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reply was given by the respondents. The replies were as fo l lo w s :-

- i t  was used fo r  minor offences = 159

- the case not investigated or no enquiry made = 102

- every White employee has the r ig h t to dismiss a Black 
employee = 26

- no comments = 143

These responses suggest the procedure was viewed as a coercive measure 
and not as an instrument to ensure ju s t ice  was done.

The report concludes with a number o f recommendations fo r  the considera 
t ion  o f the management o f the corporation. These recommendations 
suggest that spec if ic  areas where tra in ing  should be* given to the 
committee representatives and also suggested that an educational 
programme should be given to a l l  employees to coincide with the 
elections fo r representatives. A spec if ic  recommendation which 
was put into operation a year la te r  was that employees be allowed 
to caucus with th e ir  representatives fo r  the meetings. I t  was 
suggested tha t an agenda be drawn up to ensure tha t committee 
members had had contact with employees and to give chairmen time 
to prepare replies fo r  meetings. Whether these recommendations, 
even i f  implemented, would e f f ic ie n t ly  remove the cause o f the 
inadequacy of the committee system is doubtfu l. The be-Me issue 
o f freedom of association was not discussed implying i t  was not 
relevant to the study. The paternalism is  re flected in  the 
b e l ie f  that by improving the committee system the negative findings 
could be corrected.

The committee system was used to bring complaints and requirements 
to the attention o f management, but the evidence suggest tha t at most 
th is  system gave workers the r ig h t  to a hearing. The analysis did 
not determine whether in fact something to the sa tis fac tion  o f the 
workers was achieved about the items raised. The evidence regarding 
lack of report back, negative a tt itude  towards elections; mixed 
a tt itude  towards effectiveness and sa tis fac t ion , points to the 
conclusion tha t workers did not and probably could not id e n t i fy  with 
the committee system.
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6.4 Summary

Interviews were conducted with f i f te e n  respondents from companies which 
were known to be leaders in the development of industr ia l re la tions 
po lic ies and practices. In terms o f an i n i t i a l  assessment of the 
data obtained, in pa rt icu la r the approach to recognition of Black 
unions, and formulation o f industr ia l re la tions po licy , i t  became 
apparent that two types o f  companies could be id e n t i f ie d ,  namely the 
p a te rn a lis t ic  and the free - enterprise types. However, the approach 
o f certain companies was not c lea rly  formulated and a th ird  category 
was formed, namely the sem i-paternalistic company.

The interview schedule contained a number o f spec if ic  variables 
namely: indus tr ia l re la tions po licy ; a t t i tu d e  towards independent
Black unions; grievance and d isc ip l in a ry  procedures; plant-based 
system of representation; tra in ing  of committee representatives 
and information. To determine the v a l id i ty  o f distinguish ing between 
these three types of companies, the information obtained about each 
of these variables was anlysed in terms o f those types. As the 
above analyses suggest, the d is t in c t io n  between the free-enterprise 
type of company and the pa te rn a lis t ic  type o f company is re flected in 
the information obtained through the interviews. However, the semi- 
p a te rna lis t ic  type did not always appear as d is t in c t  from the other 
two. As the development o f  the indus tr ia l re la tions function is 
s t i l l  a new phenomenon, companies which are s t i l l  formulating th e ir  
approach to  those industr ia l re la tions variables and experimenting with 
structures w i l l  have to be taken in to  account. As circumstances a l te r  
or confrontations occur i t  is to be expected that the greater m ajority 
of companies fa l l in g  in to th is  category w i l l  become more ty p ic a l ly  
p a te rn a l is t ic ,  although some might adopt a free-enterprise approach.

The fo llowing conclusion can be drawn from the information about 
the operation o f the committee system as discussed and analysed in  th is  
chapter. The establishment and maintenance of committees represents 
the major area o f active response by companies to the requirements of 
a new management function subsequent to the 1973 s tr ikes . But what 
kind o f committees were they?
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The categorisation by Hovels based on extensive research, o f a 
c la ss if ica t io n  system of fou r types o f committees, as discussed under 
the heading "Research Formulation and Methodology", w i l l  be used in 
th is  assessment. I t  is to be noted that th is  system of c la ss if ica t io n  
was not available when the research was started and hence the questions 
of the interview schedule could not be formulated in terms o f the main 
differences. Hence the committees in companies are not c lass if ied  
in terms o f those types. The types are used to assess the general 
nature o f committees.

- The marginal works council. The c irc u la r  le t t e r  sent by the 
p a te rn a lis t ic  corporation to the management chairmen of 122 
l ia iso n  committees contains evidence tha t increasing numbers of 
l ia ison  committees tended to generate in to marginal bodies.
This trend was hastened by:- local management resistance to

‘ such bodies; worker apathy because of the b e l ie f  that i t  is  
powerless; worker representatives' m istrust because of lack of 
follow-up on items raised and lack o f implementation o f items 
agreed upon.

- The works council as an organ o f management. The preference 
by companies fo r  the l ia ison  committee structure reveals the 
objective o f creating a system of communication which they 
could con tro l, i .e .  an organ of management. This conclusion 
is  based on the d i f f i c u l t y  in  report back i .e .  l i t t l e  contact 
w ith constituents; the in i t i a t i v e  taken and maintained in items 
raised; both chairman and secretary being management represen­
ta t ive s ; control over tra in ing  of representatives.

I t  is to be noted that a f te r  the l ia ison  committees had attended 
to some of the immediate hygiene problems* the worker representatives 
tended to lose momentum as management introduced items fa l l in g  under 
the heading o f motivational concerns.

- The works council as an organ of employees. The attempts by workers 
to exercise th e ir  choice in the relevant Act and establish a works 
committee suggests tha t in fac t workers' leaders wanted to control
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the system of representation. However, as seen from the actual 
number o f such committees which were established, th is  move was 
successfully resisted by management.

- The works council as an organ o f consultation. The attempts 
by certain companies to establish a tw o - t ie r  structure with a 
works committee as caucus body suggests that certa in managers 
were w i l l in g  to establish a jo in t  consultative body. This 
was in fac t the descriptive term used by the one company which 
requested a University department to undertake an in-depth 
study of i t s  employment practices. However, as the findings 
o f that research shows, there are s tructura l problems which 
prevent th is  form o f committee being established. Certainly, 
in a s itua tion  where the m ajority o f the workers do not enjoy 
freedom o f association, i t  is  not possible to establish a 
committee through which workers representatives can process 
independently formulated problems and be able to influence 
management po licy. The evidence regarding the data on the 
following variables support th is  contention tha t jo in t  consulta­
t ion  could not and did not take place:- lack o f information; 
no trade union to monitor and correct the operation o f the plant- 
based committee; no report back; management contro lled t ra in i .  
o f  committee representatives; low-propensity fo r  pa rt ic ipa tion , 
i . e .  both willingness and a b i l i t y ,  o f the workers and management 
representatives etc.

However, the research did establish tha t four corporations were 
developing an industr ia l re la tions po licy  which could fa c i l i t a te  
the establishment o f a re la tionship pattern between the independent 
unions and the company based on mutual acceptance and respect.
The implications of th is  p o s s ib i l i ty  w i l l  be explored in the 
concluding chapter.
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CHAPTER 7

THE TONGAAT, HULETTS AND S.A. BREWERIES PROPOSALS FOR A VERTICAL
SYSTEM OF WORKER REPRESENTATION

Further ins igh t in to  the nature o f the ideology which the prominent pater­
n a l is t ic  corporations developed as a basis fo r  th e ir  system o f worker 
representation, was obtained from a series o f a r t ic le s  by three companies 
included in the interview survey. S u ff ic ien t details o f th e ir  po licy 
and approach is contained in these a r t ic le s  to warrant separate analysis.

I t  was i n i t i a l l y  postulated that the pa te rn a lis t ic  companies, 
although ac tive ly  promoting committees, followed a neutral po licy towards 
Black trade unions. But as the foregoing analysis demonstrates,their 
po licy , de libera te ly  or not, was anti-Black trade union. Not only were 
committees perceived to be e ffec t ive  representative bodies but because 
o f the desire to regularise the manager-worker re la tion  and ensure order 
and p re d ic ta b i l i ty  in  behaviour, these companies promoted the idea that 
committees could negotiate wage agreements. Subsequent to  the shock of 
the 1973 s tr ik e s , these companies followed a po licy o f granting regular 
wage increases. As l ia ison  committees were established i t  was decided 
to convey the information regarding the revised wage scales to the 
committees. From th is  step i t  became logica l to  see the p o s s ib i l i ty  
of allowing the committee to "negotiate" fu ture wage increases. Involve­
ment in "negotiations" would enhance the standing o f committee representa­
t ives  in the eyes of the worker. But o f greater advantage was the fact 
tha t to "negotiate" with committees is  less threatening than facing the 
uncertainty involved in bargaining c o l le c t ive ly  with an unknown and 
uncontrolled Black union. This la t te r  a lte rna tive  involved acceptance of 
power-sharing, a notion foreign to those who seriously believed they 
knew best what the Black workers both needed and could cope w ith. That 
is ,  the respons ib i l i ty  o f the "wardship" role o f the personnel manager 
over Black workers provided the ju s t i f ic a t io n  fo r  ignoring the basic 
issue of worker r igh ts .

The development o f these perspectives in response to shock experienced 
a f te r  the 1973 str ikes and subsequent emergence of Black unions, led to 
the conviction that the plant-based committees should constitute the core 
o f the structure visualised fo r  the new indus tr ia l re la tions system.

347 /



- 347 -

- As wage agreements should not ju s t  cover one factory but a l l  factories 
in that sector, i t  was assumed tha t the various committees in  the factories 
o f th is  sector would constitu te  the base which could be extended v e r t ic a l ly  
and form one co-ordinating body to meet with management representatives.
I t  was assumed that th is  model would allow fo r  co l lec t ive  bargaining.

The concept of co l lec t ive  bargaining has developed a spec if ic  meaning 
in Western industr ia lised  countries. Although the structures through which 
such co llec t ive  bargaining takes place might d i f f e r ,  cornnon processes are 
necessary to ensure the in s t i tu t io n a l is a t io n  o f the c o n f l ic t  o f  in terests 
between corporations and labour fo r  the stated period. The nature of the 
four sub-processes of co l lec t ive  bargaining were analysed in Chapter 1.
These processes are referred to by Walton and McKersie as: d is t r ib u t iv e
bargaining, in tegra tive  bargaining, a t t i tu d in a l structuring and in t ra -  
organisational bargaining.

The necessity fo r co l le c t ive  bargaining between management and labour 
arises because of l im ited resources and scarce status a lloca tion . The 
process of d is t r ib u t iv e  bargaining settles th is  c o n f l ic t  of in te res t 
between the two parties. But the inter-dependence of capital and labour 
suggest that there are complementary concerns which can, through problem 
solving, be id e n t i f ie d  and resolved through the process of in tegra tive  
bargaining. Underlying these two sub-processes are a c t iv i t ie s  tha t 
influence the attitudes of the two part ies, in pa rt icu la r those o f th e ir  
respective representatives, towards each other. A tt i tud ina l structuring 
which takes place between the representatives o f the two parties is  th is  
th ird  sub-process. Five re la tionsh ip  patterns can be established ranging 
from h o s t i l i t y ,  to aggression, to accommodation, to co-operation and 
f in a l ly  co llus ion. F in a lly ,  before an agreement is  signed by the 
representatives a fourth sub-process of a c t iv i t ie s  has to occur, namely, the 
parties must agree. Consensus must be achieved w ith in  each o f the two 
parties and not ju s t  by th e ir  respective representatives: i . e .  in t ra -
organisational bargaining has to take place.

As already discussed the •development in  personnel management occurred 
during a period of in s ig n if ica n t labour unrest amongst a l l  workers; a 
pattern of negotiation between employers' associations and registered 
trade unions at a highly centralised level of the industr ia l council
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system had become entrenched, and the registered trade unions did not 
acknowledge the importance o f  the in tra-organisational process, or 
did not have to use i t .

The a r t ic le s  referred to in  the following analysis are:-

- Proposals to amend the Bantu Labour Relations Regulations Act

put to the M in ister o f Labour in  November 1974 and published in the 
House Journal of the Tongaat Company. These proposals were presen­
ted by the Chairmen o f  the Tongaat Company, Huletts Corporation 
and South African Breweries at the September 1974 corporate meeting 
of the S.A. Federated Chamber o f Industries. Although the 
Anglo American Corporation was i n i t i a l l y  present at the meetings 
to formalte the proposals, i t  subsequently withdrew from the 
del i te ra t io n s .

- A follow-up a r t ic le  which appeared in the same journal a year 
la te r  in  the form of a panel discussion on the subject o f co llec­
t iv e  bargaining fo r  the Black worker. Those pa rt ic ipa ting  in 
the panel were: two company industr ia l re la tions managers, 
secretary of a registered trade union, chairman o f  a works committee 
and representative o f an employer's association.

- An a r t ic le  in  the home journal o f the Huletts Company on the tra in ing  
o f negotiators. Reference is  also made to a paper on industr ia l 
re la tions which gives some ins igh t into the assumptions on indus­
t r i a l  c o n f l ic t  made by managment in  i t s  tra in ing  programme.

- The Training Manual Programme fo r  members o f  Liaison Committees and 
Worker Representative Councils prepared by the Personnel Department 
of the Beer Division -  Northern Provinces - o f the South African 
Breweries Limited.
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7.1 Using tne Committee Base as an A lternative to the Independent 
Trade Union

The underlying assumption in the proposals by the Tongaat and S.A. Breweries 
Groups fo r amending the Bantu Labour Relations Act was that the suggested 
amendments would"encourage the natural growth towards a more e ffec tive  
co llec t ive  bargaining process." (Tongaat Company, 1975). The recommen­
dations assumed tha t the committee system, as provided fo r  by the 1973 
Act, was an adequate base on which to bu ild  a negotiating structure.
There were three principal proposals

- A tw o - t ie r  committee system was envisaged to provide fo r both 
a works committee and a l ia ison  committee, The proposed two- 
t ie r  system would allow worker representatives to meet separately 
in order to caucus and nominate members fo r  a l ia ison  committee 
allowing fo r  d ire c t  dialogue between employer representatives
and members o f the f i r s t  t i e r  or the works committee. The two- 
t i e r  proposal would have the advantage o f both the works and 
lia ison  committee.

- Representatives from lia iso n  committees in  any industry would 
form a regional co-ordinating committee which would be reg is­
tered as a negotiating party, comparable with a trade union, 
and any expenses would be paid from a levy imposed on Black 
employees in the industry.

- The co-ordinating committee would nominate people to serve, with 
employer representatives, on a Regional Labour Council, comparable 
with an industr ia l council. This council would negotiate basic wages 
and the conditions o f service fo r  a designated industry. I t  would 
also reg is te r and approve house agreements, and investigate
alleged instances of v ic t im isa tion . Again a levy would be 
imposed on Black workers as well as employers to finance the 
council 's  a c t iv i t ie s .

How and where do these proposals f a l l  short o f Walton and McKersie's 
analysis? The proposed negotiating structure is based on the committee 
system and is financed through enforced le v ie s , But committees do not 
provide membership r igh ts  and respons ib i l i t ies  fo r  workers. Committee 
representatives cannot function as the negotiating party. The fa c t

350 /



- 350 -

tha t a membership base as a prerequisite fo r co l lec t ive  bargaining does 
not ex is t means tha t the in tra-organisational sub-process cannot be 
activated. I t  follows that the d is t r ib u t iv e  sub-process also does 
not feature. There is no independent leadership to place issues on 
the agenda or t re a t matters brought up at meetings as issues, instead 
o f problems. There w i l l  be no id e n t i f ic a t io n  o f workers with the 
agreements and no commitments to the requirements o f the clauses.

What of the other two sub-processes? The two companies are heavily 
involved, in terms o f personnel and f inanc ia l resources, in tra in ing  
o f committee representatives. The content o f th is  tra in ing  is  to 
view industr ia l re la tions as problem-solving in te r-ac t ion  and to use 
behaviour modelling techniques as means fo r  preparing committee members 
fo r  th e ir  task. This task is defined in  terms o f management percep­
t io n  o f the economy, the society and hence i t s  value system. The 
emphasis on the in tegra tive  sub-process and concern with the a t t i tu d in a l 
structuring process suggest a refusal to come to terns w ith , or 
prepare fo r the re a l i ty  o f ,  the other two sub-processes which are 
required.

Hence the approach adopted by management is  to assume that c o n f l ic t  
between committee representatives and the labour force is  e ithe r not 
a relevant issue or is  o f such a complex nature tha t i t  w i l l  hopefully 
remain la ten t.

Has the impact o f the 1973 str ikes been forgotten? I t  is  true 
tha t registered trade unions, except fo r  some indus tr ia l unions, do 
not hold report-back membership meetings to ensure approval o f agree­
ments negotiated by the executive committee. This fa i lu re  to activate 
the i ntra-organi sa ti onal sub-process is  understandable because registered 
trade unions:

- are not representative of the to ta l labour force and 
hence have no power base as the working class is divided;

- have used the scarce value and priv ileged status of th e ir  
members as a weapon against employers to achieve desired wage 
increases and improvements in  be ne fits ;
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- have not faced a membership c r is is  or no-confidence motion 
in leadership because the standard of l iv in g  has improved;

- are s t i l l  in the highly centralised stage of union develop­
ment where leadership, once e lected, takes the decisions;

- have kept membership informed, without asking fo r  approval 
of the outcome of negotiations, through union journa ls.
The following e d ito r ia l  comment in  the S.A. Typographical 
Journal is  pertinent to the argument. 'The procedure of 
negotiating an agreement under the industr ia l council 
system is often misunderstood and members, especially immi­
grants from the United Kingdom often suggest that a report 
back should be made before an agreement is concluded1.
(E d i to r ia l , S.A. Typographical Journal, 1977).

An e ffec t ive  system o f representation fo r  Black workers cannot be 
structured on th is  pattern o f centralised a c t iv i ty  fo r  two reasons, 
namely: the impact of black consciousness and the concerted e f fo r ts
by employers and the au thorit ies  to entrench the work-place committee 
system.

7.2 Rejecting the Trade Union Concept

The assumption that the committee structure serves as an e ffec t ive  nego­
t ia t in g  base is disquieting because of the pressure put on committee 
members in terms of the ro le as 'representatives' that they are increasingly 
required to play. In a follow-up a r t ic le  to the proposals discussed 
above a panel discussion was used to re la te  recent developments in  the 
emerging negotiating structure to the sugar industry, (Tongaat Company, 
1976).

These developments mainly meant the admission of Black committee 
representatives to the industr ia l council meeting scheduled fo r  1976, 
on the assumption that they could act as a negotiating party. Their 
presence was f e l t  to be necessary because i t  was argued that ' t r u ly  
representative' meant, ' a l l  th e i r  desires and aspirations are represented 
and not ju s t  the view of the Blacks in one m il l  or company'. There was 
no debate in  the panel discussion on the intra-organisational sub-process
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or on the re a l i ty  of the d is t r ib u t iv e  bargaining phase. The principal 
concern of management was to define the mutual objective o f labour and 
management, 'which should be a th r iv in g  and prosperous industry, through 
which benefits would flow to shareholder and worker a l ik e ' .  Whether 
the value system of the existing socio-economic framework enables workers 
to operate from the same power base as the shareholders or employers was 
not discussed. I t  was apparently assumed tha t the 'representatives' are 
t ru ly  representative, i .e .  that they do re f le c t  the wishes and aspirations 
o f Black workers. Yet is i t  not true tha t these very 'representatives' 
are fa i l in g  to report back e ffe c t ive ly  and need management's support?

Mr. Hanafey, Head of the Bantu Labour Unit o f the Steel and Engineering 
Federation of South Africa analysed some typ ica l problems facing the 
operation o f committees. In three of the four case studies quoted, the 
report-back fa i lu re  or d i f f i c u l t y  was id e n t i f ie d  as a reason fo r  the 
'blockage' o f the committee system (Hanafey, R., 1976). I t  is s ig n i­
f ica n t to note that because o f a fear that the report-back would unleash 
misunderstanding and reaction, i f  not unrest, the S.A. Breweries Group 
has included specific  instructions regarding report-back procedures 
in the tra in ing  programme. The Chairman of the l ia ison  committee 
who is a management representative "prepares the report-back document", 
and the committee representative is to ld  to report the information 
"exactly as i t  appears in th is  document and to make sure everybody 
gets the same inform ation". Furthermore, they must "ask th e ir  views 
on the information and make a note of them." These points could then 
be raised at the next meeting. This s tructura l control over the 
performance o f committee representatives demonstrates the extent to 
which they are made extension of managerial contro l. More importantly, 
the give-and-take o f intra-organisational bargaining and the dynamics 
o f leadership cannot be expressed and therefore representatives cannot 
develop as responsible leadership of the c o l le c t iv i t y  of workers.
The process of in s t i tu t io n a l is a t io n  of c o n f l ic t  cannot occur.

The only contribution during the discussion under review made by 
the chairman of the works committee was to the e ffec t that a good under­
standing with management o f mutual problems has been achieved and hence 
we ( i .e .  presumably the committee) 'would not l ik e  to see trade unions 
come onto the scene1.
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What was also s ig n if ica n t was that the panel discussion did not 
fo llow up the suggestion made by one pa rt ic ipan t that 'the Black man's 
search fo r  himself fo r  d ig n ity  and se lf- re l ia n ce ' , meant tha t committees 
were rejected as 'dummy' bodies and that in d u s tr ia l is ts  would be 
forced to accept Black trade unionism. In sp ite  of th is ,  management 
argued that the union was not essential to co l le c t ive  bargaining and 
that the ' indus tr ia l committee' (the equivalent o f the co-ordinating 
committee discussed above) served the best development purpose.

The secretary of the registered trade union maintained tha t the 
power base of the workers was e f fe c t ive ly  d iv ided. His statement 
tha t 'my union is  opposed to the formulation o f l ia ison  and works 
committees to represent workers in the industry ' was not followed up.

Even i f  the theme of development and extension of the present 
system stressed by the employer representatives was v a l id ,  the question 
o f why the facets o f two sub-processes were not discussed remains 
unanswered. The necessity o f working towards a stage where the 
workers as union members have th e ir  own independent body, was evaded,
On the other hand, the chairman of the works committee received ta c i t  
support fo r  his re jection o f trade unionism. Management rejected the 
trade union because i t  could be used 'by f a r - l e f t  so c ia lis ts  as a 
p o l i t ic a l  t o o l ' and the hope was expressed tha t 'c o l le c t iv e  bargaining 
(could be kept) w ith in  the fam ily ' while an indus tr ia l committee was 
seen as more desirable than a 'n a t iona lly  organised trade un ion '.

The plan to have a Black worker representative present during 
negotiations at the industr ia l council le v e l , which th is  discussion 
presaged, was duly put in to operation. An agreement was concluded 
in November 1976. The event was lauded as a 'milestone in  the h is to ry  
o f the sugar in d u s try ' , The representative of the manufacturers' 
association said the Black worker representative ' had made a major 
co n tr ib u t io n '.  (Sunday Times, 4/5/1976 and 28/11/1976).

Detailed information would be required to judge whether any o f the 

four sub-processes were activated. The fac t tha t four Black represen­
ta t ives were elected (and two appointed by the Department of Labour) 
is  no guarantee tha t the d is t r ib u t iv e  and in tra-organisational bargaining 
processes took place. Election is  only one side of the coin. The key

354 /



- 354 -

prerequisite o f co l lec t ive  bargaining is  that i t  should be carried out 
from a membership base. The dynamics o f labour re la t ion s , re flected 
in the intra-organisational phase, require that demands fo r  a new 
agreement be formulted in terms o f a mandate received from members and 
tha t the agreement be approved by members, e ither at branch level or 
shop steward meetings.

I t  is apparent that these requirements were not met fo r  th is  agree­
ment and hence there could be no commitment to the terms o f the agreement 
from the workers in the sugar industry. The authority  structure is
s t i l l  based on coercion and not consent. In terms of the structure
established, the objective of the Tongaat proposals, namely tha t 'the 
black representatives hold themselves accountable fo r  breaches of 
agreements', is an unrealisable expectation. The linkage between 
representatives and workers has not been leg it im ized, and the peace 
ob ligation not internalised as i t  cannot be imposed.

According to reports the new agreement provided, fo r  the f i r s t  time, 
fo r  a 2.5% bonus fo r  unskilled and semi-skilled workers. This improve­
ment was welcome. But in terms of the dynamics of indus tr ia l re la tions 
there is no guarantee that the labour force regards th is  as s u f f ic ie n t  
or tha t the new agreement 'provides a bu ffe r against industr ia l u n re s t ' .
How did the labour force partic ipa te  in the decision-making process?
What d is tr ib u t iv e  bargaining took place? I t  is  the workers, as union 
members, who must judge whether th e ir  representatives had made a 'major 
con tr ibu t ion '.  Once the employer s ta rts  making th is  judgement then the 
re la tionsh ip  pattern enters the sphere o f collusion.

The mechanism of d is t r ib u t iv e  bargaining requires labour's represen­
ta t ives to set spec if ic  targets fo r  various items on the agenda. These 
aims obviously involve employers in d ire c t costs i f  they are met.

There is ,  fo r  labour, a resistance point below which no agreement would 
be acceptable. The union's membership should, ide a lly ,  give th e ir  rep; ,sen- 
ta t ives an ind ica tion of the resistance point when giving them th e ir  
mandate. In the case c ited , workers may well have accepted a lower bonus, 
o f say, 2%, i f  they had partic ipated in the decision-making process.
Trade unionism is not necessarily or p r im arily  a question o f economic gain 
but rather the more elusive issue of the qua lity  o f people's l ives .
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Any attempt to l im i t  a bargaining system to the committee structure
w i l l ,  in a l l  p ro b a b i l i ty ,  accelerate the re jection o f the plant-based
committee system by the Black workers. Management is concluding agree­
ments with representatives whose functions are bas ica lly  an extension o f 
those of the personnel department. Hence the a llegation made above tha t 
a re la tionship  pattern based on collusion is  being forged between manage­
ment and committee representatives. As a resu lt the re la tionsh ip  between 
management and the labour force as a whole w i l l  be based on la ten t 
h o s t i l i t y .  This h o s t i l i t y  is  contro lled or contained by repressive 
le g is la t io n .  But th is  makes aggression an ever -resent re a l i ty .

F ina lly , i t  does not fo llow  that because registered trade unions have 
not activated the in tra -o rgan isa tiona l, and to a certa in extent the d is ­
t r ib u t iv e  process, that Black workers w i l l  adopt the same posture as 
members of the registered trade unions.

7.3 Is Negotiation Only Problem Solving?

The th ird  a r t ic le  under review deals with the tra in ing  of managers as 
netogiators'as prerequisite fo r  the maintenance of good labour re la t io n s .1 
(Vogel, T . , 197#%). Negotiation is  seen as an occasion where the 
'representatives' of the parties in te rac t in an e x p l ic i t  attempt to reach 
a jo in t l y  acceptable position on one or more decisive issues. But the 
implication of being a 'representative' and the dynamics of resolving 
"issues' is  misunderstood.

The argument o f the a r t ic le  focusses on what happens at the negotiating 
table. This is  why there is no q u a l i f ica t io n  of the statement that 
'negotiation takes place between equals' although the labour party side 
is unequal. This silence is understandable because the question of 
the 'power', or lack o f i t ,  in the structure of the registered trade 
union or the committee, is  completely ignored. I t  is  fa c i le  to take 
the trade unions in South A fr ica , as well as committee members, to 
task fo r  neglecting the use of ' information' such as economic climate 
or changes in the labour market. Where can they acquire such information? 
Have the registered trade unions a membership strong enough to provide 
f inanc ia l resources to allow fo r  the purchase of information and 
expertise?

The a r t ic le  under review does consider the implications o f, th rea t.
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coercion and other power tac t ics  and recognises the 'dice are loaded 
in favour1 o f Whites and can lead to ' f r i c t i o n '  but suggests tha t a 
'new approach to negotiation is to consider i t  as a problem-solving 
process'; i . e .  in terms of the in tegra tive  sub-process. S ign if ica n t ly  
the industr ia l council system is  seen as an organisational structure 
which fa c i l i t ia t e s  th is  emphasis. This assessment supports the 
view tha t the industr ia l council system is  not conducive to d i s t r i ­
butive" bargaining and explains why overseas trade unionists believe 
that i t  has made trade unions ine ffec t ive . The industr ia l council 
system, as i t  has developed, weakens trade unions as i t  carries out 
functions which are normally the respon s ib i l i ty  o" the union.

Whereas i t  is  undoubtedly essential to introduce in tegra tive  tac t ics  
in negotiation ( id e n t i fy  the problem, look fo r a lte rna tives , make a 
choice), i t  is  unfortunate tha t the danger o f assuming tha t th is  alone 
constitutes co llec t ive  bargaining is not dealt with in the a r t ic le .
By a l l  means aim to 'move negotia ting ' in terms of the in te raction  across 
the table out o f the mode o f warfare and win-lose s itua tion . But do 
not thereby deny the re a l i ty  o f the d is t r ib u t iv e  phase nor hope to get 
away from facing the re a l i ty  o f the in tra-organisational phase. The 
a r t ic le  under review mentions the fac t tha t a negotiator is  not 
'present on his own account1. But to assume that his membership 
base is  a ' th i r d  party ' and tha t a l l  th is  means is 'preparation before 
negotia tion1 rather than the necessity fo r  approval of a proposed 
agreement a f te r  the negotiation of a settlement and before i t  is 
signed, is naive or possibly re f lec ts  lack of experience with the 
implications o f unorganised co llec t ive  behaviour. A legal agreement 
signed by committee representatives does not ensure consensus from the 
labour force nor willingness to abide by the terms o f the agreement.
The legal sanction of such an agreement might make i t  work, but th is  
means that so-called peace in industria l re la tions reverts back to a 
system of management by coercion and not consent. The necessary 
authority  of management is  not leg it im ized and managerial power remains 
the dominant value.

7.4 Can Worker Leaders be Trained by Management?

What concept of the nature o f labour-management re la tions underlies these 
approaches - p a r t icu la r ly  the proposals put to the M inister of Labour?
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The personnel managers o f these companies deny tha t there is  inherent 
c o n f l ic t  between employers and labour. In fa c t ,  instead of regarding 
d is t r ib u t iv e  and in tegra tive  bargaining as complementary sub-processes 
they are perceived as a lte rna tives. I t  is  maintained that the d is t r ib u ­
t ive  process is not appropriate and nor is i t  productive; i . e .  the 
re a l i ty  o f l im ited  or scarce resources is denied and i t  is assumed tha t 
the basic issue of d is tr ib u t io n  o f the wealth produced can best be 
resolved through problem-solving.

The Group Personnel Manager o f  S.A.Breweries, Mr. D. Sutton, when 
elaborating on the Tongaat/S.A. Breweries prposals at a National 
Development and Management Foundation Conference in November, 1975, 
e x p l ic i t ly  stated tha t, "acceptance o f the wider concept o f jo in t  
problem solving as the essence of labour re la tions w i l l  eventually 
lead to elim ination of the term ’ co l le c t ive  bargaining1 with i t s  emphasis 
on c o n f l ic t  and confrontation, from the vocabulary o f labour re la t io n s ."  
(Sutton, R ., 1975). This assumption can be challenged not only in 
terms o f developments in management-labour re la tions in other industr ia lised  
countries, but more sp e c if ic a l ly  as i t  ignores the heritage o f in s t i t u ­
tiona lised violence towards Black workers in employment practices.

The industr ia l Black worker has Ler, excluded from the d e f in i t io n  
o f 'employee' fo r  more than h a lf  a ■ = 'uury and his union has not been 
involved in the decision-making process regarding wages, social security 
benefits and working conditions, nor has he had a chance to seek redress 
fo r  indus tr ia l in jus t ices . How can i t  be assumed that a period of 
d is t r ib u t iv e  bargaining, even in the win/lose sense, is not s tru c tu ra l ly  
a re a l i ty  in the years ahead?

Sutton assumes that the committee system provides the r ig h t of 
association. This suggests a refusal to recognise the implication of 
membership r igh ts  and re spon s ib i l i t ie s  as being the crux of freedom of 
association, a qua lity  which the committee structure cannot provide.

Irrespective o f the legal requirement, communicating decisions are 
not how agreements become binding amongst workers. A trade union deals 
with the c o l le c t iv i t y  and, i f  organisationally e f fe c t ive , in s t i tu t io n a l is e s  
consent to an agreement and can apply sanctions to make i t  binding. The 
regional co-ordinating or industry committee and i t s  representative cannot
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apply sanctions on the workers and cannot claim the la t te r  consented 
to an agreement and hence assume a moral ob ligation tha t i t  must be 
adhered to . In other words, committees cannot in s t i tu t io n a l is e  the 
peace ob liga tion , fo r  they are not a party to such an agreement as 
th e ir  contribution does not extend membership r igh ts  to workers.

Sutton's model o f industr ia l re la tions ignores the crucia l s ign i­
ficance of s tr ike  action as a basic r ig h t  which at least the 1973 
amended Bantu Labour Regulations Act provides fo r  (even though in 
a d i f f i c u l t  form to re a lise ).  To be legal a s t r ik e  has to be 
organised. What organisational procedures in terms of legal advice, 
s tr ike  b a l lo t ,  organising pickets, s t r ik e  funds, information about 
a s tr ike  decision e tc . ,  can be set in motion by a committee of f u l l  
time employees?

Sutton also states that "decision and agreements reached in the 
committee must be communicated to ind iv idual members o f the labour 
force". The reason fo r  emphasising communication to the individual 
member and not the labour force as a c o l le c t iv i t y  is  not explained.
Is i t  a matter of communicating the decision or reaching acceptance 

of the terms of the agreement by the workers as union members'.
Sutton is  following the ideology o f Boulwarism developed by General 
E lectr ic  in America, which had as i t s  objective the undercutting of 
the union by emphasising the management-employee axis. (Northrup,
H., 1963).

Not only was th is  a lte rna tive  model to independent unionism 
developed, but a manipulative approach was devised to ensure committee 
representatives held the 'co rrec t ' a t t i tu d e  and displayed the ' r ig h t '  
behaviour. I t  was f e l t  necessary tha t these committee representatives 
did not adopt a win/lose strategy towards industr ia l re la tions. 
Consequently, considerable resources and manpower ..ere made available 
through the personnel departments to provide tra in ing  courses fo r  
these committee representatives. Training o f committee representatives 
in committee procedures is in i t s e l f  sound, although the question of 
who conducts these sessions must be seriously considered. However, 
the tra in ing  modules devised by S.A. Breweries and subsequently adopted 
by other companies had as th e i r  stated aim a change in  a tt itudes of
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the representatives. What change and how was th is  to be achieved?

In 1975 the Goldstein/Sorcher approach to tra in ing  of supervisors 
was increasingly being used in South A fr ica . The objectives of th is  
approach are to increase supervisory behaviour effectiveness through 
improving interpersonal s k i l l s .  This behaviour modelling technique 
is based on the assumption that a tt i tu d e  tra in in g , i .e .  i n s t i l l i n g  
new att itudes of behaviour in people is counter productive because 
of a defensive response which only strengthens existing a tt itudes .
In order to teach new att itudes the tra in ing  concentrates on the new 
behaviour which when practised to a stage o f over-learning causes an 
a tt itude  to change in order to support the new behaviour (S.A. 
Breweries, Personnel Department, 1976).

The new behaviour is taught through modelling and ro le  play in 
terms o f given requirements. The modelling is  achieved through 
the showing of a f i lm  or through the t ra in e r  iden t ify ing  the 
spec if ic  key behaviours required. The ro le play gives practice 
and rehearsal in the specific behaviour of the next models. Through 
praise as positive reinforcement reward or constructive feedback, 
social reinforcement o f the new behaviour is achieved.

Goldstein and Sorcher point out tha t by viewing the modelling 
disp lay, the tra inee observes and id e n t i f ie s  with a new behaviour 
which he learns through practice. The reward or social reinforcement 
he receives motivates him to repeat such behaviour and sa t is f ie s  any 
query he might have why he should so behave. The social reinforcement 
can also be achieved through case presentation and positive  comment 
from observers. (Goldstein, A., and Sorcher, M., 1974).

The authors state that th is  applied learning technique can equally 
apply to a varie ty  o f s itua tions involving people in an occupational 
ro le . A l i s t  o f applications o f th is  learning technique is given.
I t  does not include teaching worker representatives a specif ic  set 
o f behaviours.

Although the position o f worker representatives is not an occupa­
tional ro le . South African Breweries f e l t  ju s t i f ie d  in using th is  
technique of behaviour modelling in th e ir  tra in ing  programme of
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committee representatives.

The authors state ' I f  a person is  somehow helped to behave in  a 
way that may be inconsistent with his be lie fs  and is rewarded fo r  
doing so, there is  a high p robab il i ty  that he w i l l  change his be lie fs  
to make them consistent with his new behaviour1. This raises two 
questions:- what a tt itudes held by committee representatives needed 
to be changed and what should the new att itudes be?

The basis of the new a tt itude  which management required to be 
in s t i l le d  can be deduced from the key behaviour patterns in  the tra in ing  
maual. There is ,  however, no e x p l ic i t  statement in the documentation 
by tne corporations where they spell out what is perceivsd as 'wrong' 
with the current a tt itudes o f committee representatives. However, 
th is  can be deduced from the comments o f the Personnel Manager, The 
recurrent theme in the a r t ic le s  examined is  tha t negotiations should 
not become a s itua tion  o f confrontation and that c o n f l ic t  between 
management and labour is  not inevitable and in  fa c t counter-productive. 
Furthermore, the expression o f win/lose a tt itudes in the management- 
union in te raction  is  viewed with abhorence.

At the time when these proposals were formulated corporations 
had no experience with committee representatives and could not therefore 
base th e ir  assumption tha t they would display 'wrong' a tt itudes.
There was no statement at a l l  that these assumptions were based on 
a reading o f behaviour o f registered unions. Considering the 
reactionary response from managers to th e i r  perceived reading of 
the B r it ish  s itua tion  i t  can be concluded that the personnel managers 
were transfe rr ing  th e i r  perception o f the att itudes and behaviour 
o f B r it ish  unions to the South African s itua tion  and were hoping to 
pre-empt the pattern o f B r i t ish  industr ia l re la t ions , the blame fo r  
which is  said to l i e  with the unions and th e ir  leaders.

Support fo1" th is  assessment that the present aspects o f the B r it ish  
s itua tion  is  being superimposed on the South African s itua tion  is the 
b e l ie f  that 'p rodu c t iv ity  bargaining' o ffers  the solution to indus tr ia l 
re la tions. The concept o f productiv ity  bargaining as a mean of 
breaking through the impasse between management and unions was
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developed in B r ita in  and is specif ic  to the programmes introduced in 
tha t country.

In a paper given in 1977 en t i t le d  'An A lternative Base fo r  Labour 
Relations ', Sutton stated: "In other words the present pattern o f
labour re la t ions , confined almost exclusively to co llec t ive  bargaining 
in which the emphasis is on c o n f l ic t ,  confrontation and the win/lose 
syndrome, SHOULD BE REPLACED BY PRODUCTIVITY BARGAINING IN WHICH THE 
EMPHASIS IS ON DIALOGUE AND JOINT PROBLEM SOLVING". (Emphasis in 
o r ig in a l:  Sutton, R. , 1977).

To achieve th is  change, negotiation should be decentralised and 
occur at the level o f the specif ic  factory or plant. Furthermore, 
the concept o f "inherent c o n f l ic t  o f in te res t between the parties" 
which inev itab ly  results in  a lienation and eventual h o s t i l i t y  
between the two pa rties , - must be replaced by a concept of 
mutual in te rest " in  which jo in t  e f fo r t  is  recognised as being the 
essential ingredient fo r  future su rv iva l". ^ (Sutton, ib id . ) .

The idea of p roductiv ity  bargaining is taken out o f context, 
the only aspect being s im ila r to the development o f th is  concept
in  B r i ta in ,  is tha t the bargaining be located in the f a c t o r y  or plant. 
I t  is  s ig n if ica n t tha t throughout these formulations the concept o f 
labour as an independent party is not recognised. Thus the funda­
mental issue of between whom the bargain is supposed to be reached 
is  ignored.

The concept of a p roductiv ity  bargain was developed in order to 
break through the problem of res tr ic ted  practices which had become part 
of the regulating process of B r it ish  industr ia l re la tions . As Fleeman

i

In th is  a r t ic le ,  the terms in tegra tive  and d is t r ib u t iv e  bargaining 
are quoted but they are presented as a lternatives and as two types 
and not as complementary sub-processes. This mention of these two 
sub-processes might be a consequence o f the corporations' concerned 
being aware o f  the cr it ic ism s levelled against them as a d ra f t  out­
l ine  of th is  analysis had been sent to one of the personnel managers 
involved in the S.A. Breweries/Tongaat deliberations.
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points out, companies turned to productiv ity  bargaining in  order to 
answer the threat of wage claims, demarcation problems and requirements 
of f l e x i b i l i t y  in  the usage of labour. "For many years there seemed 
to be no way through these in tractab le  and defensive barriers un t i l  
p roductiv ity  bargaining showed that there was a way, because re s t r ic ­
t iv e  practices can be l is te d  and the benefit fo r everyone o f th e ir  
removal can be demonstrated". (Fleeman,?^l970, p .64).

But a change in emphasis towards p roductiv ity  bargaining does 
not eliminate the need fo r  independent parties. Furthermore, produc­
t i v i t y  bargaining retains a mixture o f d is t r ib u t iv e  and in tegra tive  
sub-processes; a bargain has to be struck i . e . ,  the question of 
costs remains crucia l and hence there are s t i l l  issues to be resolved; 
and th is  requires e ffec t ive  intra-organisational bargaining. The 
f inanc ia l corre la tion implied in  productiv ity  bargaining leads to 
information being required on the fixed costs o f the bargain; the 
costs which vary with p rodu c t iv ity ;  and the benefits o f increased 
productiv ity . Fleeman also stresses that before a p roductiv ity  
bargain can be considered, the union representation must be considered 
both in  terms of numerical strength and shop steward!s influence.
" I f  there is  a s ig n if ic a n t  trade union membership, i t  is  in  the 
company's in te res t to ensure tha t i t  is  well organised and well 
represented fo r  i t  must be recognised that the additional s tra ins 
introduced by p roductiv ity  bargaining are proportionately as great 
fo r  unions as fo r  the management and the constituents of the shop 
stewards should have the opportunity of attending regular depart­
mental meetings". ( Ib id . , p .74).

These considerations support the assessment tha t management was 
not basing the need fo r  behaviour modelling tra in ing  on actual 'wrong' 
a tt itudes of the committee representatives, but on pre-supposed a t t i ­
tudes they would disp lay. This implies tha t the use of behaviour 
modelling techniques fo r  the tra in ing  of committee representatives 
becomes a manipulative strategy by management to re ta in  control over 
the labour force.

The programme fo r  tra in ing  in  negotiating s k i l l s  is sub-divided 
into s ix  frames of reference. These frames describe the behaviour
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in terms upon which the committee representatives should model them­
selves, and are:

1. General Reference Frame fo r Liaison Committee operation.

2. Individual Partic ipa tion  in  Group Problem Solving.

3. Preparing your Case.

4. Case Presentation.

5. Negotiation.

6. Communication.

A to ta l of 28 ( in  another document 39) sub-statements ind ica ting 
what behaviour committee representatives should model themselves on 
are l is te d  under these frames of reference.

A key behaviour frame of reference of f iv e  statements fo r  worker 
representatives' chairmen, and a key behaviour frame o f reference of 
s ix statements fo r  report-back procedures are also included.

The basic emphasis is that committee representatives should regard 
every agenda item between themselves and management as a j o in t  problem 
solving exercise.

Before th is  assessment of the tra in ing  programme is continued 
i t  is important to re ite ra te  that j o in t  problem solving as a sub­
process of co llec t ive  bargaining and complementary to d is t r ib u t iv e  
bargaining is d ire c t ly  relevant to the re co n c i l l ia t io n  process of 
the labour-management re la tionsh ip . However, i f  i t  is  used to deny 
the re a l i t y  o f the d is t r ib u t iv e  bargaining process and is enforced 
on elected representatives of workers, i t  requires to be c r i t ic is e d .
I t  is apparent tha t Sutton regards the d is t r ib u t iv e  and in tegra tive 
bargaining sub-process as mutually exclusive.

The following key statements in  the frame o f reference h igh ligh t 
the nature of the behaviour which the tra in ing  programme holds up as 
a model:
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- focus on the problem not the ind iv idua l;

- t ry  and turn each s itua tion  in to  a jo in t  problem solving exercise;

- avoid in f le x ib le  stances and leave room fo r  manoeuvre when submitting 
or reacting to a demand;

- avoid threatening any other member o f th e ir  contribu tion at the cost 
of th e ir  pa rt ic ipa t ion ;

- make sure you have a l l  the facts pertaining to the problem and 
understand them;

- negotiate on the basis o f ta lk ing  w ith the other side and don't be 
apologetic or threatening towards them;

- s ta r t  on common ground and always bu ild  on what is good fo r  both parti

- determine the most reasonable position you should reach when the 
negotiation is  concluded;

- negotiate on the basis o f ta lk ing  with the other side and avoid the 
use of h is tronics and threats;

- ask fo r  and l is te n  a t te n t ive ly  to his reactions to your information;

- avoid emotional reactions to what he says.

Other themes are repeated in these frames o f reference. Thus 
representatives are urged to :

- make sure you id e n t i fy  the problem exactly fo r  yourse lf in  the l ig h t  

o f the group ob jective;

- be positive towards the group conclusions.

These exhortations require the representatives to id e n t i fy  w ith the 
representatives of management • The re fe ­
rence group is  not the workers who elected them. This is  apparent 
from the other themes, namely:

- i f  you need help to feedback to the work-force, ask fo r  i t  ( i . e .  from 
management)

- i f  appropriate, assist the other side to prepare i ts  report-back to 
i t s  members,
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This management controlled report-back provision is reinforced by 
the specif ic  ins truc t ion  given in the document e n t i t le d  'communicating • 
back to the workforce1. This is achieved by means of the report back 
document prepared a f te r  every meeting. The committee representative is 
required to "report the information exactly as i t  appears in th is  
document to make sure everybody gets the same information". Further­
more, although he may obtain the views o f workers on the information, 
he can only make a note of them and is  then required to  raise them at 
a subsequent meeting. In other words, he cannot display any leader­
ship qua li t ies  but must subordinate himself to the committee and 
basically  act in  a neutral capacity.

I t  is to be remembered tha t these behaviour patterns are presented 
as models to Black workers who up to 1973 had no formal system of repre­
sentation and who are exposed to a system of authority  which denies 
them any r ig h t  o f protest or reaction. These external constraints 
o f the apartheid system make i t  even more d i f f i c u l t  fo r  a worker 
with no real protection against v ic t im isa tion  to question what he 
is exposed to during company time.

The social reinforcement is achieved through the use of a visual 
aid which depicts a 'negotia ting metre' whereby trainees can assess th e ir  
'success' and effectiveness in displaying the required behaviour during 
the ro le  plays. The positive or 'green' upper side of the metre is 
graded in terms of items ranging from mutual t ru s t ,  s e l f  con tro l, 
l is ten ing  and ta lk in g ,  rational assessment through to the most desirable 
state to be in ,  namely co n c il ia t io n . The negative or 'red ' lower side 
of the metre is  graded in  terms o f items ranging from d is t ru s t ,  fear, 
arrogance, naked h o s t i l i t y ,  to the position which must be avoided at 
a l l  costs, namely deadlock and disputes. During the tra in ing  session 
th is  metre acts as a warning not to enter the negative or undesirable 
states. (Keenan-Smith, D., 1976).

The use o f th is  visual aid and the location o f items reveals 
the basic lack o f understanding o f the power re la tions between 

management and labour,a phenomenon which is sp e c if ica l ly  manifested during 
co llec t ive  bargaining.

366 /



- 366 -

A pi e-requis ite  of any e f fe ^^ '/e  indus tr ia l re lations system is 
that the p o s s ib i l i ty  exists fo r  -'adlock to be declared i f  no 
compromise between the con f l ic t in g  in terests  can be achieved. And 
i f  th is  deadlock is not resolved through mediation and a rb it ra t io n  
then the r ig h t  to s tr ike  can be exercised. The display and the 
exercise of power through the deadlock and the s tr ike  action are 
regarded as essential r igh ts  without which the r ig h t  to organise 
and t^e r ig h t  to bargain are meaningless.

The decision to declare a deadlock is based on a ra tiona l 
assessment o f a spec if ic  stage reached in  negotiations in terms 
of the d e f in it io n  of the s itua tion  o f tha t party. That i s , the 
party decides tha t there is no fu r th e r  u t i l i t y  in continuing the 
re la tionship with the opponent. This decision is neither taken 
easily nor h a s t i ly .  I t  is  not taken when the negotiating team 
finds i t s e l f  in a negative emotional state, as is suggested by the 
metre. The deadlock mechanism in fa c t ,  is  necessary as i t  acts 
as a f in a l warning to the opponent tha t the point o f difference at 
issue is serious and i f  not reconcilable ca lls  fo r  a t r i a l  of 
strength. During the deadlock stage both parties have an oppor­
tu n ity  o f assessing th e ir  relevant s tr ike  costs. The cost of an 
organised e f f ic ie n t  s t r ik e  is considerable both in terms of f inanc ia l 
drain on funds, organisational c r e d ib i l i t y ,  public image, fu ture 
nature o f the re la tionsh ip  and usually a s tr ik e  b a l lo t  is  required.

The consideration of these factors again h ighlights the un rea lis t i  
assumption being made tha t co l le c t ive  bargaining is only a problem­
solving matter.

The range o f behaviour patterns which the negotiating metre 
dictates and re in forces, denies workers and th e ir  leaders th e i r  own 
de f in i t io n  of the s itua tion  - or for that matter although rather 
hypothetica l, also the management representatives. The negotiating 
metre suggests tha t to declare a deadlock is  to be in  a worse state 
than to display open h o s t i l i t y  or d is t ru s t .  The reinforcement of 
behaviour patterns achieved by the use of the negotiating metre is to 
deny that negotiators p a r t ic u la r ly  on the side of the workers, operate 
in a boundary ro le c o n f l ic t .
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1 he ro le performance emphasized is tha t o f maintaining at a l l  costs 
a re la tionship  with management. The role performance denied expression 
is acting in terms o f the respons ib il i ty  of having been elected by a 
constituency as a representative of workers, This objective is also 
re flected in  the control exercised over the report back procedure.
Thus the respons ib il i ty  o f the representatives to workers is 
played down and th e ir  lo ya lty  to management, which is confused with 
loya lty  to the company, is reinforced.

I t  is evident from the above that committee representatives are 
forced in to a collus ive re la tionship pattern with management. This 
leaves them e ither the option o f accepting th is  ro le and using i t  
to th e ir  own indiv idual advantage, or withdrawing. The la t t e r  option 
o f withdrawal can be e ithe r in the form of apathy or aiming to under­
mine that system.

During the 10 day fu l l - t im e  programme considerable emphasis is  
placed on ro le  play sessions in order to reinforce the key behaviours. 
Furthermore, at the s ta r t  of each day a revision or recall o f key 
behaviours is undertaken fo r  30 minutes. During the las t four days 
a to ta l o f 10 role plays are engaged in .

The items dealt w ith  in  the 10 ro le plays include:

- problem of q u a l i ty  o f food and inadequate canteen f a c i l i t i e s ;

- nroblem of absenteeism;

- problems aris ing from requests fo r  transfers being re jected;

- request fo r an increase in minimum rate of male general assistant 
to R90 per month;

-  problem of s ta f f  p ilfe rage;

- request fo r  weekly instead of monthly pay.

The inclusion of the wage requests and the 'mixed' nature o f some 
of the items (tha t is ,  having both d is tr ib u t iv e  as well as in tegra tive  
bargaining features) makes the problem solving approach as the sole 
mode of in te rac tion , inappropriate.
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The prob1em solving approach to indus tr ia l re la tions tra in ing  has been 
adopted by other companies, notably General Mining; was incorporated by 
the National Development and Management Foundation in i t s  negotiating 
programme, and has been given to a leading personnel management consul­
tan t who plays a key ro le in the In s t i tu te  of Personnel Management.

7.5 Assessment

Does the South African Breweries tra in ing  programme fa c i l i t a t e  the 
emergence of independent worker leaders? The conclusion from the 
above analysis is  negative. The sole emphasis on group problem 
solving denies the independent evaluation by the worker party o f 
its position. An essenti""1 dimension of the co l lec t ive  bargaining 
process is  that each part, u ild  evaluate not only the usefulness 
o f i t s  own involvement in ,ne negotiating process but also the 
u t i l i t y  o f the ou4come of the bargain in  terms of i t s  own d e f in i t io n  
o f the s ituation This d e f in i t io n  is derived pr im arily  from the 
objectives la id  down in the union constitu tion  as well as the expec­
ta t ion  o f rank and f i l e  members and the leaders.

The activation o f th is  intra-organisational sub-process is  denied 
by S.A. Brewery/Tongaat approach through:-

- the problem solving emphasis to management-worker in te rac tion ;

- the controlled report-back procedure;

- the refusal to accept deadlock as a ra tiona l mechanism in  a
s itua tion  where the divergent in te res t cannot be reconciled - 
even fo r  a specified period;

- the refusal to recognise that the c o l le c t iv i ty  o f co l lec t ive  
bargaining implies separate and independent parties;

- the abhorrence expressed by the implication of the d is t r ib u t iv e  
bargaining which must resu lt in  a win/lose s itua tion .

The Tongaat/S.A. Breweries proposals are based on the assumption
that the re la tionship between tne corporal ion and the workers is  not a
power re la t ion . Hence the denial o f  membership o f an independent 
body in  the proposals and the enforced levy on the workers to pay fo r
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the cost of the 'negotiating body1 i . e . ,  the Regional Co-ordinating 
Committee and the Regional Labour Councils.

As discussed, Clack postulates tha t an industr ia l re la tions system 
should accommodate two components, namely, the human re la tionsh ip  and 
the labour re la tionsh ip . From the above analysis o f the ideology in 
terms of which the S.A. Breweries, Huletts and Tongaat corporations 
formulated th e ir  proposals i t  is  evident tha t only the human re la t io n ­
ship was to be promoted, A deliberate policy o f preventing the ex­
pression o f the labour re la tionsh ip  was followed; i .e .  the need fo r  
workers to c ircu la te  th e i r  co l lec t ive  in terests through the trade 
union was denied.

The stated objectives o f the Tongaat/S.A. Breweries proposals 
were to e ffe c t  a system o f representation, the re su lt  o f which would 
be:

- Black representatives would help resolve labour disputes;

- Black representatives would hold themselves accountable fo r  
breaches of agreements;

- Black representatives would represent with d ig n ity  and confidence 
the workers who elected them. (Tongaat Company, 1975).

The application of the Walton and McKersie theory o f  labour nego­
t ia t io n s  to the proposals demonstrates tha t the second objective would 
not be realised. The requirement of accountability ,w ithout consti­
tu t iona l r igh ts  of membership choice o f an independent body, cannot 
be achieved as the in tra-organisational sub-process is  not in s t i t u ­
t iona lised . The demand that an ob ligation be acted upon without 
acceptance o f freedom o f expression of r igh ts  is an unacceptable 
p r inc ip le  in terms of the theory.

The objective requiring tha t the representatives perform th e ir  
ro le w ith d ign ity  and confidence, appears to have been forgotten when 
the behaviour modelling approach was adapted to tra in ing  o f committee 
representatives. The opposite o f th is  ob jective is  achieved through 
the contro lled report-back procedure, and requirement tha t they only 
see labour issues as problem solving matters and not items of d i s t r i -
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butive bargaining.

The procedure whereby the f i r s t  ob jective was to be achieved is not 
discussed in any d e ta i l . The in s t i tu t io n a l is a t io n  o f a grievance 
procedure is not dealt with and nor are spec if ic  mediation and a rb i­
tra t io n  procedures mentioned. I t  is  s ig n if ic a n t tha t the corporation 
f e l t  tha t the d isc ip l in a ry  code and a type o f procedural mechanism 
required fo r  i t s  application should only be known by management. An 
index o f the in s t i tu t io n a l is a t io n  o f the power re la t ion  between a 
company and the union is the operation of mutually acceptable procedures. 
I t  is therefore not surpris ing tha t these corporations and th e i r  spokes­
men, who do not accept tha t indus tr ia l re la tions constitu te power 
re la tions , have neglected th is  area or denied i t s  relevance.

In one of the a r t ic le s  the need fo r  a Labour Court fo r  handling 
individual grievances is recorded. But th is  appears to be perceived 
as a means of preventing the type o f disputes which emerged between 
employers and emerging Black unions on the Witwatersrand area, as 
recorded in the case studies. These were not individual grievances. 
Furthermore, Labour Courts should only deal with c o n f l ic t  o f r igh ts  
and as the case studies demonstrated the disputes centred around c o n f l ic t  
o f in te rests .

The Tongaat/S.A. Breweries proposals provide fo r  the Department of 
Labour to retain the ro le i t  had played over the past 30 years. This 
suggestion overlooked the v a l id i ty  of the conclusion reached by Horrel 
a fte r her assessment of management - Black labour d isputes,that Black 
workers did not perceive the Department and i t s  o f f ic ia ls  performing 
an enabling ro le nor was i t  regarded as being concerned about indus tr ia l 
jus t ice . The a rr iva l o f the police w ith, or soon after, the Department 
of Labour o f f ic ia ls ,  confirmed the perception that they were part o f 
the overall system of oppression. This perception was reinforced by 
the ro le , or rather through the lack of i t ,  played by the Department 
o f Labour in disputes such as the Armourplate Safety Glass s tr ike  and 
the Heineman s tr ike .

The corporations who adopted th is  paternalistic approach did move 
away from the coercive mode of employment practices. But the evidence

371 /



- 370 -

butive bargaining.

The procedure whereby the f i r s t  objective was to be achieved is  not 
discussed in any d e ta i l .  The in s t i tu t io n a l is a t io n  o f a grievance 
procedure is  not dealt with and nor are specific  mediation and a rb i­
t ra t io n  procedures mentioned. I t  is  s ig n if ica n t that the corporation 
f e l t  that the d isc ip l in a ry  code and a type o f procedural mechanism 
required fo r  i t s  application should only be known by management. An 
index of the in s t i tu t io n a l is a t io n  o f the power re la t ion  between a 
company and the union is  the operation o f mutually acceptable procedures. 
I t  is  therefore not surprising tha t these corporations and th e ir  spokes­
men, who do not accept that indus tr ia l re la tions constitu te  power 
re la t ions , have neglected th is  area or denied i t s  relevance.

In one of tne a r t ic le s  the need fo r  a Labour Court fo r  handling 
individual grievances is recorded. But th is  appears to be perceived 
as a means o f preventing the type of disputes which emerged between 
employers and emerging Black unions on the Witwatersrand area, as 
recorded in  the case studies. These were not ind ividual grievances. 
Furthermore, Labour Courts should only deal with c o n f l ic t  of r igh ts  
and as the case studies demonstrated the disputes centred around c o n f l ic t  
o f in te rests .

The Tongaat/S.A. Breweries proposals provide fo r  the Department of 
Labour to re ta in the ro le i t  had played over the past 30 years. This 
suggestion overlooked the v a l id i ty  of the conclusion reached by Horrel 
a f te r  her assessment of management - Black labour d isputes,that Black 
workers did not perceive the Department and i t s  o f f ic ia ls  performing 
an enabling ro le nor was i t  regarded as being concerned about indus tr ia l 
ju s t ice .  The a rr iva l o f the police w ith , or soon a f te r ,  the Department 
o f Labour o f f ic ia ls ,  confirmed the perception that they were part o f 
the overall system of oppression, This perception was reinforced by 
the ro le , or rather through the lack o f i t ,  played by the Department 
o f Labour in disputes such as the Armourplate Safety Glass s tr ike  and 
the Heineman s tr ike .

The corporations who adopted th is  pa te rna lis t ic  approach did move 
away from the coercive mode o f employment practices. But the evidence

371 /



- 371 -

suggests tha t concern f e l t  about the uncertainty o f moving towards a 
system of industr ia l re la tions based on consent, brought about a 
deviation towards a management contro lled system of representation.
The question is whether these proposals can be regarded as a stage 
in  bringing about freedom of association in industr ia l re la tions or 
whether serious i f  not insurmountable obstacles have been s t ru c tu ra l ly  
entrenched in the system devised.

The question requires consideration because the Tongaat/S.A. Breweries 
proposals were accepted at the corporate membership level o f the S.A. 
Federated Chamber o f Industries (F .C .I .)  and subsequently submitted to 
the Minister o f Labour as proposals fo r  amending the Bantu Labour 
Relations Regulations Act. I t  was therefore the in tention o f these 
corporations tha t these proposals become adopted as a nation-wide 
system to be imposed on the re la tionsh ip  being developed between manage­
ment and labour.

In order to discuss the consequences of th is  attempt to influence 
le g is la t io n  i t  is  pertinent to analyse what happened in another country 
which developed a system s im ila r to tne Tongaat/S.A. Breweries proposals, 
and how the parties responded to i t .  A study of the industr ia l re la ­
tions system which was introduced in Spain during the period following 
the economic l ib e ra l is a t io n  a f te r  1958 reveals certa in s im i la r i t ie s  with 
these proposals. This study has been undertaken in depth, but fo r  the 
purpose o f th is  analysis only a summary is given. (Douwes Dekker, L . , 
1978).

Subsequent to the 1936 C iv il War in Spain, any form o f democratic 
process was denied by the Franco regime. The trade unions which claimed 
a membership o f 2,2 m il l io n  in 1931 were outlawed and forced into ex ile .

A fte r World War I I  Spanish business groups became increasingly 
envious of the economic miracle in the rest of Europe. A process of 
economic l ib e ra l is a t io n  was introduced a f te r  1958 to free the economy 
from State control and make foreign investment a t t ra c t ive .  Spain had
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attained membership o f a number o f  international organisations including 
the International Labour Organisation (ILO) (1951); the United Nations 
(1955); and the International Monetary Fund (1958). However, th is  
very exposure brought with i t  increased internationa l debate about 
the suppressive p o l i t ic a l  and labour laws in Spain and her application 
to the European Economic Community in 1962 was turned down because 
of the country's lack o f democratic in s t i tu t io n s . At the same time 
the International Commission of Jurists published a study which detailed 
the extent to which the rule o f law did not operate in Spain,

By 1957 the ILO Committee on Freedom of Association had reported 
on i t s  findings regarding complaints of v io la t ion  o f freedom o f 
association in tha t country, The ILO governing board asked the Govern­
ment to honour the fo llowing pr inc ip les ;

"(1) Workers should have the r ig h t  to establish and jo in  
organisations o f th e ir  own choosing without previous au thori­
sation; (2) such organisations should have the r ig h t  to  draw 
up th e ir  own constitu tions and ru le s , to e lect th e i r  own repre­
sentatives in f u l l  freedom; to organise th e ir  administration 
and a c t iv i t ie s  and to formulate th e ir  programmes; and the 
public au thorit ies  should re fra in  from any interference which 
would re s t r ic t  th is  r ig h t  or impede the lawful exercise thereof; 
and (3) such organisations should not be l ia b le  to be dissolved 
or suspended by administrative au tho rity " , (ILO Report, 1969, 
p.244),

This was a severe indictment against the Spanish system o f ve r t ica l 
representation which operated through the syndical organisations. How 
did i t  operate and what s im i la r i t ie s  to the Tongaat/S.A. Breweries 
proposals may be drawn?

As an a lte rnative to the denial o f free trade unions, h ierarch ica l 
and un itary organisations called syndicates were imposed on the Spanish 
workers and employers. A syndical organisation was formed fo r  each
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manufacturing sector as well as other areas o f specif ic  economic 
a c t iv i ty .  The syndics! organisation consisted of a representative 
component and a con tro ll ing  component. A ll Spaniards in the relevant 
production or economic sectors, in other words workers and employers, 
formed the representative part o f the organisation, so tha t any difference 
between employers were denied and an a r t i f i c ia l  un ity  between them 
was assumed. Membership> and hence membership fees were compulsory 
and the whole system operated under the au thority  of the State. The 
place o f work constituted the basis o f  th is  system and through ind irec t 
election procedures, representatives of workers and employers were 
elected fo r  loca l, provincia l and national bodies. This system of 
representation interlocked in to  the command component of appointed 
o f f ic ia ls  who also operated on na tiona l, provincia l and local leve ls ,
and as adm inistra tors, contro lled the structures of the syndical
organisations and hence the processes o f in te raction  i t  could accommodate.
The duty o f these appointed o f f ic ia ls  at each level was to ensure that
the social d isc ip l in e  of the producers conformed to 'the p r inc ip le  
o f un ity  and co-operation1.

By I960, 28 national syndicates, 1400 provincial syndicates and 
15 000 local syndicates, o f which 4 000 were industr ia l and service 
syndicates, were in operation. These bodies represented the command 
l in e  from the top through which complete control was exercised over 
the workers and un ity  was enforced between employers and workers.
These figures give sortie idea o f  the tremendous bureaucratic structure which 
was erected to control industr ia l re la tions. Amsden observes tha t the 
combination o f in d ire c t  e lection (i.e. the system of making those elected 
at one level the electors fo r  successive le ve ls ) ,  and appointed o f f ic ia ls ,  
constituted an insidious form o f co n tro l.

"A moment's re f le c t io n  w i l l  indicate the advantages tha t such a 
method o ffe rs  those in control of the organisation; especially where 
the p o s s ib i l i ty  o f fraud and in tim idation are not ruled o u t . "
(Amsden, J . ,  1973, p. 73).
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Through the system of automatic membership 98% of the 9,5 m i l l io n  
workers were covered by syndics! organisations in 1963. Besides the 
enforced subscription fo r  the syndics! organisation fu rthe r deductions 
were made fo r  social security and unemployment funds.

In response to the internationa l c r i t ic is m , innovations were in t r o ­
duced to th is  monolithic structure o f control but the basic pr inc ip les 
o f freedom of association were s t i l l  denied.

The fo llow ing main changes were made:

- Although provision fo r  plant based consultative committees had 
been previously made they only became operative from the la te  
1950's onwards. An examination o f the le g a l ly  defined functions 
o f the committee reveals tha t the emphasis was on 'making proposals' 
or 'hearing reports ' as well as giving them respon s ib i l i ty  fo r  
administration of the social programmes. Furthermore, the discre­
tionary powers given to the Chairman o f the Committee, who was the 
employer representative, allowed him to manipulate the agenda o f 
meetings to avoid discussion of certa in to p ics . In 1958, th is  
committee was allowed to negotiate so-called wage agreements.

- In 1963, the Head of the Syndics! Organisation indicated tha t elec­
t ion  fo r  local and provincial bodies would be ' f a i r  and open1.
The fac t tha t th is  guarantee,because o f increasing protests, had 
to be given is ind ica tive  o f the nature of previous elections.
Yet a f te r  th is  e lec tion , 1 800 of those elected were deprived of 
th e i r  posts, obviously to suppress the emerging independence amongst 
worker leaders.

- In 1961, in order to ensure co-operation between the elected 
representatives and the appointed o f f ic ia ls  i t  was approved by 
the au thorit ies tha t a Syndical Congress be held every three 
years. The purpose of th is  innovation in the ' l ib e ra l is a t io n '  
process was to enable the elected representatives to meet in open 
debate, to pa rtic ipa te  in decisions re la t ing  to social and economic 
problems; to adopt proposals regarding the investment o f syndical
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funds; to receive reports on the progress made in implementing 
decisions; and to adopt proposals concerning future policy.
But the Congress s t i l l  brought employer and worker representa­
tives  together as i f  they belonged to one body with identica l 
in te re s ts . I t  was therefore proposed tha t a separate Council 
o f Workers and a Council o f Employers be established. But th is  
acknowledgement of differences between management and labour was 
not carried through to any log ica l extent; i .e .  workers were 
s t i l l  forbidden to form an association o f th e ir  own choosing.
As i t  was, the separate councils could only act in an advisory 
capacity, and had to operate w ith in  the to ta l control system.

The 1958 law on Collective Bargaining l is te d  17 issues which would 
become matters fo r  negotiation. These agreements could e ith e r 
be negotiated on a regional basis fo r  a sector or w ith in a company. 
Final approval of the agreement which had to comply with certa in 
restrictions regarding th e ir  e ffe c t on prices, rested with the 
M in istry o f Labour.

In 1964 an In s t i tu te  o f Union Studies was established which had as 
i t s  function, besides research, the tra in ing  of the syndicate 
leaders and the supervision o f the form of the teaching on trade 
union matters. The underlying philosophy was to t ra in  new 
leaders in 1 pa rt icpa tion1 trade unionism and not the old s ty le  
'opposition1 trade unionism. The argument given was that the 
old leader was *a kind o f social ups ta rt1 who became an expert 
in passionate harangues, subversive action and v io len t s tr ike s , 
and re lied  on in s t in c t  to achieve urgent action because ' ju s t
wages were urgent, the covering of labour r isk  was urgent, and
an eight hour day was urgent1. What objectives the new
leader should set were not stated apart from an awareness tha t 
during the courses the difference between a worker and other
members of society was functional and not essen tia l. In 1968
tra in ing  was given to 142 871 worker members of syndical organi­
sations (Sindicalismo en Espana, 1968, No. 7).

Until 1962 s tr ik in g  was i l le g a l  and carried criminal sanctions.
In 1962 a hesitant step towards the r ig h t  to s tr ik e  was taken in
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tha t at least the existence o f management-labour disputes of 
a co l le c t ive  nature were recognised and machinery whereby they 
could be sett led by a rb it ra t io n  was established by the State.
But the law s t i l l  did not recognise the r ig h t  to s t r ik e  and 
the employer could discharge s tr ike rs  i f  the a rb itra t io n  
machinery was not used.

What was the response o f the Spanish worker to these inno­
vations and changes, some o f which, re la t ive  to the immediate 
post-war period appeared at f i r s t  to be meaningful?

The Franco regime forced the trade union movement to go underground 
and operate i t s  head o f f ic e  in  ex ile  where i t  gained diplomatic 
c re d ib i l i t y  and acceptance by other countries as well as the 
in ternational trade secretariats and the ICFTU. This; meant 
that the countries o f the free world denied the claim by 
Spain that syndical organisations were equivalent to  worker 
organisation. Their representatives had to operate through 
Spanish embassies.

The clandestine or underground oganisations became more active 
a f te r  the period of 1 economic l ib e r a l is a t io n ' .  The Communist 
party as well as lay Catholic worker organisations made i t  
th e i r  objective to destroy the syndicates. Resistance organi­
sations called Workers' Commissions emerged a f te r  the innovations 
were introduced as a re su lt  of the opportunity offered by the 
so-called negotiating functions o f the consultative committees.
A strategy was adopted by these d if fe re n t kinds o f bodies to 
f ig h t  the syndical organisation from w ith in  by obtaining positions 
on works councils.

Research conducted in 1967 revealed that more than h a lf  the 
elected members on consultative committees found the structure 
of the body inadequate both in  theory and in  practice. Of 
s ignif icance was the assessment by 84% o f the council members that
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they were placed at a disadvantage in  negotiations owing to 
pressure from the employers' side as well as th e i r  lack o f 
tra in ing  and the partisan a t t itu d e  o f  the State appointed 
o f f ic ia ls  on the syndical organisations. Both employer and 
worker representatives agreed that inequa lity  existed in  the 
bargaining s itua tion  but d if fe red  in th e ir  in te rp re ta t ion  o f 
i t .  Employers saw i t  p r im arily  as a lack o f tra in ing  in 
industr ia l re la tions s k i l l s ,  whereas 11% o f council members 
considered tha t the main reason fo r being at a disadvantage 
v is -a -v is  the employers, was due to the lack o f support and 
advice from a trade union. The survey established tha t the 
reform measures o f tne ' l ib e ra l is a t io n '  period had not in s t i t u ­
tiona lised the re lationship between management and workers.
To the spec if ic  question: " Is  opposition to management greater?"
70% of the council members and 30% o f the employers affirmed that 
i t  was. As the author of the study stated: "the a tt itude  of
these workers showed an unmistakable tendency toward increasing 
the distance separating them from the undertaking toward greater 
opposition to management and increased h o s t i l i t y " .  (Barcellona 
Institute, 1976, p.282).

-  The function o f bargaining imposed on the consultative committee 
did not imply tha t the sub-processes o f co l lec t ive  bargaining could 
be accommodated by tha t s tructure . The workers were not members 
o f the committees whose function i t  was supposed to negotiate 
on th e ir  behalf. However, the so-called co llec t ive  bargaining 
mechanism did raise expectations and workers soon realised 
that they could influence the f in a l wage rates through various 
demonstration actions. The actions i n i t i a l l y  emphasized 'go-s lows', 
other incidents to create tensions between management and workers, 
and ' s i t - i n s ' , e tc . ,  but increasingly pa rt ia l and to ta l work 
stoppages occurred. "The number o f working hours los t through 
s tr ike  action became closely linked to the re-negotiations 
every other autumn, o f the m ajority  o f co l lec t ive  agreements.
In the period, autumn 1971 to spring 1972 when co llec t ive  agree­
ments came up fo r  renewal, 19 m i l l io n  working hours were lo s t .
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These s tr ike  actions became the mechanism whereby co llec t ive  
bargaining was brought to a close". (Douwes Dekker, L . ,  1978, 
p. 34).

- The increased incidence of s tr ikes as well as the findings of 
the Barcelona In s t i tu te ,  demonstrated tha t c o n f l ic t  was not 
in s t i tu t io n a l is e d  through the syndical organisation. Amsden 
id e n t if ied  the emergence o f two strategies in  his analysis of 
the approaches adopted by the Spanish workers to the plant-based 
works council structures and the negotiating f a c i l i t y  provided 
by the 1958 le g is la t io n .  These two approaches, indus tr ia l 
egotism and workers' power are polar types along the same 
continuum with variations in between.

Industr ia l egotism refers to a s itua tion  in which the workers, 
or a group o f workers in the plant act without regard fo r  the con­
sequences o f th e ir  action in the factory fo r  other workers. 
"Workers' power would obtain in the opposite case wherein these 
actions o f worker organisation at the factory level are directed 
towards gains fo r  the whole working c lass". (Amsden, J . , 1973, 
p. 115). Workers in spec if ic  jobs who adopt indus tr ia l egotism 
can use th e ir  potential influence in the work place structure 
to make gains fo r  themselves only. This l im ited scope and iso la ­
t ion  sooner or la te r  leads to those involved being contro lled 
by the employer - i t  leads to the in d iv id u a l is t  sentiment of 
each for his own sake. In certa in s itua tions , in pa rt icu la r in 
America, a specific  group in a factory use th is  approach, i . e . .  
those workers who can command stra teg ic  s k i l ls  because they are 
indispensable (such as mechanics, those employed in the repair 
shop), or can use grievance procedures to improve th e ir  position 
in re la tion to other workers. In a spec if ic  case study inves­
tigated by Amsden, the maintenance shop workers as well as the 
quarrymen, used th e ir  position to extract concessions from the 
company fo r  their own group on ly . Amsdens' description of 
industr ia l egotism is supported by the findings of Mulder regarding
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the testing of the power distance reduction theory. Mulder 
demonstrated that the establishment of plant-based committees 
did not reduce the power distance between management and workers.
In fa c t ,  the committee representatives id e n t i f ie d  with management. 
Whether de libera te ly  or not, the plant-based committees were 
insulated from the labour force and no structures were provided 
to ensure contact between representatives and the work fo rc e .
(L. Douwes Dekker, 1978).

What are the s im i la r i t ie s  between the Tongaat/S.A. Breweries proposals, 
and subsequent elaboration in pa rt icu la r by the South African Breweries - 
and the Spanish system as i t  developed pr im arily  during the 1960 decade?

The fundamental s im i la r i t ie s  between the two systems is the 
suppression o f freedome of association and the r igh t to co llec t ive  
bargaining. The corporations in South Africa cannot be directly 
blamed fo r  the void in which Black trade unions have to operate and 
the denial of the r ig h t to organise,to bargain or s t r ik e .  But the 
proposal made by S.A. Breweries and Tongaat fo r  amending leg is la t ion  were 
drawn up with the assumption tha t suppression of workers' r igh ts  would 
continue to ex is t and that in fac t i t  should re inforce by the State. 
Furthermore, S.A. Breweries de libera te ly  withdrew from the debate 
in South A frica regarding the necessity fo r  freedom of association 
for Black workers to become a basic value of South African society.
This became apparent from i t s  sudden decision to no longer hold 
discussions with Black trade unions, and i t s  refusal to fo llow  up 
the i n i t i a l  pa rt ic ipa tion  by one of i t s  consultants regarding the 
establishment o f a jo in t  1abour-management indus tr ia l re lations 
in s t i tu te .  This in s t i tu te  would, and when inaugurated did, accept 
Black union leadersh p on i t s  Board o f Trustees,

A further s im i la r i ty  is  the development o f a ve rt ica l representative 
structure based on the plant-based committee. The term vert ica l is 
used to describe the structure b u i l t  up from the committees at the 
place o f work, This approach denies or t r ie s  to prevent a horizontal 
base from being established in a sector. The la t te r  emerges when
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workers from a number of factories in  the same sector change th e ir  
status to include th a t o f a union member; i . e . ,  the rank and f i l e  
members representing the horizontal power axis of a sector which 
expresses i t s e l f  through the union structure and which must be 
involved in the co llec t ive  bargaining process required by that 
union's cons titu t ion .

The plant-based structure , p a r t ic u la r ly  where freedom of association 
is  denied or i t s  expression not fa c i l i ta te d ,  becomes an organ of manage­
ment locked in to  the hierarchical command structure.

A co l le c t ive  bargaining function is 'g ra fted ' on such committees.
I t  cannot accommodate the process of co l lec t ive  bargaining but simply 
provides the semblance of workers having acquired that r ig h t .

Other s im i la r i t ie s  are l is te d  below by reference to the relevant 
provisions or approaches in and of the S.A. Breweries and Tongaat 
Group proposals:~

- The forced levy to pay fo r  the devised superstructure, namely 
the regional co-ordinating committees ( indus tr ia l committees 
in  the subsequently amended Bantu Labour Relations Regulation 
Act), which are perceived as equivalent to a trade union, and 
the Regional Labour Council which is perceived as functioning 
as the industr ia l councils.

- The stress on employers and workers being united, i . e .  " is  
there not merit in keeping our co l le c t ive  bargaining w ith in
the family" and what is  important is  "our mutual objective which 
should be a th r iv ing  and prosperous industry through which 
benefits would flow to shareholders and workers a l ik e " . How 
th is  ' f lo w ' is to be achieved or decided upon was no, discussed. 
(Vogel, T., 1976? pp. 5 and 7).

- The denial o f freedom o f association and of the r ig h t  to organise; 
i . e .  the in e v i ta b i l i t y  of c o n f l ic t  of in terests  is  denied and 
hence i t  is  assumed the d is t r ib u t iv e  bargaining sub-process can
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be ignored, "The degree of confrontation between the employer 
and his employee w i l l  be diminished in the 'group nature1 of 
council proceedings".

- The emphasis on contro lled - e ithe r by the State or employers - 
indus tr ia l re la tions tra in ing  to ensure committee representatives 
display certain defined key behaviours which are acceptable to 
the corporation concerned.

- The denial of the r ig h t  to s t r ik e ,  although accepting 'c o l le c t iv e ' 
disputes but requiring compulsory a rb it ra t io n .  "Where a d is ­
pute is declared the Board would be empowered to appoint one o f 
i t s  members to act as a mediator between the p a r t ie s " ,  and in
the event o f unsuccessful mediation, the M in ister w i l l  in s t i tu te  
compulsory a rb itra t io n  leading to a leg a lly  binding order.
(Vogel, T . ,  19761? p .15).

- The con tro ll ing  ro le  played by the State through the Department 
of Labour. As shown above the Central Labour Bantu Board would 
be involved in a rb itra t io n  and also the reg is tra t ion  o f the 
Regional Labour Councils. Furthermore, the Chairman and Vice- 
Chairman o f the Executive Committee o f that Council, "would 
have to be acceptable to the M inister of Labour". (Vogel, T ., 
1976lVp„ 14).

- The stress on plant-based 'house-agreements', i . e . ,  emphasis on 
decentralised co lle c t ive  bargaining. The contradiction implied 
in a l ia ison  committee consisting of employer and employee 
representatives concluding such a 'house-agreement' which would 
become leg a lly  binding, is  not considered. How can employers 
o f a company conclude an agreement with that company?

The s im i la r i t ie s  between the South African Breweries and the Tongaat 
Group approach and the Spanish s itua tion  before freedom of association
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in terms o f the I.L.O, Convention was ra t i f ie d  in 1977, are spec if ic  
enough to describe those proposals as t a c i t l y  implying the estab lish­
ment of a ve rt ica l system o f representation.

The implication of reliance on State security to prevent the 
emergence o f other worker bodies is not spelled out by the proposals. 
However, the provision tha t the Regional Councils w i l l  investigate 
alleged instances of v ic t im isa tion  implies tha t workers operating 
outside tha t system, who claimed v ic t im isa t io n , could not be assisted, 
Thus the operation and activities of the State security system as a 
means to prevent other bodies from emerging, was to lerated.

The proposals fo r  le g is la t iv e  amendment stressed repeatedly 
che special or unique aspects of the envisaged system of"Black labour 
re la t ion s".  This concern probably re flected the awareness tha t the 
proposals were manipulative.

I t  is  appropriate to conclude this analysis by quoting the 
statement by the Black industr ia l re la tions o f f ic e r ,  which was not 
answered by the managers, regarding the 'paternalism and arrogance1 
o f excluding Biacks from trade union r igh ts . He stated, " I f  the 
African is given the instruments o f self-government in  his Homeland, 
is  not tha t an admission tha t he has come now to a stage where he 
can handle the a f fa irs  of State, and i f  so, why deny him the i n s t i ­
tu t ion  ( i . e .  trade union) which is the very essence of s e l f -  
government in  indus tr ia l l i fe " ?  (Vogel, T . , 1976^'p .5).
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SECTION D

CHAPTER 8

PROFILES OF TWO CONSTRUCTED TYPES 
DEPICTING RESPONSES TO UNIONISM BY COMPANIES

The foregoing data and analysis revealed that the Black trade 
unions which emerged in the 1970 decade faced considerable i f  not 
insurmountable obstacles in the ir  attempts to become organisation­
al ly e ffec t ive . In fact i t  was postulated in terms of the 
h is to r ica l analysis made that the labour re lations component of the 
industria l re la tions system would remain la ten t. The coro lla ry  
being that increased attention would be paid to the human relations 
component. The case study material describing the experience of 
Black unions in trying to gain recognition supports th is  assessment. 
The research findings based on interviews with representatives from 
leading companies, however, suggested that the p o s s ib i l i ty  existed 
fo r Black trade unions to enter the second stage of organisational 
development through a form of recognition by free-enterprise 
companies.

ihree categories of companies were iden tif ied  in terms of the ir 
response to the growing support by Black workers for trade unionism 
and resulting formulation of an industria l re lations po licy by 
companies. The one category covered those companies who had as yet 
not formulated a de f in i te  policy. Hence consideration need only be 
given on the implications of the pa te rna lis t ic  and the free- 
enterprise categories.

8.1 The Constructive Type in Sociological Analysis 
I t  is the purpose o f th is  last chapter to construct from the salient 
findings derived from research data two types of companies by 
abstracting certain de f in ite  a ttr ibutes which distinguish them from 
each other. These types w i l l  be useful as a heuris tic  device to 
determine p robab il i t ies  regarding future union-management re la tions. 

In addition to the use of the data, case study material describing
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a specific attempt of a free-enterprise company and independent 
union to conclude a recognition agreement, w i l l  be referred to.
Some of the assumptions underlying general systematic theory w i l l  
also be brought into the formulation of th is  typology.

In his exposition of the ro le of the constructive typology in 
sociological analysis McKinney points out that the constructed type 
is an abstraction taken fo r the purpose of eliminating the deta ils  
of research by achieving a structured order out of observations, 
the constructed type makes i t  possible for statements to be made and 
ve r if ica t io n  exercises to be carried out. The constructed type is 
not found in re a l i ty  as i t  accentuates to a logic extreme some 
attr ibu tes or group of attributes- that are relevant to a system of 
analysis. The id e n t i f ica t io n  of these attr ibutes w i l l  enable 
p ro fi les  to be drawn up of the two polar types of the continuum in 
terms of which companies have responded to either the demand for 
union recognition or to the presence of a union in the place of 
work. The success of th is  attempt to construct ideal type p ro f i les  
depends on the ir  use in measuring or comparing concrete occurrences. 
That is, the one-sided emphasis placed in the description of the two 
types means that the degree and extent of deviations of actual 
occurrences can be described i f  not measured. In th is  instance the 
two types of responses by companies, being the polar extremes of the 
continuum, w i l l  serve as a point of reference in the analysis of
social re a l i ty .  (McKinney, J . , 1950).

8.2 An Overview of the Findings 
Before the attr ibutes with which the pro fi les  w i l l  be drawn up are 
described, i t  is pertinent to present an overview of relevant 
aspects of the findings.

Two ra c ia l ly  discrim inatory systems of control have operated in 
South A fr ica  over the past hundred years. Through the job colour
bar the White workers have been assured a privileged position
because the Blacks were denied union r igh ts . Through the exp lo it­
ation colour bar the Black worker was prevented from se lling his 
labour free ly  and acquiring s k i l ls  to advance himself.
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But although the Black worker was kept apart from the values of 
the socio-economic system, he was increasingly required as a sk il led  
worker to be part of the production process. The dua lity  of the 
economic system in terms of rac ia l and corresponding regional 
development could not be maintained. In the 1960 decade in 
part icu la r the Black worker was increasingly drawn into the economic 
system w ithou t, however, the commensurate reward and sta tus. Not 
only did th is  mean that the separate development ideology could not 
be achieved but that the denial of industria l jus t ice  would lead to 
a legitimacy c r is is  as i t  became apparent to the Black workers as a 
c o l le c t iv i ty ,  that they were re la t iv e ly  deprived in re la tion  to 
White workers who could exercise rights and gain improvements in the 
qua lity  of th e ir  l ives. The expression of th is  discontent in the 
1973 demonstration strikes was in a fundamental way easier than to 
build viable trade unions on the momentum generated, However in the 
broader societal dimension Black consciousness became the 
ideological dynamic to break through the state of apathy workers had 
been forced into in the past because of repressive leg is la t ion .
This determination by Black leaders to earn a place in the 
organisational network which had excluded them all these years was 
assisted in the work s ituation through the operation of workers' 
educational organisations. A further factor in favour of possible 
success for the emerging Black unions was the breakdown of aspects 
of the job colour bar, in pa rticu la r job reservation.

One of the pecu lia r it ies  of the industria l re lations system, 
such as i t  existed, was that the White trade unions haa achieved and 
maintained the ir privileged position through control over market 
re lations oy barring Blacks from entry into specific semi-skilled 
and sk il led  job categories. The White trade unions had however 
neglected managerial re lations in the place of work between 
management and workers. This was the re lationship Black workers 
through organising campaigns and recognition agreements were aiming 
to influence.

As the analysis showeds the management of companies were not
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prepared fo r such an inroad into the ir  perceived prerogative to 
uni la te ra l ly  decide on wages, working conditions and other 
employment practices. I t  was therefore to be expected that managers 
would res is t the union penetration into the p la c  of work and resort 
to unfair labour practices to eject a perceived in te rfe r ing  th ird  
party. The increased relevance of the personnel management function 
developed during the 1960 decade would support the be lie f that the 
employer knew best and ju s t i f y  taking coercive and repressive 
measures. The case studies describing the experience of f ive  trade 
unionss i l lu s t ra te  the nature o  ̂ th is  negative response by companies 
to a union presence amongst " th e ir "  workers. The interviews with 
the managers from those companies which were attempting to define 
the new industr ia l re la tions function did, however, reveal that 
certain free-enterprise companies were prepared to enter into a 
recognition agreement with independent unions. That approach was in 
contrast to the pa te rna lis t ic  company which resisted such a demand.

However i t  became clear that the obstacle Black unions faced 
was rot only that of managerial po lic ies and attitudes in defending 
change but the wider societal dimension re f lec t ing  the Government's 
refusal to agree thac Black workers should be allowed to exercise 
worker r ights in the so-called White areas. I t  is for th is reason 
that the following case study is included in th is  chapter.

8.3 The Problem in Defining a Mutually Acceptable Recognition 
Procedure

This case study deals with the d i f f i c u l t ie s  experienced by a company 
and a Black trade union m working out an acceptable procedure to 
f a c i l i t a te  the recognition process and the interference experienced 
from the Department of Labour. The company was not included in the 
survey but is a subsidiary of a free-enterprise corporation.

During 1975, the union embarked on an organising campaign 
amongst the workers employed by the company and worker leaders
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attended seminars. A membership core was established towards the 
end of that year. An estimated 85 per cent of the workers were 
accommodated in a hostel. The shop stewards experienced a cautious 
interest amongst the workers because of fear of intim idation. 
Details of the industr ia l re lations d irec t ive  issued by the company 
to its  management became available. I t  is pertinent to quote from 
the po licy document. Under the heading "Princip les" the following 
items are l is ted :

"The company's a tt itude to industr ia l re lations is governed by 
the following pr inc ip les :

The management must have the exclusive respons ib il i ty  to 
manage the business, decide on the number of employees 
required and d irect the labour force.

Keeping the company p ro f itab le  and productiv ity  high requires 
the commitment of both managers and employees.

Successful industr ia l re lations depend on effective practices 
which enable employer and employee to discuss and negotiate 
mutually acceptable service and working conditions.

Misunderstandings and differences w i l l  occur between manage­
ment and employees. I t  is important to recognise them 
quickly and resolve them by negotiation; th is  is best done by 
an e ffec tive  grievance procedure.

Trade unions which are rommitted to the aforementioned 
princ ip les can contribute to the success of the company by 
helping to maintain industria l peace, a motivated labour 
force and high productiv ity . Where these sound industr ia l 
re la tions princip les are e f fe c t ive ly  practiced, s tr ik e s , 
lockouts and un rea lis t ic  demands are not to the advantage of 
employers or employees". ( ? )

In the section on objectives, the need for worker represent­
atives was stressed and the purpose of agreements set out. The 
agreement would contain a section on the trade union, presumably in 
terms of f a c i l i t ie s  and function.

However, a lack of c la r i t y  was evident as to who constitutes 
the worker "party". The following paragraph re flects  th is  
confusion:
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"The negotiation of agreements may be taken in phases 
depending on the level of development reached by the 
committee concerned".

Who constitutes the "committee" is not clear. In other clauses 
of the d irec t ive  the term "employee representative" or "parties" is 
used.

Under the heading "Implementation Regulations" the following 
procedures and committee structures are included: "works 
committee"; "negotiating committee" (without clear indication how 
the concept "co llec t ive  agreement" is understood or how the union 
mentioned in the princip les would fea tu re ); and three sub­
committees responsible fo r productiv ity , safety and health, and 
expense and material contro l.

In order to gain c la r i ty  and because the workers mistrusted the 
document, a number of meetings between the union and the personnel 
manager at the head o ff ice  were held towards the end of 1975 when 
substantial membership was reached. Agreement was reached in 
pr inc ip le  on the company's willingness to recognise an unregistered 
independent union and the discussions were continued with the 
management of the factory.

In February 1976 the union issued a c ircu la r to the workers 
advising them that "the company had agreed that they w i l l  be happy 
to  receive the secretary of the union to discuss the problem of the 
members". Furthermore, the names of the two shop stewards were 
given, urging workers to jo in .  The heading to the c ircu la r was: 
"COMPANY RECONGISES UNION". This prominent emphasis caused 
i r r i t a t io n  on the part of the management and brought about negative 
reaction f r ^  the Department o f Labour.

In June the union issueo a follow-up c ircu la r ,  pointing out 
that the union had f a c i l i t i e s  but was not recognised. As more 
workers, 60 in to ta l had joined, a th ird  shop steward was elected. 
Management asked that the names of union members be supplied.
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explained to management that the fear of v ic tim isation  of union 
members by lower level management s t i l l  prevailed. Management 
expressed concern that copies of the c ircu la r had been found in the 
possession of workers employed by another company in that sector. 
During August management re iterated the request that the names of 
members be supplied. With the consent of the union members employed 
by that company, the union Executive Committee forwarded the l i s t .

Unfortunately, the personnel department allowed departmental 
heads access to th is  l i s t .  In certain departments, White section 
leaders made threatening and deprecating comments to those workers 
who had become union members. As a result of th is attack the hostel 
dwellers stopped payment of subscriptions. The Personnel Manager 
admitted a mistake had been made and undertook to prevent th is  
leakage occurring again when confronted by the Secretary about this 
lack of good fa ith  on the part of management. But the union was 
unable to maintain the thrust of i ts  organising campaign. Workers 
withdrew from union a c t iv i t ie s  and turn-out at seminars dropped.
The typ ica l,  and rational a tt itude of "wait and see" was adopted by 
the workers.

The union also suspected security po licy interference i f  not 
threats. The Department of Labour somehow obtained a copy of the 
c ircu la r .• nd a telephone call was made to the Personnel Manager 
threatening the companies' contracts with Government departments 
because of i ts  decision to deal with the unregistered union. The 
company refused to be intimidated and requested that the matter be 
put in w rit ing . The following le t te r  was received by the company:

"The Secretary
"Y" 15-6-1976

"Sir

BANTU LABOUR RELATIONS REGULATIONS ACT 1953 
COMMUNICATION WITH YOUR BANTU WORKERS

Following discussions an Assistant Bantu Labour O fficer of 
th is  o ff ice  had with your Personnel O fficer, Mr. "Z" on 
12 May 1976 when t transpired that your company was



390

prepared to l ia ise  with "X" union provided that i t  was 
representative of your Bantu workers, I have to inform you 
th a t : -

(a) the Department would appreciate i t  i f  you would u t i l i z e  
the machinery provided by the Act as means of communication 
and negotiation with your Bantu workers, and

(b) should you have discussions with the Trade Union 
concerned, you w i l l  in fact be dealing with a body which is 
not recognised, which action might adversely affect the 
machinery of the Act and lead to labour unrest.

Yours fa i th fu l ly ,  
signed 

Divisional Inspector".

This le t te r  re flec ts  the sim ilar but more emotional contention 
which th is  Division of the Department conveyed when i t  replied to a 
company which had asked for guidance on committee constitu tion . On 
that occasion the Department said that Black trade unions "were 
repugnant to Government po licy". The statement in the concluding 
paragraph of the D e p a r tm e n t le t te r  is in fact more alarming than 
the previous emotional reaction. There is no evidence that i f  a 
company deals with a Black or unregistered union, th is could "lead 
to  labour unrest11. I t  supports the be lie f of thos° involved in 
attempting to get Black unions established and recognised, that the 
authorities only view them as a source of c iv i l  unrest.

The company, in reply to the local Divisional Inspector of 
Labour, said that V. W  complied with the request as set out in 
item (a) of the 1 e l f  d r , I t  w.s furLher pointed out that the union 
mentioned had only been provided with f a c i l i t ie s  to contact the 
company on behalf of paid-up members, "once the management and legal 
system ( i .e .  committee) had fa iled  to resolve the problem". I t  
reinforced the point by quoting from the le t te r  i t  had sent to the 
union at the time, namely;

11 I f  your paid-up members should have problems which th_y feel 
cannot be resolved through the normal structure, the 
personnel o f f ic ia ls  or the works committee, then we are 
happy to receive a member of your union to discuss the 
m atter".
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These incidents brought the attempts between the union and the 
company to develop a recognition agreement to a ha lt. As the 
company indicated to the union in a le t te r  sent during March, 1977: 
"At present we appear to be experiencing a communications 
breakdown". This conclusion was reached because an arranged v is i t  
had not been kept by the union secretary and furthermore the l i s t  of 
paid-up members had not been forwarded. The banning of DTP 
personnel in November 1976 and d i f f i c u l t ie s  experienced in 
maintaining a cohesive Executive Committee may further explain the 
union's withdrawal. At a meeting held in May 1977 between the union 
secretary and the company the following matters were discussed:

the union requested that in future one of the shop stewards 
should be present at such meetings;

the question of "making names of union members known to 
management" would be re-discussed by the union;

that i t  be s u f f ic ie n t , i f  a worker asked for union assistance 
in processing of grievances, that he produce his or her 
membership cards;
the union would - again - forward a copy of the constitu tion .

No decisions were taken as the management representative said that 
the matters had to be discussed with the Board of D irectors. This
was in fact the f in a l meeting.

The case study is relevant as i t  i l lu s tra te s  the necessary and
su ff ic ie n t conditions which must prevail before a recognition
agreement has a chance of being concluded. The major su ff ic ie n t 
conditions are:

the existence of an industria l re lations approach, preferably
supported by a po licy statement, by a company which 
acknowledges the r igh t of workers to form a trade union;

a trade union which is organisationally e ffec tive , also in 
terms o f : -  a secretary who keeps to arrangements made with 
management; an Executive Committee which can decide on issues; 
workers who are prepared to free themselves from the fears of 
v ic tim isation and give considerable majority support for the 
union;
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experience on the part of both management and union leaders in 
the stages of union recognition and willingness to hear the 
other side.

A necessary condition fo r the South African situation is 
support from the wider society and spe c if ica l ly  from the Department 
of Labour fo r the idea that Black unions are legitimate organ­
isations. As one industr ia l re lations manager sa id : "We are not in 
the business of overthrowing the apartheid system". Hence, w ritten 
industr ia l re la tions po lic ies contain a clause that the practices 
should "conform s t r i c t l y  with applicable law and Government 
regulations". On the one level th is  necessary condition seems a 
logical requirement; however, the implications of i ts  fundamental 
persuasive influence have not been taken s u f f ic ie n t ly  into account 
in the analysis of the obstacles facing recognition of Black 
unions.

8.4 A ttr ibu tes of the Typology 
The typology is constructed with the use of variables or a ttr ibu tes . 
The attr ibu tes w i l l  be b r ie f ly  discussed in these paragraphs before 
the p ro f i les  of the open or free-enterprise type and closed or 
pa te rn a lis t ic  type as described in a comparative ta b le . As w i l l  
become apparent the a ttr ibu tes re late to each other and the one 
follows from the other as implied in the conceptual framework 
analysed in chapter 1.

A ttitude towards industr ia l c o n f l ic t .  This a ttr ibu te  is basic 
to the process of in s t i tu t io n a l is a t io n  of industria l 
c o n f l ic t .

Rights of workers. This a ttr ibu te  deals with acceptance of 
the p r inc ip le  + '" i f  hierarchical authority system of the 
work place is maintained, then workers should be able to
exercise r igh t '

Process of reconc ilia t ion  of industria l c o n f l ic t . This 
a ttr ibu te  is self-explanatory.

Instrument. This a ttr ibu te  deals with the instrument through 
which co n f l ic t  is to be tackled, the type of work-piace 
structure based on d e f in it ion  of jo in t  consultation
established and the approach to co n f l ic t  of in terests.
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Industr ia l re lations component. This a ttr ibu te  relates to 
the level through which interaction occurs.

Education of worker representatives. This a ttr ibu te  deals 
with the att itude towards education and tra in ing of worker 
representatives.

System theory. This a t t r ibu te  has not been discussed. I t  
deals with two concepts iden tif ied  by Berrien in his general 
systems approach to organisations. The organisation as a 
system has boundaries through which, re la t iv e ly ,  inputs and 
outputs are controlled. Two major inputs are maintenance and 
signal inputs. The maintenance input is necessary to keep 
the system functioning or alive and i ts  impact is to bring 
about increased social in teraction between the components of 
the system. The signal inputs are those to which the system 
responds and leads to exploration and contact with other 
systems and thereby enhances the achievements of that system. 
(Berrien, K ., 1974).

Resistance to change. This a ttr ibu te  emphasises that the 
demand for change must be defended, but the manner in which 
the role of defender is exercised is crucial and depends on 
the concept of power, i .e .  is power seen as a fixed sum or is 
i t  perceived as expandable?

Measurement of success of policy. This a ttr ibu te  deals with 
the c r i te r ia  developed to determine the adequacy or success 
of the policy adopted.
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The following comments are to be borne in mind in regard to the 
above descriptions of the a ttr ibutes of these two types:

Underlying the two ideal type responses to trade unionism is 
the concept of property r igh ts  of the company. Property 
r igh ts  range from physical access to the premises to parity  
influence by worker representatives on po licy decisions. This 
is why the pa te rna lis t ic  company is determined not to grant 
even physical access to a " th ird  party” . There is as yet no 
indication amongst the free enterprise type that as the 
re la tionship develops between the company and the union th is  
w i l l  lead to an influence by workers through the ir  
representatives on po licy decisions of the Board of Directors. 
However the nascent development of the re-emerged Black unions 
of the 1970 decade suggests that considerable organisational 
effectiveness has to be developed and established before 
workers pa rt ic ipa tion  is considered.

The concept of management requires in-depth study, in 
pa rt icu la r the implications of a d is t in c t io n  between the 
functioning of managers and the existence of a company. What 
is the nature of the legitimacy of managers to manage? Such 
an analysis would build on the d is t in c t io n  between structural 
and functional democracy and how they are brought about.

An undefined area is that of the representative r ights of 
non-union employees and how they can be brought into the 
decision-making process on domestic matters. Free enterprise 
companies have not yet formulated a stand on the need fo r 
representation, even though l im ited , in situations where 
unionism has not yet been adopted by worxers. The potential 
of creatiing out of the work-place committee a jo in t  consul­
ta t ive  organ is dependent on willingness on both sides to 
perceive i t  as operating for a ll employees and not only union 
members. I f  the leg is la t ion  does not c la r i f y  the scope or 
l im its  of committees i t  shou, : be made part of recognition 
agreements.

Both types imply that management in i ts  approach to the 
employees are moving awgy in employment practices, from 
coercion to consent. However the paternalistic-c losed type 
w i l l ,  in a c r is is ,  read ily  revert back to coercive practices.

8.5 Pred ic tive Role of the Typology 
The typology requires refinement and th is  can best be achieved in 
i ts  application. The predictive role of the typology w i l l  operate 
on two levels. I t  is to be remembered the typology does not i t s e l f  
represent concrete re a l i ty .
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On the one hand the typology can be used to assess to what 
extent the industria l re la tions po licy and practices of a company 
deviate from one of the two constructed types. I f  certain practices 
are not " in  l ine "  with the overall p ro f i le  of a type, the question 
can be asked i f  the expression of th is  a ttr ibu te  does not represent 
an inconsistency, i f  not con trad ic tion . That practice would require 
attention i f  the objectives regarding the proposed re lationship 
pattern are to be achieved. For example, the continued use by a 
company following the free-enterprise or open approach, of Black 
o ff ice rs  would have to be reconsidered. Certainly once a recognition 
agreement is entered into with an independent trade union the ro le  
respon s ib i l i ty  of the Black personnel or industria l re lations o f f ice r  
w i l l  have to be fundamentally redefined as being only of d irect 
relevance to line management and not be "available" to worker 
representatives. S im ilarly  the operation of the br ie fing  group 
system w i l l  have to be reconsidered, in particu la r i ts  continuation 
below the supervisory level of the company hierarchy or command 
s truc tu re .

One of the d irect applications of the typology w i l l  be in a 
s itua tion where a company wants to change its  approach from one type 
to  another. How easily can such a "jump" be achieved? Probably with 
considerable d i f f i c u l t y .  Careful analysis w il l  have to be given to 
the company's "performance" in regard to each of the attr ibutes of 
the p ro f i le .  The change over in management sty le w i l l  at best be 
accompanied by tension p a r t ic u la r ly  among middle managers, and in 
many cases be abortive. This observation is made on the basis that 
the specific  approach adopted has an impact on the workers and their 
understanding of unionisation and the risks involved in taking out 
union membership.

On the other hand the typology should serve to id e n t ify  areas in 
either the open or free-enterprise type or the closed pa te rna lis t ic  
type which indicate p o s s ib i l i t ie s  for future development in the 
re lationship between managers and the c o l le c t iv i ty  of the 
workers/employees. As already indicated in the early stages of the 
re lationship between a free-enterprise company anc an independent
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union, the nature of workers' pa rt ic ipa tion  w i l l  be functional. 
However what degree of influence can u ltim ate ly  either the workers 
through representatives on company boards, or the union, have on 
managerial decisions and company po lic ies . This requires in-depth 
study through an in te r-d isc ip l in a ry  approach on the concept of 
company property and ownership of future accumulation of c a p ita l .

Other areas of further refinement of the a ttr ibu tes - and 
inclusion of others - are: the role of work-place committees; the 
nature of tru s t  in the employment re la tionsh ip ; the operation of 
democratic p r inc ip les ; the use of the s tr ike  or lock-out weapon, etc.

8.6 A Typology of Trade Union Responses to Management 
The necessary condition of broad legal and societal support for trade 
unions iden tif ied  in th is  d issertation was achieved when the 
Government extended -nion rights to a ll Black workers (except 
foreigners) in October 1979. The Black trade unions can therefore 
now expect success i.i the demand for recognition from a company.
This raises for the union movement the issues of the strategies to  
adopt as well as the basic purpose of unionism as they enter the 
second phase of union development. Only in a few countries has the 
union movement found organisational expression in one federation. I t  
is postulated that unions, in the ir  response to requirements 
companies lay down w i l l  also display differences which can be 
constructed into a typology.

The foregoing analysis of the divided union movement and the 
dominant emphasis on race, suggest that difference of opinion w i l l  
arise regarding the nature of the industria l re lations system most 
desirable to  South A fr ica . The role of the union in the place of 
work in re la tion  to management functions, w i l l  become an a ttr ibu te  in 
such a typology.

I t  is postulated that unions w i l l  formulate d if fe ren t objectives 
depending on whether they perceive and experience the function of 
management in general to be of the closed pa terna lis t ic  type or open 
free-enterprise type. Because of the re jection of unionism by the 
pa te rn a lis t ic  company i t  can be expected that certain unions w il l  

re jec t the basis of the hierarchical command structure of the idea of
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the factory and hence deny the p o s s ib i l i ty  fo r managerial power to be 
legitim ised into authority. These unions and those persons who 
re ject capitalism ou tr igh t, w i l l  also re ject th i  free enterprise 
approach. Ideals extracted from the concept of structural 
democracy w i l l  be formulated as immediate requirements. The other 
type of union w i l l  accept the relevance of functional democracy as a 
development s u f f ic ie n t ly  meaningful while the organisational 
structure of the unions are established.

Workers do not readily take on the status and hence 
re sp o n s ib i l i ty  of union membership. I f  management t r ie s  to suppress 
the in s t i tu t io n a l is a t io n  of industria l c o n f l ic t ,  workers w i l l  
perceive the cost of union membership to be too high. As a result 
they w i l l  s lide back into apathy but with an awareness of the ir  
re la t iv e ly  deprived position and the nature of industria l in justices 
they are exposed to. This discontent w i l l  become resentment. Such a 
s i tu a t io n , where rights and respons ib il i t ies  can not be exercised, 
leads to p o s s ib i l i ty  fo r the extreme of worker power to become an 
objective. Such a s ituation w i l l  resu lt in disorder or anarchy in 
the work place.

The approach to unionisation of the free-enterprise company w i l l  
pos it ive ly  influence workers' perception of the nature of union- 
company re la t ion s . The formulation of the concept of the in s t i t u t ­
ional isation of industr ia l co n f l ic t  in chapter 1 offers the 
p o s s ib i l i ty  for the necessary changes to be made but through a 
process of mutual regulation of the industr ia l re la tionship.



402

ANNEXURE "A"

Nature of Companies who Participated in the Survey and 
Refused to be Interviewed

A* Participants

Symbol

Cl
C2
C3
C4
C5
C6
C7
C8
C9
CIO
cn 
ci 2
Cl 3 
Cl 4 
CIS

Sector

Heavy Clay
Raw Chemical
Primarily Engineering
Light Engineering
Motor Assembly
Engineering
Commerce
Paper
Food
Construction 
Heavy Engineering 
Primarily Food 
Food
Motor Assembly 
Engineering

Category

P
F
P
S.P.
F
S.P.
S.P.
p
p
S.P.
S.P.
p
p
F
F

NOTE: F = Free-enterprise; P = P a te rna lis t ic ;  S.P. = Semi-paternalistic.

Refusals
Primarily Engineering 

Food

Chemical

Probabl.y
P

P

P

4 Motor Components S.P.
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