recommended
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the use of the Independent Development Trust for lower paid workers* and called for
regional and national housing commiitees, the retention of housing comsultants at the
discretion of the SBU leaders and half yearly bulletins on housing concerns.™® These
recommendations were accepted and implemented. The Microloan facility proved to be
popular with employees and by June 1994 433 employee had used it'”, while 28 employees
were using the Deposit Guarantee Programme.'* The company provided training on housing
matters to regional HR officers, who then opéraied as housing consultants for employees, and
several of the SBUs established committees or used existing structures to deal with housing,

while company publicaiions inciuded infermitient reports on these concerns.™

As with most other aspects of the TPQ/Continuons Improvement programme, there was
considerable variation between the different business umits in terms of what bad been
attempted and achii.;ved. This was acknowledged by Hart a year after the new housing
programme was introduced: "What I’ve seen is that some sites and SBU have done far more
than others in implementing the housing policy - but then thers is far more need in some areas
than others. In Natal, for instance, there’s & huge housing shortage. in general though it’s true
that a lot of people have been helped, who wouldn’t have had it not been for this policy. A
lot of the squaiters now have homes, for example. But the problem remains that our housing
policy is tied in with that of the banks and building societies, and you have to eam a certain
minimum to get assistance, At the distribution sites a high percentage of workers don’t earn
this minimum, so the best they can do is use micto loans for home improvement. At
Laminates on the other hand far more have got bonds because the workets there are paid a
lot more, The bottom line is that PG Bison can provide housing assistance, but it can’t build

houses for employees. Ultimately the housing situation here reflects a national problem".'™
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10.8.2 Health, Safety and Environment

As a result of union pressure, PG Bison raised the emphasis on these three areas after the
establishment of the National Forum. Arising out of the March 1991 management-union
conference which put TPQ back on the company’s map, health and hygiene were placed on
the agenda of the first Forum in June 1991, and a company propossl was presented. As with
most aspects of company life, this arrived complete with a *Mission Statement’ which stated
the company recognised the nced for policy on Health and Hygiene. It noted that
improvements meant a better quality of life and 2 healthier working environment for
employees, while for employers, it meant reduced absenteeism, improved productivity, the
fewer occupational accidents and improved employee 1norale.” It noted the need for more
education on basic health and hygiene, sexually transmitted diseases and family plapming and
for medical assistance for employees suffering from hypertensive conditions, diabetes and TB.
1t proposed pre-employﬁlem medical examinations and regular TB X-rays during company
time, as well as Aids testing for employees wishing to have them, annmal First Aid courses,
annual medical examinaﬁons. by a company doctor and confidential counselling services for

alcoholistn, drug abuse and "personal problems” ~ all at company expense.'™

Ag a result of this proposal a joint management-union task foree was appointed to investigate
the issue, using the above policy proposal as a guideline.'™ The issues of safety and the
environment were subsequentlv a Jdri to its bﬁef, and its report was submitfed to the March
1992 National Forum, but were never formally ratified prior to 1994 - indicating perhaps
that it was less than central to either the unjon’s or management’s concems. However, most

of the recommendations made at National Forum meetings being implemented. For instance
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the company held Aids Awareness workshops at most SBUs, ran TB clinics and some SBUs
iutroduced alcohot and drug counselling services, while company publications such as Billbord

ran. regular articles on health,. safety and environmental issues'

On the 1ssue of safety the document stressed management’s obligations in appointing safety
representatives, keeping records of accidents, conducting induction and training sessions for
new employees, providing protective equipment and a range of other house keepmg concerns.
Employee cbligations included complying with all safety rules, bringing to the attention of
the supervisor or safety representative any dangerous conditions, and taking initistive in
promoting safety.*® According to Smith, "PG Bison has a very good health and safety |
. record, though there are problems with dust in chipboard manufacturing”.!”” From comments
by others in management, as well as shopstewards, this would seem to be accurate in some
SBUs, although in addition fo complaints about chipboard dust in the factories, at the PG
‘Wood outlets there were occasional complaints about the formaldehyde used for treating
boards which tends to cause brief irritation to the eyes. The 1993 Ppwawu-commissioned
SWOP report on the company concluded that the work environment needed attention at ail
plants, from both unions and management. "Dust levels are high. The smell of chemicals
needs 1o be checked properly. At least three workpiaces (Piet Retief, Stellenbosch and
Pietenmnaritzburg) had dust explosions last year. Surely something can be to improve the

situation,"'*

The company’s safety record came into question in 1992 when three Bisonbord Piet Retief
employees died in two industrial accidents. In Augnst two black workers were killed and two

injured in a fire, while in September a white casual worker was killed by a forldift."** These

554



employees were the first to be killed or seriously injured in the company’s history.'® This
led to 2 more concerted drive to improve safety st this factory, and although by 1995 it had
not yet attained a four star safety rating, its NOSA grading showed significant improvement
over previous years.'®! Of the other factories, Pietermaritzburg, Boksburg Upgrading and
Stellenbosch all had four star Nosa safety ratings at the time of restructuring, with
Pictermaritzburg being upgraded to the maximum five star rating in 19945 Laminate
Industries, which had not applied for a Nosa rating by the time of restructuring, achieved a
company record of one million accident-free hours in 1993'". These four factories all had
| safety committees while prior to restructuring Piet Retief had a safety representative, but no

committee 164

The policy on the environment stressed a commitment to the "Protection of the Biosphere”
(mainly by minimizing the release of pollutanis), to the "sustainable use of natury! resources
(mainly by using more renewsble ones and conserving non-renswable ones), to the "reduction
and disposal of waste" (particularly hazardous waste), to "wise use of energy” and fo "risk
reduction” (by er-.oying "safe technologies"). It also expressed commitment to "marketing
safe products and services", "damage compensation” and “disclosure” of any environmental,
health and safety hazards relating to the company’s operations. Finally it commitied the PG
Bison to implementing the Valdez Principles (on environmental standards), to establishing a
committee of the company’s Board of Directors with responsibility for environmental affairs,
with one member representing PG Bison in this regard, and conducting an annual, public,

environment assessment and audit '

10.9 CORPORATE SOCIAI INVESTMENT
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Corporate social investment (or corporate social responsibility as it is often called) seems to
defy easy definition, partly because it means different things to different companies. Somer
says it occurs when a company "voluntarily expends its resources to do something not
required by law and without immediate economic benefits".'® Mann suggests the notion
refers to “those obligations of business that are voluntarily .assumed, that, unlike philanthropy,
are undertaken for advantape, and that extend beyond the duty to sharcholders ta. include
ernployees as well as the wider community outside the company".'s’ He adds that “it
benefits its recipients in a4 way that advertising in, say, the media; does not", and that "aithough
it may ... have a short-term effect, it tends to be seen in long-range perspective”.'® Both
of these definitions are helpful, but neither entirely adequate. First, it is possible for
programmes falling within the parameters of Corporate Social Investment to bring & company -
immediate economic benefit. Second, it seems unduly restrictive to include only activities
undertaken for advantage, and not those prompted by philanthropy. Third, it seems wise fo
make a clear distinction between those programmes aimed at employees, and those aimed at
the broader community, as they frequently arise out of different impulses, and fend to be

regarded as distinct by the companies themselves.

At PG Bisgon the terms "Community Involvement" and ‘.'Community Performance" were often
used interchangeably to cover both programmes aimed at employees and those aimed at the
broader community. However a National Forum task force proposal, adopted. in principle at
the October 1992 Forum, established a clear distinction here. "There was broad agreement that
comnmnity involvement refers to istues beyond the immiediate circle of the company and its
emaployees. Therefore CI does NOT include employee assistance ... Cl refers to efforts to nie_et

the needs of the external community",'®” After this there was a clear definitional distinction -
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between internal community involvement programmes and what is now known as Corporate

Social Investment,

Mann argues that the progranumes covered by the term ’Corporate Social Responsibility’
represent a “distinct kind of politics” emanating from white South African business, Their aim
is the "protecﬁon of capitalism", e says, adding that "they are the closest approximation that
exists fo a coherent and long-term political strategy on the part of the private sector".'®
While it.is certainly correct that, when seen as a package, the emphasis on corporate s.ocial
investment from South Aftican business during this period invelved a politically-related
dimension which included_ a concern to show the kinder face of capifalism, this aﬁproach
offers too rig;id. a generalisation. There are a variety of possible motivations for the
infroduction of such schemes, including the promotion of the company’s corporate image,
ideclogical projects such as the promotion of *free enterprise’, charitable or altruistic concerns
and, related fo this, personal concerns of CEOs 01; others in positions of power in this regard.
With respect to PG Bison, all of these could be said to apply, though some more than others,

Several preliminary points are worth making in this respect.

-First, PG Bison had less to gain than most maejor corporations from improving its corporate
image. Aside from Peqny Pinchers and some of the Timber City branches, which in any event
traded under their own names (and were therefore not directly affected by the puient
company’s corporate image), PG Bison did not have a retail component. Its custorners were
mainly other firms in the building and related industrie:. There was little advantage either to
be gained by the company in a bottom line sense from such initiatives, which is perhaps why

the company made little effort to achieve visibility from its social investment pmgrammes.
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Second, with the exception of the funding for the BMF, which was a particular concern of
Leon Cohen’s, there was little in PG Bison’s Corporate Social Investment initiative suggesting
a commitment to the defence of private enterprise. Programmes were motivated by the fact
that, as one publication put it, "we recognise that the problems of South Africa cannet be
solved by government alone, so we therefore confribute to the improvement of the wider
community™.'”" It added: "In the long run, our success depends on the social and economic
well-being of the comniunity so that the community in turn can continue to support us".1?
The defence of private enterprisé and the improvement of the *community’ are not necessarily
mutuaily_ exclusive, but they are also not necessarily the same thing. The former relates to é,
project bound up with the image of the capitalist system, while the latter is a I‘eés ideclogically

directed concern.

Third, PG Bison’s own contribution to deciding how its money was spent in this regard, was,
until 1993, mitigated by the fact that nearly half of its total corporate social investment
expenditure was channeled through the PG Foundation, which included Glass South Afiica,
and PG Wood International.”™ And finally, PG Bison's commitment in this regard, was not
particularly significant either in relative or absolute terms when compared with that of some
other corporations such as Anglo American, Mobil SA, FNB, Nedcor and AECL™ It 1990,
for example, its companies spent R8.4 million on corporate social investment programmes,
reflecting, according to a task group report, "a huge increase from the 19805"." About two
thirds of this went to educational projects,'™ According to Smith since 1990 its contribution
constituted less than one percent of after tax profit, and was "roughly average for the
" industry™.”” While other companies varied considerably in what kind of projects they

included under the heading Corporate Social Investment, at PG Bison only non-market related
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outside schemes were included - and some schemes falling within this definition (such as the

financial support for the CBM) were not included,'™

Until 1993 there were three organisational dimensions to the company’s commitment, PG
Bison contribwied one quarter of the PG Foundation’s total funding, most of which went to
education and job creation pfojects‘”, though it had litile direct say over how this money .
was spent, and contributed a similar amount to projects of its own choice, most in the areas
of education, health and job creation'®, mainly on an ad hoc basis, governed largely by the
natare of requests for assistance.'s! In addition most of the SBUs had their own community
involvement commitments.”® A major commitment of PG Bison’s own programme was the
BMF, while other projects inclnded Operation Hunger, the Lebowa Centre, the Early Learning
Centre in Cape Town, the Get-Ahead Foundation in Natal, pre-school education, Aids
préevention programmes and a vatiety of other projects in the education, Lealth, job creation
fields and cultural fields'™, as well as occasional projects of a more esvteric nature,'™
Despite a policy of not giving to party political organi_saﬁons, it has sponsored politically
related community programmes, including the 1991 conference of the ANC-aligned National
Civics Association, becouse, as Smith put it, "that fitted in with our community development
goals".”® Contributions from individual SBUs varied widely - from a Laminate Industries
donation of a floor 1o the Johannesburg Aids hospice, to the provision of material by PG

Woud Pretoria for the construction of a community-build primary schoo! in Kwa-Ndbele.'™

The October 1992 task group proposal, which was accepted in principle by the National
Forum, proposed that each of the SBUs and their employees play a far greater role in deciding

on projects and funding allocations, and that the emphasis on external community involvement
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be upgraded. It said that in addition to funding, more time, advice and training should be
provided to community projects and PG Bison products should be donated for community
projects, while the company and its SBUs should assist with local conflict resolution and
mediation and address national concerus not covered by the PG Foundation, It said each SBU
should establish a community involvement structure (or give this responsibility to an existing
structure), and that employees should be kept better informed on developments in this area
and that the financial commitment should be increased to "between one and two percent of
the previous yeﬁr‘s after-tax profit", with job creation, educaﬁﬁn, community housing, health
and welfare as priorities.'™” It also proposed that a head office coordinator of the external
community involvement programme should be appointed.'™ As is discussed in chapter 11

these proposals were eventually implemented along these lines.

10.10 JOB CREATION AND RETENTION PROGRAMMES

From the time of its formation in 1986 until the implemer. “ijon of the one business initiative
seven years later, PG Bison’s orientation with respect to employmenf policy was, ostensibly,
towards job saving, job creation and, within the confines of the technologies required, towards
labour intensivity. As a.result, a key element of TPQ iﬁvolved an embargo on reirenchments
(ﬁough not redundancies), and in order to ensure that employees enjoyed the job security that
would encourage them to participate in decision making, it introduced an internal promotion
policy along with a related embargo on external recrnitment f salary earning employees (with
several éxceptions). Later, when PG Biso.n cloged a loss-making factory, it infroduced & job

creation programme to ensure that workers affected were not left unemployed.
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10.10.1 The Exterpal Recruitment and Retrenchment Embargoes

PG Bison’s recruitment embargo and policy of *internal promotion’ emerged at the end of .
1989. For Nel and Cohen, the motivation wes one of creating a workplace environment where
participative projects could flourish. It was reasoned thai a stable, secure workforce, with a
low turnover, and a reasonable prospect of training and promotion, would strengthen the basis
for TPQ.'™ In 1988, Nel motivated argued for this in a paper directed at company directors
and SBU leaders - though here he expressed the policy in rather more utilitarian terms: "The
reality that South Africa faces a shortage of more than 212 000 managers, and more than 200
000 technical and ariisan skills by the yuar 2000, necessitates the development of internal
promotions programmes. This will be facilitated and supported by the recruitment embargo
... which will in essence state that certain levels of skills will not be allowed to be recruited
from outside of the business, but will have to be grown from within the business, ... This one
specific facet of evolving TPQ strategy will in time become crucial to the skills survival of
our business™.™ This policy was reasserted from time to time, and at the first National
Forum in 1991 it was included as part of the company’s values in vaguer terms: "The
company looks at the development and promotion of internal people in preference fo
recruitment from outside™® - a statement leaving open the possibility of external

recruitment when there were no internal alternatives,

This Forum also vestated policy on retrenchments, redundancies and c¢asual labour. "PG Bison
differentiates between retrenchment and redundancy. Redundancy refers fo permanent shifts
in employment levels due fo irreversible shifts in markets, products or technology. In the

gvent of redundancy, PG Bison has a negotiated policy to help affected people to minimise
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the impact through, eg, training for alternative jobs, assistance in finding jobs and severance
packages. PG Bison does not use retrenchments as a way to manage economic downturns.
Casual labour can only be recruited for short-ferm needs, for example one week, and pot as

a tactic for avoiding permanent employment of people".!?

These positions were elaborated on in a "Code of Fractice to End Unfair Discrimination in
Employment Practices" - a pre-existing Numsa policy negotiated with (and approved) by PG
Bison (with regard to Laminate Industries) in 1992. The policy on recruitment added ﬂ:lat
where the employer was unable to recrnit intemally, and where a redundancy had cecurred,
"the company shall make all attempts to recruit workers from the ranks of workers retrenched |
by the company”. It added that the Numsa branch must be informed of potential applicants

from among the retrenched employees and given 14 days to contact them.™

In practice PG Bison ususlly kept to ifs policy on drawing the line between retrenchments and
redundancies. One example was an incident at Pinetown Timber City in 1992. Afier finding
that de facto retrenchments had been dressed up as redundancies, Cohen intervened on the side
of the workers, and against the PG Wood Natal management, ordering the reinstatement of
the workers.”™ Another example came during the 1992 recession where despite a fall-off
in demand, and therefore production, no workers werc retrenched. As Cohen put it: "The six
month period from April to September 1992 was one of the worst periods of the business in
many years. Our results were less than half those of this time last year. Two of the four
pregses were closed in Piet Retief for a month. We cut back on production becanse we could
not sell as a result of local and export difficuliies. However, there were no cyclical

retrenchments because of this downturn".™ While the unions accepted this as a positive
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state of affairs, Ppwawu stressed there remained a danger of retrenchments being dis:’;uise.d
as redvndancies, and felt that management at several of the SBUs could not be trusted to stick

to the policy.'®

With regard io the internal recruiiment policy there were regular complaints from
shopstewards at some SBUs about recruitments of outsiders in preference to insiders and about
the sustained use of casual labour, which was also contrary to company policy. This was
eventually acknowledged by head office management™, though it wes only after the
restructuring process had been completed that this was dealt with effectively. Part of the
problem with tb.e receuitment embargo was that it provided management at sorme SBUs with
‘an excuse for avoiding bringing in black managers from outside the cornpany, while at the
same time leaving the way open for them to recruit white managers out of ’nécessity’. As
discussed in chapter 11, this is one of the reasons why it was abandoned after Rob Cohen took

over as CEO.

10.10.2 Job_Creation Programmes

The company initiated job creation programmes for workers made redundant in 1991, during
the period in which the closure of the company’s Plyproducts factory was being organised.
The factory was a loss maker and was judged to have been an unwise purchase. In January
that year the former TPQ coordinator Thlopheho Modise, was appointed general manager of
' the factory with the specific aim of overseeing its closure and ensuring that employment was
found for as many of the plant’s 430 employees as possible. It was also hoped that during this

10 month process the factory’s performance could be improved to reduce the scale of losses,
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Some workers were retrained and re-employed within other branches of the business, some
were ﬁssisted in. finding work elsewhere, and others were assisted in creating iheir own
employment, mainly through cooperatives. During 1991 the company established three
cooperatives, one focussing on furniture ameﬁbly, another on sewing and a third on
pottery.”™ By Jupe that year Modise and his staff had succeeded in catering for 369
employess, either throngh one of these optioﬁs or through voluntary redundancies. This
included 145 workers involved in cooperative ventures and 99 who bad been redeployed

within the company.™

Discussing this approach, Modise seid his initial aim was to build the trust of employees, and,
because the priorify was job creation and the closure of the mm, he decided to make the
issue of performance secondary. The result, he said, was that not only were the issues of
redundancy end job creation sorted out to the satisfaction of most employees, but the
performance of the factory improved | prior to closure: "Not once did I speak about
productivity. I deait first with the issues of open expression and trust. You have to allow
people to question you, and be as honest as you can. ... Each department had to work out for
itself what it wanted to achieve, so v;’e weren 't dictating performance levels, but working them
out together. The result was a 37,5 percent productivity increase. Not a single warning was
given out to any worker. The reject rate fell from 14 percent to 4.2 percent, ... At first the
whites in the factory challenged us and said PG only thinks about the biacks. So we discussed.
it, and some of it was perception. But the point is that whites were brought in, and shown
they had a role to play, We used to have breakdowns every day on the machines - there are
none after a while. ... Relations between workers and artisans improved to the point where

they both helped each other, solved problems and ensured that assets are wsed proper]y".*®
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The approach to job creation and redundancies adopted at the Plyproducts factory was
subsequently applied on a national basis throughout the company. As discussed in chapter 11,
this became crucial in mitigating tensions between workers and management during the

redundancy programme which was a key dimension of the restructuring process,
10.11 PERFORMANCE AGREEMENTS

One of the prime motivations for TPQ was to imiprove performance - by increasing
productivity, reducing wastage, upgrading product quality, raising market share and improviﬁg
customer relations, While SBU heads and other company !hanagers and directors periodically
made statements claiming that TPQ had assisted in raising quality and reducing wastage, as
well as in improving productivity throngh a reduction in absentesism, strikes and other forms
of industrial action, as well as in improving shop floor relations, they alse complained that
this was insuffiently emphasised in TPQ. As Lurie put it; “They often ask us, *where’s the
P in TPQ™*® Or as Hart ‘added: "Leon Cohen had ethical and moral motivations in
introducing TPQ, Chtisto Nel had socio-political motivations, but for the line mapagers it

boiled down to a question of economics, and still does".2®

Perhaps because of this the early motivations to the company’s management placed
considarable stress on the *hard’ aspects of TPQ, which Nel termed the "Payback Cycle".”™
As mentioned above early TPQ strategy documents viewed the *Environmental Preparation’
and *Development of Values’ phases as Ieading to a third, "Structural Change” stage
involving, inter alia, a financial reward system linked to improved material utilisation,

shrinkage and sales, a profit-linked p¢ »rmance bonus system and other incentive schemes.
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It was envisaged that this phase would also involve the implementaiion of more scientific
methods of measuring performance.® At the time of the launch of TPQ, and for several
years after, the idea of moving beyond the piecemeal agreements on performance which
existed at some of the SBUs, and towards a system involving a more structured commitment
from the unions to the fizancial success of the enterprise, was considered by semior
management. According fo this scenario, such a commitment would include an ambitious Esop

scheme and, eventually, worker representation on the company’s board.

Nel was particularly enthusijastic in these areas, siressing the need to “re-integrate" labour and
capital, "In this sense our view is the opposite of the Marxist-Leninist analysis, Whereas they
 talk uf the alienation of labour and capital, we believe we should be re-integrating labour and
capital to create economic democracy. You need to reward both entrepreneurial risk and
labour risk. Both are makmg substantial risks, and are meking substantial inputs. In South
Aﬁ‘ica we have a situation where the number of peopie benefiting from their input is the .
smallest in the world, and this has to change. What I envisage 15 spbstantial labour
shareholdership by the end of the century. Not ope or two percent, like at Anglo American,
but 25 to 35 per -4t Jabour shareholdership by the end of century. We have to broaden our
basis of shareholdership along West German lines, But people ean benefit not only through
share ownership and wages, but also through productivity incentives, and profit sharing".**

The reality, however, was that advances in these areas were fer slower than in the ’soft’
aspects of the programme. In most SBUs the initial performance measnrement schemes were
not retained, and progress with incentive reward systems was piecemeal and halting, The SBU

which went furthest in this respect was Piet Retief which introduced an "Incentive Bonus
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System" in 1991. The bonuses were allocated by department, relative to productivity. Each
team member recejved a percentage of the reward based on their job grade with.the allocation
skewed so that the lower grades often received more than those in higher-paid positions.
Standards were based on past performance. After a six month irial period the system was:
approved by both management and the union in 1991, According to management it saved the
SBU R3 million that year, of which nearly R1 million was distributed to workers,
However, as a result of the conflict between management and the union related to perceptions
of racism and safety™’, this programme along with other aspects of TPQ was suspended in
late .1 992. Bisonbord {Cape} and PG Wood (Cape) introduced incentive systems of a more

limited pature in 1991 and 19922

Leon Cohen said the main reason why most productivity incentive schemes were stillborn, and
why the.e was no employee share-owrership arrangement beyond the execntive share trust
and no workers on the board, wm ;hat the unions hed not requested it, and when it was
discussed, had opposed it.*® The ,eason for this was that such managerial initiatives tended
at the time fo be viewed as co-optive strategies to diffuse worker militancy, undermine
organisation and dilute their sense of national union and class solidarity.**® Cohen himself
felt that Esops and union representation on the board were not immediate priorities and that
union involvement decision making at all levels through TP(Q was more important in the short
term: "I am more concerned with moving forward through a process of bringing people
| through the democratisation of the business, rather than lmowing that these ure the end-points,
though I foresee that they might well become endpoints. If you accept the stakeholder
approach, then the question of how you distribute the final profit is actualty not & massive one

within a business unit. Your after tax profits are probably between five and 10 percent of
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sales, wherear the umount of money already going to the pgople part of a business is
something like 40 percent of the added value of the business. Once the acceptance of a
stakeholder approach is there, then it is a question of how that should be negotiated. If
everyone within the business is prepared to accept goals like 10 percent real growth, and if
we’re all prepared to talk about our efforts to become a giobal player and if evervone is
prepared to accept the responsibility of wealth creation rather than bottom line profits, then
it becomes easier to negotiate, If we're not going to grow, and all we’re going to talk about
is bottom line profit, then the amount of that distribution is going to be minimal, and it
doesn’t really maiter if the workers are on the board, because if they take much more there
will not be any monies available for rein.vesl:ment, and the business will uitimately be dying,
I see worker representation on the National Forum as s fisst step towards worker
representation on the board of directors, which would give the workers a greater say in the
distribution of profits, but I don’t think management sees this as the ultimate goal. At the
moment it is not the key issue".!! After restwucturing was completed and after Leon Cohen
 tetired, the performance-related dimensions of TPQ were re-emphasised, and the new CEO,
Rob Cohen, once again placed the potential for worker representation on the board on the

conceptual agenda.2?

10.12 CONCLUSION

When considering the period under review in this chapter several points are worth highlighting
before moving on, in chapters 11 and 12, to the period after 1993 and then to the more
specific considerations of how TPQ was introduced and received in the different SBUs. First,

contrary to the version of events presented by some of the unionists who entered the field in
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the 1990s*°, the implementation of TPQ began several years before the launch of the
National Forum in 1991. The process started with the rnanagerial programme and value
sharing workshops between 1987 and 1990, followed by the infroduction in 1989 of the first
of the longer-term perticipative structures - in-a-groups, SBU leadership structures end Leap -

and the shop stewards council in 1990, Therefore by the time of the first National Forum
meting, mosi PG Bison employees hiad already had several }'ears.of exposure to TPQ at 2

variety of levels.

Second, contrary to the perspective of some in management!?, the stages in the introduction
and development of TPQ were governed more by breaks in the process (conflict with urions,
departure of key actors, and the failure of ideas), than by a continual and uninterropted

process of step by step conceptual and programmatic development. As mentioned below, Nel's

~ departure in 1991 not only led to a change in the style and content of TPQ, but aiso meant

that tﬁe value sharing workshops, which had been the most intense and focussed dimension
of the participative programme, and in some respects, the most successful, were never
repeated. Also the conflict with Ppwawu over the introduction of the National Shopstewards
Council was the catalyst prompting the suspension of the process and the subsequent
introduction of the National Forum and the more open approach to information sharing.
Finallj the moves towards restructuring the company, led to the decline of the early model

of TPQ and its eventual, partial feplacement with new forms of participative management.

Third, throughout this period there was a shift from direct value and task-centred forms of

participation to less direct, power-centred fors,*'* Both the value sharing workshops and

in-a-groups involved direct participation in areas of the business workers had previously been
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excluded from. This involvement, however, varied considerably from site to site, often
according to management’s willingness to foster the process, and never extended to a formal
role in decision making, although both these innovations had an impact on managerial
thinking in some SBUs. In contrast, the leadership structures introduced from 1990,
representad an extension of the existing representative forms of participation. Through their
shopstewards and unjon officials, workers were offered a greater say in a range of areas
previously considered part of management’s domain - redundancies, literacy, training, health,
safety, housing, corporate social investment - and were provided with more effective_ means
 to challenge managerisl breaches of company values. These, however, did not involve the
constant employee involvement in the affairs of business that the direct forms provided.
Between 1990 and 1992 the representative participative forums were strengthened through the
consolidation of the National Forum and related SBU leadership structures, while direct
participative forums were either phased out or, in the case of the in-a-groups, lost their sense
of direction, momentum and purpose. This shift from direct to indireci forms of p.articipaﬁon

was. confirmed as a result of the restructuring programme.
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CHAPTER ELEVEN

RESTRUCTURING AND THE DEMISE OF TPQ: 1993 - 96
11.1 INTRODUCTION

PG Bison introduced fiundamental changes to its structure and operations after experiencihg
debilitating competition between its own production and distributi_on companies, intense
challenges from competitors and a. decline in demand. Leon Cohen chose & management team
to develop a strategic “vision’ in order to plot PG Bison’s path into the 21st century.! What
. they proposed, and was ultimately accepted, was a three-pronged strategy: to merge the three
companies operating under the PG Bison shell (Bisonbord, PG Wood and Laminate Indusiries)
into one; increase organisational and technological efficiency in order to improve its ahility
to compete in the national and infernational markets; and focus energies on "core’ functions.
while sub-contracting out for non-core functions. It was expected that the removal of layers
of management, the increases in labour efficiency and the closure of unprofitable and non-core
sections of the business would result in between 600 and 1 000 jobs being made redun&ant
by 1997.2 Once the team’s proposals had been accepted by the board, a lengthy process of
negot ting this corporate restructuring with its unions eventually resulted in an agresment
which involved largely voluntary redundancies on a significantly reduced scale. Beforc
moving on to discussing the implications of restructuring for PG Bison’s employeus, it is
worth looking in more detail at the content of these negotiations, as they had a dircct beedng

on industrial relations at the company and on the future content of its participative

programnies.




11.2 NEGOTIATING RESTRUCTURING. REDUNDANCIES AND JOB CREATION

The first formal notice to the unions of management’s intentions came in Qctober 1992 when
Cohen wrote to Ppwawu, advising it that restructuring was being planned, and asking whether
it wished to be involved in the process® Shortly before receiving this letter, Ppwawu lannched
a national campaign to oppose unilateral restructuring (following a motion at the 1992 Cosatn
- conference to this effect), and sent 2 memorandum to employers, including PG Bison, calling
for, "an end to refrenchments and unilateral restructuring”. Ppwawu believed the PG Bison
letter was é. response to its memorandum.* However Ppwawu was caught off guard by
Coheﬁ’s letier and did not know how to resbond. As a result, no reply was receivéd until, in
January 1993, after a fourth letter in which Cohen proposed a specific number of redundancies
within Ppwawu's bargaining unit, the union leadership finally agreed to a meeting, at which

Cohen outlined management’s proposals. The response from the union officials and senior

shop stewards at this meeting was to question why they had not been invited to the strategic

task team and to stress that they opposed the idea of management continuing to plan without
union involvement, but at the same time to question whether they could become involved in
a process which would cost the jobs of some of their merabers. After this, Ppwawu’s tactical
response involved stalling the process by asking for more details of the proposed
redundancies, while stating its intention to oppose them, without making any commitments
about becoming involved in the planning.® Ppwawu also suspended its involverent in the
National Forum, p_ending the outcome of the process.® The union’s national education officer,
Welcome Nishangase, éxplained their dilemma soor: afterwards: "They invited us, as a union
fo second someone to that team, in helping plan the restructuring, and our initial response was

that there wasg a crisis of interests, It's a Catch 22 situation. On the one hand we don’t want
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unilateral restructuring, but on the other hand we don’t want to be part of that restructuring,
Whichever way you approach it will result in the loss of jobs. They admitted this ... and I
think we have a big crisis on our hands to decide how we’re supposed to engage PG in this

restructuring, ... It’s a very dicey situation."”

Meanwhile®, the 30 top managers met at a bushveld session and were presented with the one
busihess proposal, some for the first time. It was announced the merger of the three -
companies, and all that this entailed, would begin immediately. The strategy was then outlined
| to all employees and the unions throvgh an explanatory pamphlet folloWed by a série§ of
briefings®, while. at the samé time, detailed planning was staried and the first stages of the
plan were implemented.” At a follow-up meeting with representatives from all the unions,
further details were explained, The main question from the unions was whether the process
itself was negotisble. Management replied that while the heatt of the strategy - the merger and
change in product lines -was not negotiable, the implications affecting the unions were open
for re-evaluation. This included the closure of branches, rationalisations at factories and outlets
and redund_ancies.“ The unions requested a three day Restructuring N. jotiation Forum,
which took place in Johaunesburg in May 1993%2, Shortly before this occurred, Numsa
withdrew from the forum, prefemng to negotiate at site level, leaving Ppwawu and Uwusa
to negotiate fogether.” Management presented detailed proposals to the unions, invplﬁng .
_ projections of 477 redundancies in the first stage. The unions discussed engineering a strike,
but eventually decided apainst this option and instead proposed a three month moratorium to
study these plans in depth. They requested the company to finenuce this study, involving
outside consultants, and to disclose all information requested. Ppwawn subsequently

acknowledged this was initially no more than an ad hoc response, decided upon during the
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caucus meeting, and intended as no more than & delaying tactic and that their approach at this
time constituted & tactical error. "We realised that we had aliowed PG to develop their plan
' _v.riﬂlout 115, 50 We were ﬁow faced with negotiating. We regretted not being involved from the
heginning as we may have been able to prevent any redundancy tvMEMa. However, our
non-inclusion was not the company’s fault,” Nishangase said.”’. To their considerable
surprise, the company agreéd to each of these requests almost immediately - 2 move union
officials later acknowledged was "unprecedented".’® This gave the unions little option but
1o get involved in substantive negotiations on the proposals, and at the end of the forum both
unions signed an apreement with PG Bison for independent research, finamced by the
company, to be coﬁducted into market trends in the iﬁdust'y, PG Bison’s financial situation
and ways of avoiding job losses. Ppwg\vu approached Wits University’s Sociolpgy of Work
Programme to undertake this research, with an additional outside audit of PG Bison’s finances

and an accounting analysis to verify management’s claims of declining profits.

Ppwawu elected a National Co-Ordinating Committee comprising shopstewards and union
- officials, to monitor the research process and ensure access was provided - with the
researchers later exbressing satisfection with managerial openness in this regard.’® Their
research confirmed management’s findings in most areas - that profit rates We’rp declining and
that there was a long term decline in the market for wood veneer products - and accepted
manager.ﬁent’s conclusions that cuibacks in their retail operations constituted a reasonable
response, and that they needed to withdraw from wood veneer production: and close three
plants involved in this side of the business. It was therefore accepted that some redundancies
were necessary, and Ppwawu’s fear that management was targeting unskilled and semi-skilled

jobs for redundancy was held to be nnfounded. However, the details of management’s
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tedundancy proposals at Boksburg and Stellenbosch were challenged”, with the SWOP
arguing that these amounted to retrenchments which violated the company's values, and were
largely the result of poor management rather than of "permanent shifts in employment levels
due to irreversible shifts in markets, products or technolu sy"**, which was the company’s
definition of redundancy.” SWOP also challenged = agement’s proposal that maintenance
and secm*ity functions be sub-contracted out to épemm firms, arguing again that this was
contrary to company values and proposed instead that skills be upgraded,™ It added that
workers were unwilling to agree o redundancies in factories where management employed
significant numbers of casuals on a long-term basie, where there were excessive levels of
management and supervisory staff and where; there mfusion over the grading system,
particularly where this was compounded by racis’ *©  mination in promotion It also
argued for various additional measures to reduce production costs, poinfing out that labour
costs amounted to only 15 percent of variable production costs, and that the proposed
redundancies would offer the company only limited savings ~ axhountihg to under one percent
of the company's annual turnover. Insiead the company needed to mové awiy from an
exclusive focus on labour costs and look towal_'ds upgtading production ¢fficiency, reducing
waste, improving maintenance of machines, broadening markets, and, most particularly,

improving training, the report argued.n

Ppwawu was surprised by ménagement’s willingﬁess to accept both the criticisms and the
content of most of their proposals. As Ntshangase put it: "With the facts we were able to
show that the company was over-ambitious in terms of redundancies. Our report highlighted
a series of shop floor inefficiencies of which the company was quite unaware."* Likewise,

a company document on the negutiating process noted the report was "useful beyond strategy
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in its agsessment (and corroboration) of ... problems such as incidents of racist practice despite
values forbidding it," and said it offered "accurate criticism of shortcomings in job-grading
process at PG Bison operations." Communications and IR director James Smith confirmed
the acceptance by the company of most of the union’s redundancy proposals, "When tﬁe union
made its results known to us we acknowledged that they made sense."” However, in a
subsequent interview he said there were aspects of the report and a related South African
Labour Bulletin article by the authors, which be had reservations about, even though he

accepted the content was "largely accurate”.®

As a result of this consensus, the unions agreed to 215 proposed rédundancies with a
favourable severance package” .oﬁ'md a§ an inducement to voluntary redundancy®, as well
as a hardship fund® to assist cases decided on by a joint union-management committee, and
a comprehensive support programme for departing employees™, while the company agreed
to retain he security and building maintenance under its own management, reconsider the
closure of some of the Timber City branches, convert casusl jobs into permanent jobs and to
correcting staffing levels according to the recommendations of independent consultants, and
both parties agreed io evaluate the grading system.* They also agreed that senior
management and the union would work together on a project of *re-engineer” production and
would co-operate to eradicate racist practices, Most of the unions” fears about the impact
of the redundancies were allayed when it emerged that over 250 people volunteered for the
redundancy package - 2 figure exceeding that agreed to by the parties.”* About 200 of these
employees were interviewed by the company®s HR officers for one nour each, and filled in
questionnaires™. The results indicated that the “composite employee" on the redundancy lisis

wis a 45—year—old black male who had been with the company and its predecessors for 15

587



years, had no special skills, was married with an avetage of five dependents and had
completed an averaée of six years of school.’ It indicated that 87 percent of respondents had
taken this step on & voluntary basis, with age (17 percent), health (15 percent), violence
(15 percent) and the need for capital (9.2 percent} the main reasons given. The majority of
departures occurred in Boksburg, Germiston, Alrode, and on the East Rand, which, at the
 time, was one of the areas of the counfry most severely effected by political viclence.”
Asked_ about their plans afier leaving PG Bison, 47 percent said they planned to support
themseives from their "own venture", 18 percent planned to look for another job and most of
the rest did not respond. 61 percent of responﬂents said they wanted further training afier
leaving the company. The aim cf the support programme. set up at the time was to offer
counselling, retraining and placement services to help the redundant workers to be re-
employed or to create their own jobs.** A Transvaal Support Centre was established to assist
workers with finding new jobs®, with similar services being offered in the other regional
centres, and joint company-union site teams being established.at each of the eight SBUs.®
As part of the company’s Corporate Social Involvement programme, a job creation initiative
waé also established, with a pilot project launched on the East Rand, involving the

establishment of a centre for the most commonly used domestic and industrial services.*!

The 6utco_me of the restiucturing negotiations had a decisive impact on Ppwawu’s aftitudes |
towards co-determinism. As Nishangase put il: "We’ve been through a paradipm shift, We’ve
realised for the first time 1hai we need to work with facts, that we can use the same resources
that management can use. We accept that old reactive approaches have to go. ... The union
has made a significant shift. We recognise that the employer is frying to involve the union;

they pressed us to respond. We’re being included to effect change. We know now, that we
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mustn’t take a back seat approach égai'u:[."“‘2 The authors of the SWOP report went further,
noting that what was unigue about the PG Bison case was that the union was directly involved
in restructuring, that the company provided full disclosure of all information required by the
union, and both parties departed from their traditional adversdrial approaches to the issue of
redundancy, "In this case the company agreed to limit its managerial prerogative in favour of
a participatory approach. The union, in turn, tempered its bianket opposition to job loss by
assessing the planned redundancies on their own merits rather than simply calling for an end
1o mﬁ’euchments“". They added that this a]loﬁed Ppwawu to make further interventions
about the way the company was run and to intervene on issues such as training and job

grading. ™
11.3 PRIORITIES OF THE NEW COMPANY TEADERSHIP

In March 1994 Leon Cohen retired as CEO to campaign for the ANC in the 1994 peneral
election, after which he served on several committees as a member of the Gauteng provincial
legislature, though he continued his involvement with the company in his capacity as a non-
executive director of PGSI and in September 1996, after res:igni.ng his political positidns, took
over as PG Bison chairman.*® The new CEQ was Rob Cohen (mo relation), PG Bison’s
Executive Director: Operations, and previously Bisonbord MD (and before that the PG Bison

financial executive director}.

Shortly after leaving the company in April 1994, Organisation Development Coordinator
Maxine Hart said that while the one business initiative *empowered" the unions and "gave real

teeth" to the National Forum, she expected that Leon Cohen’s departure would lead to the
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further downplaying of the direct participative structures such as the ir-a-groups, SBU
leadership structures and the LEAP programme and a dissipation of the energy given to the
change ‘ratiative as & whole. This likelihood was increased by the fact that most of those
- within management who had been "driving" TPQ had departed from the; company or had
moved outside of the TPQ realm.” "My sympathetic response is that thé trauma of
restructuring is affectiug things, but my guess is thaf if Leon is not here P_G Bison will follow
the traditional business route - improving technology, putting up new plant, negotiating with
the unions through collective bargaining structures".”” In many respects, this prognosis was
confirmed. The CEO change-over from Cohen to Cohen led fo a shift in managerial style,
with Rob Cﬁhan placing less priority on employée participation and more on customer
satisfaction - 2 move reflecting a gencral managerial view of the company’s priorities at the
time. As Leon Cohen’s former PA, Roddy Payne, expressed it: "TPQ required continned
championing by senior management if it was to be sustained and deepened within the
business. With Leon’s gradual withdrawal from PG Bison culminating in his retirement, TPQ
did not have an active champion from the middle of 1993. In addition the number of TPQ
desipnated staff was gradually reduced as the one business project reallocated thern to other
functions. It also created the impression: in some people’s minds that the TPQ initiative was
over, and some people felt that because of the political changes af the time, it was no longer
relevant. This reflected a widely held view that TPQ was sbout the 'soft’ issues of thc_
workplace such as mutual respect, trust, an end to racism and racist practices, father than the
*hard’ issues of productiviry improvement, business reorganisatioﬁ and development in
preparation for a more difficult and competitive business environment. Another view is that

TPQ failed to effectively integrate itself into the psyche of the business and remained an
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external intervention, cliampioned by the CEO bui not taken seriously beyond a small group

of disciples around Leon,™*

A related element affecting participation was weaknesses within Ppwawu, and what
management regarded as its reduced ability to act creatively in developing participative
structures® As with manapement, several key shop stewards and other members had left the
company, some taking the option of voluntary redundancy, while others, including the most
influential organisers and other officials who had helped frame the union policy on

participation, were. redeployed or resigned their positions.®

But the most important reason for these changes was the shift in commitments of senior
management. In 1995 Rob Cohen acknowledged that the reorganisatipn of the business, the
reassessment of strategy and the departure of TEQ siaff had prompted a shift in priorities.
"The only reason we exist is to satisfy the customer. That’s a pretty difficult tagk in any
company and in any country because the average worker on the floor is so far removed from
the customer that they don’t really identify with the mission of the business, but T get annoyed
going to the supermarket and being treated like one gets treated at the checkout counter, and
the person not understanding that actually ]’m paying their salery, and that without the
customer they have nothing. The thing we have to break is people seeing the company as
providing, and not having any link between that and the customer. I lived in the UK 15 years
ago, and on a different scale, 1 came across this concept by the population that the
government would provide, as if the government is not the people. That’s the difficulty - and
not only with the unionised or lesser educated workforce. It’s a generalisation one could make

about most employees - that they see the company as paying them and providing for them,
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