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and cuiture of the organization, A study in this area will
inelude a desoription of operations and human rudources. The
repearal foouses as much cad personal antidotes, historical
tontexts and the intangible apirit of Cashbuilld, as it does
on the more tangible aspects of the organization such asg its

atructure or financial performance.

1.2 THE RESEARCH PROBLEM DEFTNED

The research report willl attempt to tast the "Southernees" of
Cashbuild as described by Desgem 1993, The remearsh will
algo attempt te Jdllustrate and define the degrees of
Nexthern, Wesherxn and Eastern orientationa avident within the

crganisation.

A large portion of the report will focus on the perceived and
real values and benefits of the Southern orientabion, with
gpaclfle reference to parceptlons and key cccurrences within
the organisation that demonetrate not only the existence of

a Southern oxientation, but also its ooneequences.

Chriztic (1994) points out that the need for an indigenous
approach to management 1ls evident f£rom the casses of Japan
and, more recently, wany in the pPacific Rim. In both areas,
economlc success has been achieved largely by absorbing
management practices developad elsewhaere, and at the mama

tima retalning traditional cultural and contextual communal
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business environment for management to shift lte philosophles
and methodologies from its present Buracentrio focus to a
mora Afrocentrie approach, iIin order to remaln glebally

gompetitlve,

This research is primarily focused at contributing to the
first phase of the project, namely the reseurch development
and definitlon of an indigenous South Afrvican approach to

managemnent ,

Caghbuild wag chosen as the pubjest for thio ptudy due to its
unigque managemant approach highlighted by Koopman, A (1853)
in Transeoul tural Management: How to Unlock Global Regources.
It l8 necessary to highlight why a qualitative case study
nethodology wag uged, and why Lessem’s Model "Four Worlds -
The Southern African Business Sphere' (1993) was used ag the

prime analytical tool.

The reagon for uging Leswem’s "Four Worlde = The South
African Pupiness Sphere’ is to he able to draw a distinetion
betwesn tha management approaches of other oultures and
global regions and that of South Afxica, The model does
provide a conclse theoretical framework of comparieon, and is
& key analytle model for the gouth African Management

Projaect.

The reseaxch focuses on the study of the management approach
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CHARTER ONE
INTRODUCTION TO THE RESEARCH

"how 1 hate the deceitful paradise
that man lives within
and the seifish way he now handles my life ..."
"{ resigned from paradise
and went back home to africa
int search of my image
to dig up my roots" Ingoapele Madingoane

1.1 THE SACKGRODND

The South African Management Project wae initilated by and ig
curyently operating under the aveplces of the Wite Business
School (WBS, 1854).

The projeat is planned to have two dlstinct phases. Phase
one Ja concexned with the research, development and
definition of an indigenocus South Africa approach to
nanagement. The second phase will involve the promotion and
inplemantation of the indigencus management methods into the
business community.

The projeat is founded on two key assumptions. Flratly that
foar manogement to be succesgful lt needs to have contextual
and cultural relevanca. S8econdly that in the current post-
apartheld Bouth Afirica, there will exlst a pressurs from the
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(id)
literature and semi-structured interviews with people at

various levels within the organipation.

The results revealed that there ls indeed a management atyle

and culture within the organization that reflects Afrocentric

Philosophies and Practices.

This indigenous style is alsc seen ag the source of employee
comnitment and motivation. The Afrocentric approach does not
exist however in isolatidn of more conventional Eurocentric
Northern and Western oxlentatlons which are demenstrated to

ba essantial for overall organigational affectiveness,
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AB3TRACT

The aim of this research was to investigate the management
principles, key philosophies and culture of CARSHBUILD LTD
{Caghbulld) . 'The Cashbuild Group is a leading wholegale and
retall suppller of building materials in Southern Africa,

- The unique wanagement style of Cashbulld has been widely
popularized over the past f£ifteen years. 2As demonstrated by
largest ever recorded sales of a South African business book,
“The Corporate Crusaders', by Koopmarn, Nasser and Nal, a
publication which popularized the Cashbulld story. Opinlon
amongst many South African academices in the management £ield,
hag held that Cashbuild’s unigque wmanagement approach can
provide an Afrocentric archetype £for all South African
organiéutiona vurrently at-empting to adapt to fundamental

environmental shifts.

The methodology takes the form of a qualitative came study.
‘The "Four World" Buginess Sphere Model of Ronnle Lessem wag
used as an analysis tool, In the spirit of an Afrocentrle
aﬁyia this paper does not only focus on the tangible and
ohsarvable gystems and structures of the organlsation, but
explores the values of key individuale and the very spirit of

that comparny.

The chosen data gourceg include direct obsgexrvation, relevant
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Further evidence of the importance of African philosophy and
culture playing a significant role in conventional business,
ig found in the experiences of Zimbabwe’s "Eastern Highlands

Tea Estate",

Located on Zimbabwe’s southexn border i1s the remote but
hauntingly beautiful Honde Valleoy home of the Tes Estates.
The area had long been the sight of intense bush fighting
that characteriged the country during the 1870’s. As a
regult, Managing Director, Toeny Hugill, found that duxing the
early 1980's productivity and morale was exceptlonally low
amongst the 3000 stzong workforece. Thege problems were

compounded by social and materlal digarray and dereliction.

Legsem (1991: 10) describes Lovemore Mbigi, a 25 year old
2imbabwean and an ex-goldlier in Robert Mugabe’s ZANLA forces,
as ", .,a social work graduste and business entrepreneur. In
fact Mblgli had not only remained closely in touch with his
own pepsant roots, largely under the influence of his
maternal grandmother, but had alee singlehandedly put

correspondence education on Zimbabwe!a rural map'.

Mbigd jolned the Ten Hstates as Persomnel I.cector and as
reported by Lessem {(199: 11) *,...he bullt up a coaidtion of
managomnent ond workers, of women of the valley and spirite of
the ancestors, of hunters and gathervers, of syronomists and

ralnmakers of management of objectives and ‘metaphysical
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productivity, low levelg of literacy a=d education, high
industrial unrest and a wide divide between contemporary
management and labour. It ig difificult to identify a single
root cause to these problems. However the traditional
antocratic South Afrdcan Management etyle, with ito
resultant, alienatlen of workers, decline in motivation and
raplotance to innovation must suraly be a contylbutory forea,
Denial of the basic spiritual existence of a society would be

the key c¢augse to many of these negative symptoms.

Repearch conducted by Koy Chadford (1954) on South African
Stokvels raevealed that many people i.in stockvela in order to
fulfil the need for a sense of communlty and soclal purpose,

which ig lacking in people’s weck-lives,

Similarly, a research study by Coldwell and Moexdyk (1981:
70} revaal that "There are » hoat of customs and usages that
undoubtedly changed the process of encultevation, but there
are aloo many deep vooted bellefs, customs and traditionp, of
which the bringing uwp of youth is one, that reslst change and
axe often strengthened in advereltyy,

Coxdwall and Moerdyk {1981 189} continue this ascertation:
iThe majority of urbanlsed blacke' attltudes are skill shaped
to a grocter or legeer extent by their tribal/cultural
hozitage and Llf not directly, than indirsctly by melatives
and their expeatationas",

€ . - - .
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African’'s goclal organisation, hia goods and chattels his
agriculiure, the way he tended his cxope as well am his
cattle., Chiefs, tribal orxganipations, witch dogtors and
anclent yituals were abolishad swiftly by the administration
wlth a pen",

Thic quote ls offered as an explanation of perhaps why the
buginess coultuze Iin South Africa has developed with a

remarkable absence of indigenous influence.

Van der Post (18585: 47) continuas: "The HREuropean hos
dlseredited the African way of living and dealing with the
ferces of nature about and within, and then ebliged him
increasingly co live in a way which rejects the institutions,
aunetlons and indtlation rites and pituals whereby For
canturies he stxuck a balance vith thene overwhelming aspects
of nature which are incomprehensible to reason and gulta
bayend raticnal control and consclous articulation. Having
digarediter this anojent way of living we have not put an
honeurakhle altermative on lts slaea. No human belng or
goclety, however celf sufflelent and natleonal it may appear,
can live without those aspects of life which camnet be

explained ratlonally*.

The resulto of thie historical trend can be viewed ao a
eontributory factor te tha problems of contamporary South
African buginess. Plagued with ito ocomparatively low
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examples however; where organisations have risked breaking
with South aAfrican management convention and creatively
devaloped a management approach that olosely regembles
aspects of African communal life, Cashbuild is thought to be

ong such example (Koopman, 1991).

The search for an African management model does not end with
the =ztudy of a single proposed archetype but wdather as
suggested by Binedell {1993: 10) who would include
t, coancovering the indigencus philzsophierm, or world views
that weuld undexlie our South Afiican weality - the second
broa® thrust ig to devaelop endegenous conceptual models
ralated ti the indigencus realities of Southern Africa, to
tranoform endogenouc management: concepts to the Afvican

aontaext.,

In oxder to dlscover the African world view amd then to
-davelup practical models, one has to take cognlsance of the
histoxical factors that have led to the apparant axelusion of
African philogephy in buplnesg, Van dexr Post (19851 42)
gtateg that ".,.Buropean man arrived in Africa already
desploing African and African beinge. He arrived there, not
for Africun soke, bub for what he could get out of Afriea on
his own behalf, He arwived as aupariar porson ready te
impope himpelf and hic way of living en Afrxiea, noet doubting
for a second that hls was a better way and that 1t was for

all Afrdica’s goed, The same thing which made him despise the
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Ag a result Lessem {1993; 18) axguss iLhat "Business
anterprise in Southeyrn Africa has not emerged in a wvacuum,
In effect it hos evelved ocut of one particular cultural
heritage and duly igmoxed others. More specifically, it has
drawn strongly on its competitive and personalised lastern
world, to a lesser extent co-ordinated and managerial world
heritage, while ignoring its co-operative and Gommunal

woxrldar.

Koopman (1993: B55) eonflrms furcther that "this strategle
organisation ilg miematehed with the eultural crganisatien in
sguth African,

Portexr (19920) hag found that those economies that have bullt
on theilr partlicular oultural aspects have been ableg to

achieve world claws status.

The African world view and works ethic is different te that
of the West, Coldwall and Moerdyk's (1981: 70) agserted that
"Jupt aa, i the West, Calvinlem generated a philosophy and
value gystem which is atlll evident today in the
lndividnalised world » oven 1f lts precise connaction with
Calvinistic doctrine ls forgotten - so sfrica has evolved its
own philogsophy and corxresponding world view,

The Afrlcan work ethle and world view has not been highly

avident in the South Afriean arena. There have been lsolated
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Christie argues simllarxly to Ormosa that teo much faith is
placed upon management practices developed in v...Ameriea,
Burope and Japan., Yet our organisations employ primarily
South 2fricans, opaerate pyxlmarily in Bouth Africa, and market

thelr goods and gservices primarily to sSouth Afwicans".

The fagt that munaggement in South Afwdeu has largaly been
based on & foreign moedel is highly evidenced. What ptill
needs gtill to be proved ie the guestion, of what is a South
African or Afriecan model? Which bege the gquestlon: does
South African management need to adapt o lts context,; or ip
it battor for people in business to adopt foreign managament

principles?

Cordwall and Moerdylk (198L: 191) argue that: "It is easler ko
rastructura a rele than to roegtructure the character of
glther an individual or sccleby., In accordance with thlg
argument, and in orxder t¢ bulld upon the individwol’s
axipting values and dhilitiea rather than to deny them, it in
avged that attontion should be glven to the development of
organdgational and wanagerinl stxuctures that are moxe

eulturalily corroct!.

The mojordey of the South African populabilon, and of the
pesple working in erganications, are wade up of ilndigenous
Afrlicon people. The majority of management 18 howaver made

up of white males with Westexn and Northeru cultural roots.

W

e N

?Hf .
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Brojact Lessam, Christle et al. {1994) argug that business
must reflect the environmental context in which it operates.
Acknowledging the unique historical, soolal, econemie,
cultuxal and paliticai forces in contamporary South Africa,
woutld imply the need for an original management approach to

South African management issues.

The literature on contextuzl management whilat beaing rare, ip
cartainly not new. Hofatede (1580) and Mant (1583) write
about the importoncse of the acknowlodgement of conbext and
sulture in order to achtleve suseessful business leaderohip,
Morae recently Oxmosa (1994: 84) suggests that leaders in
Afrdeca who have txled to impose Western values and theorles
on African gulture have refused to gee bthat the European
medel, baged on a homogeneouns population sharing one language
eulture and roligion, eould not eimply be transferred to
Africa with 4t6 multi-cultural, multdi-linguiot, multi-
religious background.

Christie (1994: 8) touches on tha opecifie differance batweoen
management ag 4 univergal sclonce and conbextual management
whon stating that v,..the former positlion concerns the
derivation of goneral principles upon which all management
actlons can be bosed, tho latkor concaerno tha integration of
management with the opeecifie contextunl and cultural milieu

within which management ocouxa".
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CHAPTER TWO
LITERATURE REVIEW

"It is said
that poats writc of beauty
of form, of flowers and of love
but the words I write
are of pain and of rage" James Matthews

2.1 CONTEXTUAnL AND AFRTCAN MANAGEMENT

There iz compartively very little literature on the subjects
Contextual Manoagement or African Monagement and even less

regsarch condusted in the flelds.

A key reason for this iz touaned on by Blunt (1983: xi) who
argueg ,,.management texl books used by lesturers and
ptudanta in Africa have up te now boen mostly British or
Amorican in origin, written by Western ocademics for a
readerghip in the Wepst, and take as a otarting peint a
Westorn buoineso environment., Very few booke indecd havée
been written which deal wlith a Third World or African
enviconment, or provido an altornatlve perepective relevant
to the didpgues and problems foced by Managers iIin our
developing socleties" (Blunt 1983: xl). A8 a result thexe
hag hoen wvery little awestivity in the develeopment of an

Afxican Manogement Medel,

Thaorlots agpoclated with the South African Management
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7
THE_BESHARCH PROPOSTTIONS

Two major research propositions arxe being advanced with

roference to both the literature review and the WBS sSouth

African Management project proposal:

i)

i)

The ‘Southern’ wmanagement approach, which has a
humanistie orientation, will be evident in an
organisation which has managed to win the hearts and

minds, and subsequently the commiltment, of its members,

The ‘Southern!' management approach can operate in
perallel with more conventional ‘Western’, ‘Northern’
and ‘Bastern' orientations, to provide a contextual
Afrizon managemnant methodology that has global relevance

and will best enhsnce organizational effectivensss,

agellloen
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Furthermore, the economy of apartheld South Africa geared
itself relatively succesafully to cope with global isolation,
relying heavily on mass expleitaticn and lts large minera’

waalth,

It ie painfully obvious that the philosophies, structures and
practices of the Apartheid economy are highly destructive to

the new South Africa and tha new world.

Cashbulld has been chogen as a gubject of study, to indicate
a new archabtyps of South Afriean buginess that ceuld help
mould the new economy. The reasons for Cashbuild’s selection
are haged on two key factoras: Fliratly, Cashbulld has
demongtrated benafilt as a direct result of lts enrichment of
indigenous cultural wvalues into a suacessful management
ethos, that differs conslderably from traditional apartheid
management culture. Secondly, Cashbuild’s culture evolwved
from autocratic management roots, that similar to the current
South African economy, suffexed from internal pressures which
ptemmed frowm cultural and value related incongruencies within

the organlsatilon.

If the vafricanisation" of Cashbuild’s phllosophiea and
practices are a successful response to pressures similar to
those experienced by all South African businese today, then
it would follow that a study of this organisation way be of
beneflt te all South Africa,



5

artificlally divided societies and cultures,

In conjunckion with ite identity qguest, South Africa is
placed under extreme econcmic pressure both within its own

borders and from abroad,

Internally Bouth afrlca‘s comparatlvely rapld political
¢hange has resulted in "a c¢rigis of expectation' where
majority of its ciltizens demand parallel economic and social

change at an equitable pace.

fxternally the lifting of sanctions and resultant increage in
interpactivnal competition is presenting local business with

previously unrealizaed threate and indeed oppoxtunities,

The economy that is faced with meeting these two presgures ilg
not only affected by an unresgnlved social and cultural
context, but iep plagued furthermore by i1ts own ethos

developed as a response to its historlecal demands.

The South African economy was developed out of the apartheid
legacy and catered primarily for the minority white seotor of
the economy. Aas a result, the social fabric of the nation
wae grossly manipulataed to gervice the economy,. An axample
baing the advent of the migrant labour system which broke
down the hagic cell of social life, namaély the black communal

and family structure.

w o



concepts,

With this reality in mind it is the purpose of this papar to
attempt to digcover 1if the approach to management
demongtrated by Cashbuild ig in fact unigque; and furthermore
whether it represents a truly indigenous archetype which

would be of benefit to all South Africsn buslness.

1.3 THE RATTONALE

The rationale behind the chosen research problem iz based on

gaeveral factors,

Firstly, bthe uniquea and intense soclal, political and

economle shanges that face contemporary South Africa.

Secondly, the evidenced turbulent change in the universal
business sphere where competition is no longer within a
nation’s hordars or even within a region, but rather acroas
the entire globe, As a direect raesult the compatitive
advantage of companies 18 linked to the cultures and work
ethices of natilons. Indus.ry benchmarks are now truly

intexnational.

South Africa ls in a state of £lux, desperately trying to
diacover {or rediscovexr) lts own bupiness identity f£rom

within, as 1t attempts to recongile it previously
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: 3 stronyg holding company with a retall network catering
to similar customer base.

' A large and relatively untapped wmarket demand,

It is luportant to note that with the posgible exelusieon of
the dynamic entrepreneurial style of Caghbuild’s leadexship,
nothing was unusual about the management or culturs of the
company. In fact it was run quite autocratically like most

conpanles at that time,

The authoritarian style worked until 1982 when the chain had
reached twelve outlets., In 1583 profits dropped from R 680
080 to R 60 000, staff turnover was rumning at 120% per annum

and stock shrinkage had become a major problem,

The reason for thieg drop in performance oould not be
atexibuted to e<onomlc conditionb as this peried could
ovatengibly be deseribed as a boom, Cashbulld’s problems ware
tharefore ihternal. Corporate culture readings taken since
1981, revealed that 80% of managers felt that the company waa
progpering in 1981 and the same reading in 1982 showad that
81% of manager wore confident of the company’s performance.
Thia perplexed Koopman and hia leadership team, so in 1983 he
called for a "year of total research® to discover the view of

ALl employees, not only those of management.

The process started with workshops where Koopman and his
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steel windows, corrugated lron and cement, with a gmall range

of finishing materials.

The increasing number of branches were located primarily neaxr
gentral communication links or rural growth areas. Many
early Cashbulld branches were located near Meteash sites,
this was a greai advantage becaupe of the fact that the two
different operations had similar customers and establichment
copts were coampetitively lewer, thus contributing greatly to

the inltial nacelerated growth »f the Cashbulld chaln.

Cashbulld also established o e¢lose relationship with its
suppliers fyom she onset (a characteristic also stlll highly
evident today). Cashbulld seught to work ilnterdepsndantly
with puppliexs, often aducating them on hlack consumar naeds

and thug faeming a strong induptrisl co-operative netwerk.

In itg formative yeoars Caphbulld was not faced with any real
- competltilon, It dominated & very large and watapped moarket.
The peried E£rom 1978 to 1982 c¢ould bhe described an a
‘hooming" phaose, untll the ploture changed and performance
daelined.

In itz first five yoarn of operation Cashbulld’'s auccess

could I attributed to thico mojor Eaetora:

. An ontreprenwirial young and dynamic leadership.
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Then in 1978 Metcagh lnvited Keopman t« »join the group and
head up the new enterprime that he had proposed two years
earlier. The company’s decislon was influenced largely by
the faet that it had a cash surplus of R15 million and was

locking for new ventures to invest in.

Roopman was given one millien xand and free relgn in running
the now chain, with the only condition that he produced a
profit within the first year of operation. Working with his
Operations Director, Gerald Haumant, Keopman opened the firat
branch in King William’s Town. By February 1980, pre-tax
profits kad wimen to R40 000. Koopman summarized that "the
market was sublect to wvery erratie demands, and the
traditional distxibution channele weren’t able to meet these
demanda. A professlonal wholesale epaerator would chortoen thoe
distribution channel - and he'd be in businesn to stayy,
Koopman was xright and scoen Caghbuild hecame the fastest

growing company wilthin the Tradegre Group,

From the start Cachbuild developed on ethos of intzinpie
"eustomar Locuy" (which the reseavcher found in evidence
ptdll today). Cashbulld concontrated on low margin/high
volume trada., Items were prlced acgording to stedk tuwn,

with faet wmoving items hoaving Jower mavging.

The company targeted a niche in the market where there wae a
damand for heavy bullding waterials such as docr-framen,
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substantiate these piloneering theories, will surely

contribute to the davelopment of thuese econiomies.

The secope of thig report lo however, focuged on the
applications of these principles in a single organization,
It is relevant therefore that thie literature raview include

a historical account of Caghbuild,

2.3 EACKGROUND REVIEW

This pet chapter is a summary of "A Win for the Ccmpaﬁy - A
Win for the workers", Cashbuild Limited, A Case study by J.B.
Baroleky, (WBS, 1%85).

Cashbuild wap established in 1978 aw a bullding matexials
¢ash and carxy wholesalar targeting the black consumaz
market., The company woe started as a wholly owned subsldiary

of Metro Cash and Carry, a food and household products

wholepaler within the Tradegro Group of Companies.

A buginegs idea was firet proposed in 1976 by Albert Koopman,
whe was at that time the Metussli head of ocorporate
development., Koopman had been with Metcash since 1873 when

hae jeired as a management trainee,

The idoa was initilally rejected and Koopman sson left the
company to work ap a Marketing Consultant with Hunt, Leucharse

and Hepburn.
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oxganization. It 49 the hopm of Lesgem thaik Afrigan
Manogement will become entrenched not only within
individuals, not eonly wlthin separate organlzatlons and
induntries, but right threugh to all Southern African
goonomies. Vvan der Mexwe (1993: 240) simlilarly states that,
"At the Theart of Africanism le a deep sense of
interdeperdence, Ones vary gense of personhood is depender.

wm hew one io regarded by eothers. African Humanism or
Thuntn ag it do ¢alled, is an invaluable agset through which

te eroate communlby”.

Mbigi {1993) serongly states that South Africa ¢an achleve a
highly compatltive global stance, by harnesslng the
'agolleative will" of all South Afrisana. The potential
energy, that has to a lorge degree buwen ungeen in the South
African etonomy, ¢an on.y be achieved through a philesgophlcal
shift in management thinking., It may be simllarly argued
that: real soclal and ceonomle sucdess must be preceded by
opiritual transformation in the economy. The path to such
change io through individual industwies, organdzations and
paople.

The limited literature on tha gubject of African management
points te & pubioot and new orlontatlon that is highly
glgnificont for Seuthern Afriea and oven the world at thie
tima. The fiedd is rolatively new ard the potential

gontribution of any academic otudy tast would help

i e m ok e e e
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in the Cashbulld Co-operative. He desoribes the value system
of the communally based cotvivial manager which resulted in
o shlft of emphasis from zoles and functions te morals and
emotlons. Management techniques moved partially away f£xom
hierarchical decision making towards continucus debatesg and
"Indabas", The ‘spirit! behind this style is, as Koopman
explaines, kecause of the traditlonal cultural emergence of
“blacks through the spoken word and in the form of metaphors

and gtordes.

All the relevant literature pointa to the omergencs of a
wataphysical management arxchetype when implementing an
African management culture. Metaphysical management implies
a stronger management focus on intangible or cultural aspects
of the organlzation., The so called spixit of the ccmpany aB
opposed to its physiecal body or tangible processes. The
diffienity is not te integrate the Nbrtharn.aud Weatorn
orientatione with an innate Afrigan culture, buat rather to
ensure that peoples of Buropesn descent are able to adapt to
ap African orientation. The prime reason for such difficulty
i that it requires not_only the change of any syatem, polley
or practice of the organlzation, kut rather a shift in
baliefs, valuea and ‘gpilrit’ of all individuals snd of the

ergandzation,

Milgl {1293) aalls for management to look beyend the physical
ard to understand the ‘spirituwal’ fullness of an
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effective, and in a new environment!.

Lagmem (1983; 20) pointe bo tha fact that "now ile the time
fox SBouth Africa to work more independently to create a
fuslon of cultures". Lessem states further that v,.., the
denlal of African cultures in the buginess environment will
in faect mean that emphaaié must be placed on the Southern
orientation but without total exoluslon of the other thres
worlds". Lesgem continuea that emphasis must shift from v..,
work npirit wather than phyoleal lubour, human og opposed to
finaneial capital, intangible rather than tangible resourves,

eulture rather than economy ,..".

The challenge of thig research is to diacdver how thie change
conld be put inteo operation. To a cartoin extent Mblgd
{1993) answers this gquestion. He Dproposes that an
inptitution that is governed to the letter of law, ls one
that will not be able to realize its fullast human potential,
Meigl!e wvipion Lo transform an economle entity inte an
intimate African villaga and thus helghten the splrlitual life
and human potential of the organization was realilzed through
his management etyle at the Eanotexn Highlands Ten Estates in
zZimbabwe, Tﬁe goal would be to £find aimilar archetypes for
Bouth Afrlea,

“oopman (1983} in his bocoks, ‘Transcultural Mansgement! and

‘The Corporate Crusaders’, ham written about his experiences
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With the growing influence of the blask business and the
inereasing number of black managers it le ilmperative that
business oxientation in South Africa moves to a more Southern
orientation without abandoning the positive aspects of the

Wesntarn and Northern influences.

In order to fully appreclate the African way, Mbilgi (1993)
pointe ug ta the African word of ‘Nhorowende’, a concept that
trages the metaphveical »oots of a phenomena. Such roots
would include the history, envirsmmental cilrcumstances, the
"kay acters and the themes that underpim any phenomena. In
effect thie pointe to :he faect that African managament is
about viglonaxy leadership and about the metaphysical myths
that encompass tha ‘gpilrit’ of the organization. Thia
regearch would therefore not fulfil itas purpose 1f it did net
highlight tho metaphysicol origins of the owxganization’y
rituale.

This is not to say that the Africun buginess ilo totally
exelusive of any Western, Nowxthern o BEastern ordentatlon,
rather ag etated by Beck (1982: 3), "New management will
contain wuch of what now oxists but in a different form. It
is analogous with the emergence of the dragon-fly froem the
exygtals. Untdl it rids iteelf of its old skin completaly,
that dragon-fly lo golng nowhera, While the esaential parts
have always bean present, or in the making, new arrangements

and new amphasls hava produced a greatlon of heauty, highly
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style characterlstic of this world im

valua

sharing and spiritual

Mogt asgpects of the Southern world are

metophyelcal and therefore relatively less tangible than in

the other three worlds.

These world are summarized by Leesem and refined by Christie

{1994}

Decument ag shown in the following table.

in the 8South African Management Project Funding

World 1 - West | World 2~ North | World 3-East | World 4 - South
Compatltl\)e and Co-ordinated and Co-operative Communal
personalised | managerial |
Prirnal management | Rational Developrnental Humanlstic

mqnagernent management managemant

Free enterprise

Planned aorporate

Industrial renswal

Socio-political

growth _ reconstruction
Buslnass leadership | Dirlglsma, Sustainahle Splritual
: economic planning | development transformation
Privatised  Publis/Private go- Co-operating Networks of re-
| competition ordination clusters construction
Entreprenaurship Professional cadre, | "Japan Inc.; Communal
ollte anterprise -
Process re- Corpordte planning | Kalzen, Ubuntu - community
engineering gontlnuous building
improvement |
Empowering pecple, | Industrial Quality Circles Stoty telling, value
cuatomar democracy sharing
Improving work rate | Undartaling work | Enhanaing work | Bullding work
study flow rhythm

Addin.g value _

Allocating value

Ehhanning valus

Value sharing

Economy

Technology

Ecology

Spirit
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opportunitistic and innovative ouklook.

World two, the Northern world, is more co-ordinated and
nianagerial. It represents a ratlonal approach to managemant
which is headed by a professlonal cadre or elite. This
husiness-sphere is moxe typical of largsr wall established
South African companies with thelr multi-layered hilerarchies
or watrix structures. The result of such a rational approach
to management 4is a very definite structure which in turn
resulty in the creation of epealfilc and defined levels,
functions and roles, This definition assipte in planning and
organlzing larger institutious, but denles the individual

full freedom of expression, conduct or feeling.

The third world or Eastern world, is characterized by a co-
operative approach focusing on gustalned and continuous
development of systems, progesses and people, It is a more
wholistic approach to management that has at its ocoxe a
gpirit of idealism that 18 constantly strived for.
Organizations, like people, are seen as constantly developing
a8 they progress on a never-ending road to the parfect state.
Profit and woenetary wealth awe only a measursa of this

journey.

The fourth and final world is the Southexn world. This
buginess~aphare hay its core phllosophles rooted in humanism.

It s typified by vommunal enterprise and community bullding.
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2.2 BYSEMS MODEL OF ALYSIS - "THE FOUR WORLDSR

Legssem polnts out however (1993: 38) 'that African Management
a8 a dynamic whole is represented by the Four World views of
Western emperialism, Northern nationalism, Eaastern idealism
and Southern humanism", Lessem continues, "that whilet South
Africa has developed its Northern and Western world views it
hae apparently neglected its Eastern and Southern heritage in
managemant. In owxder to achieve a more holistic balance of
the four worlds more emphasis must be placed on nurturing a

Southern orientationt.

It 1s Lessem’s view that each distinct ptyle links to a
compags point that is qlosest Lo ite place of origin. West
being typified by the United State of America; North
enitomlzing the OCGermanic and French traditions; East
gpitonizing the Japanese culture and £inally the Southern

Approach geated in African communal tradition.
Lessem (1993} describes the four worlde ag finl.

Werlid one, the Western world, would reprenent a ‘competitive
and personalised primal vusiness ptyle’, with a high wvalue
plaged on entrepreneurshlp and busineaa leadexship.
Organizations typical of this business srhare are usgually
gmall semi-ptructured unlts centred around a strong leader,

they have an aggreasgive competitive splrit and an

T e e e i i o i
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management’. His work involved creating an indigenous form
of village gbvernmént with the formatlon of personal and
group unit work schemes, Plote were formed with a unigue
blend of <c¢ollective and individual respongibility.
Traditional festivities and rituals in the form of singing
and dancing as well as rain-dancing wers combined with
conventional motivational techniques. These interventions
alego included the building of new homes, clinice and schools

for the community".

The rsgultse were staggering. Produativity was ralsed by
thousands of points with worale and work-rate soaring
increasingly higher. 2s a further result the Tea Estates

have diversified and are flourishing in coffee produstion.

Lessem (1991: 11) xeveals that the wvalley "...had bhecome a

flourlshing, communal entexprige,

Questions that arise from this example lead one to en 're
whether such an intervention would be possible and in fact
degitrable in an industiy different to the agriculturxal sector
that the Tea HEstates operate in, and if seo, teo what extent
would it be different in the Manufacturing and Retall

induétries.
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CHAPTER THRER
EBSEARCH METHODOLOGY

"No, let them learn to be honest with themselves first
Before they persuade me (o change my ways"

Paul Chidyausiku

3.1 THE METHODOLOGY

2 qualitative research wethodology has keen chosen for this
paper because of the unquantifiable nature of many of the
phencmana and toples under weview, The subject of African
management ls relatively new, and thexefore a method of atudy
that is more appropriate has beaen as indlcated by Daft (1983)
who ¢laimeg that qualitative researsh ls more approprlately

used to highlight meaning rather than measurement.

The £act that meny of the key factors that surzound
‘Southern’ management ave intangible, justifies we.ng a

deacriptive methodology.

Bryman, Bresnen, Beardsworth and Xell (1988: 16) PFurther
indlcate that inductive, qualltative reseaxch "... may bring
to the surface ispuen and teplos which are imporbont yet
which are omitted by rolying on the researcher as the sourae

of what is relavangh,

= ey e e
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guJeess not possible, unless a fundamental changs In
management ethos is achieved. Cashbuild is thought to be one
such organization. It iz the ailm of this werk to discover if

thio 1 truly so.

talolalels ¥ lnle}
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participative management consultanay.

2.4 LIUTERATORE REVIEW DISCUSSION

This review has attempted to highlight the £fact that
management principles, styles and wmethodologles are not
unilversal. Managemant ethic stems from the historiecal and

oultural contexts in which they svolve.

Four distinct business world views have been identifled in
Lessensy (19..) Four Worxlds Model. It ls suggestaed mhat to a
lesser or greater extent all four are evident in South
Africa. It ls however stated that due to the historical
realities thera is a dominance of the Western and NWorthern
worldviewa. "This results in an apparent lack of the proposed
more contextually and oulturally relevant  Southern

orlentation.

The ultimate xesult of this wstate of peemingly centrary
clyoumestance has caused in contemporary Seuth African
business 2o he out of context., It is thought that this has
played A role in orventing the wany human problems that
contxibute Lo the weakening of South Africa's global
gompetltivenens.

It ip postulated that very fow organizatlons have adopted
‘Southexn' monagement prineiples and have attained a level of

et e sgorre s

S
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aleo wakes the degleion on the promotlion of branch

membars.

The Venturecomm eystem was gtarvted with twe centxal
objectives in mind. Flyetly, to improve leadership capacity
and promote credible participation. Seacondly, to transfer

technical skills to black employeeé.

The Ventursgomm le glven direct azeess to branch budgets,
porfarmance figures, profit and loss agoounts, as well ag

ptrategies ard goalsd.

With the d{ntyeduction of Venturscomm in 1985 the CARE
Prapident system wae done away wilth, and replaced by the
branch CARE group, where all branch members belonged to a
board CARE group which met once a menth, Problems ralesed ab

the meeting were then dealt with by the Venturecomm,

Cashbuild does not see ltpelf oo opposinyg trade unions. Much
of the union’s rola was taken up by the Venturecomm. By 1986
Cashibuild intreduced lts National Indobas to negotiation of
salarlen, wages and other conditions of employrent,

By 1986 turnover had incxeased by 34% to R117 231 000, profit
was RS 244 000 und the compuny had grown o 640 omployees.

In Marxch 1987, Albert Koopman lefit Cashbulld to starkt a
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The other portfolios axe f£illed by employees who ars elected
by all branch members. These portfolilos deal with ‘mofter’

variables such ap strff, and customer survice losues.

The Venturecomm system 1s still in place, but the portfolics

have been shanged to:

1. Opexations

2. Tralning

3. Humarn Ragoureas

4. Health and Welfare

5, Customer Care

The changes were made to make the portfolios more speaific

and mere sephlstlaated,

The daily declplon making authority of the Venturecomm

ineludes:

. Hiring and firing of staff chrough tha disciplinary
process where the Venturecomn makes tha deaisions (no
longer the sole domain of the manager). Included in
this regponassbllity is the ability of the Venturecomm te
diomiva employees Efor poor performance, or Ifor not
adhering to the company's philosophles. This i
achleved by a two-thirds majority vote, and in 1988

three managexs were flred in this manner. Venturegomm
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hierarchiesn. Thers wasg a strong cdommltment to the promotion
of black managers. This resulted in 25% of white managers

leaving the company, but overall staff turnover declined.

By the end of 1983. CARE Prepidents were beginning to be
rejected by workexs as they were seen as becoming too elitist

and too ¢lose to management to répresent employees views,

AL @ CARE President’a meeting in 1888 it ﬁaa ldentified that
whilgt mény ‘tea and coffes’ ilssues were solved, employees
demanded maxe daclaoden making authority and more power.
Afeer consulbtation with employees, and after a vote,
managemnent introduced the Venture Committee, orx Ventureaomm,

in early lgas,

Ventuxo committess were set up at all brancheg, and they

conslsted of five portfolios:

1. Opsraticona

2.  Quality of work life
3. Safety

4,  Labour

5. Merchandlising

~ The operations portfelio i held by she Branch Manager whe la
rapponsible for all the tangiule buslness decimlons relatinr

to branch performance.
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the organisation and for the individual",

The process of change according to Koopman, was not always a
planned and tidy sequence of events, but relied on innovative

ldeas to cope with problems as they axose.

Another sffor, to promote value sharing wae the ilntroduction
of ‘Hana Hana' meetings (‘Hana Hana' a Noxthern Hotho wonrd

for talking nongensel,

‘Hana Hana'es’ were held twice a year usually st a remote bush
location where partieipants would ‘t, talk and asleep
together around a filre., Management listerad and xecorded

probklems, but dld not judge.

Froblema raiged at CARE group meetings at ‘Hana Hana‘s/’
_ averaged about 56 lopues per group per month. It waa
atriking how many of thase problems were ‘tea and woffee!
igouss. Management dealt with these problems direstly, and
by the end of 1984 the number of lsasues monltored was about

flive a month.

Senior management publioally spoke of a fubure shock that
would hit the company, They openly announced their
commisment to a black government in the 18907g, The aim was
to ghange attitudes by ‘destabilising’ the oxganlsatilon and

challenging their ocurrent systems, status symbols and
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The main princilples are captured in the Philosophy Booklet,
and are outlined here as adopted from the Wites Businers

School case study by Joel Baroleky (1888: 7).

"We are committed to a policy of joint decision
making and particlpation at all levels, and all
individuals wmust play thelr paxt in £inding
solutions te problems, Only in thism way can we
bulld an affective team for the maximum benefit of

both the individual and the oxganiasatlon.
. We believe in an open door poliecy.

: We are an open and free culturs with every person
in the organisation having acoess to any line
manager., We do not see that any individual’s
grievance ls so small that it cannot land on the

chilaf axecutive's desk.
. Our team conslets of individuals of different
gexes, races and cultural needs -~ none of which

are dlscriminated against.

' Cashbuild is commitbted to training o.aff a: all
levels of khe hieraxchy.

‘ We believe in tha ‘Extra Mlle’ coneept Lfoxr hoth

T
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surveys were also conducted at each Presidents Day to mondtor

the effectiveness of participative sfforts.

Degpite all that had been done previocusly negative opinions
about the company still prevailed. Aall lwsues were vollated

and summariyed into four areas:

1. Low manager/employes trust

2. Company perceivad as exploltative by ewployeas

3. Managers had low arediblility and had not earned
the right to manage

4., Managers were geen as mere cogs in a wheel

5. Little direet communication between penlor

management and shop floor workers

It was @zoon realised that the Cashbuild culture was not
condusiive to mhange or adaption. The molutbion sought was to
redafine corporate objectives, but with the Input of all

gtakeholders,

The result wap the creatlon qf the philesophy bocklet, which
was translated into geven languagues, and outlined company
objactives, philosophles and values, The philosephy was also
given xeal authority, in that if anyone {including the
¢.B.0,) violated any principle of the philoeecphy, they aould
be soverely repriwmanded or aven diemipeed by any other

employee after an enqulry,

e
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organlzational structure,
: Secondly, integrating the entire company into one

unified and participatory teamn.

The second evolutilonary stage was the introduction of the
C.A.R,E., President’m systcu. CARE stands forxr Cashbulld’s
Asplrations with Regard to Excellence. The programme sought
to bagin tn invalve employees more by providing an ongodny
forum for everyone's opinions to be disoussed, The company

wag divided by hierarchical levels into five CARE groups:

1}  Labourers _ _

2)  Branch Adminilstration Staff

3} Middle Management

4) Head Office’s Adminlstration and Middle Management.

8) Seniior Management

A CARE president was elacted for qach leve'. The role of the
President was to Ilnkerface wlth management and communlcoate
areag of general concern at thelr level. Meetings were held
monthly with each CARE grouplng and its regpectlve President.
Algo present at these meetings were members fo the highest
CARE group in order to fasilitate the solving of problems
between dilfferent levels.

An anaual Pregident’s Day was held to review issues and

- digouss progress affacting the entire compauy. Attitude

o e i st g e e
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involvement, and joint decision making".

The initial step towards communicating with black employees
was the election of "presidents®. These people were slected
represgentatives or 'natural Jleaders" from each branch,
"1proagidentat attended several dilscussion meetings or
tIndabas" where they gave the collective opinion of all

employees relatlng to the company’s past and Euture.
Haumant described this as a painful provess. What optimism
white managers had expressed Iin earller surveys, the

employeas totally nullified,

The hundreds of issues, complaints and problems raised by the

Presidentg at the Indabam were categorized inte five key

areas, namely:

The customer
The employee
The cenpany
The competitor and supplier and
Motivation |

The Casbhuild philosophy wag horne out of thepe five centval

ismues and was almed at Fulfilling two general goals:

. Flrgtly to provide people with er  holistle

I
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genior team travelled to all the branches questioning
people’s views of thea company and of management. Koopwan
also asked where people saw the company going and_what'ita
political role should be? The results were highly
disturbing. Koopman was seen as 'pompous, egocentric and
distant®. Black employeses exp. <gged a lack of '"care or
goncexn" for thils company and reported a distance between

management and employees, aggravated by instances of racism.

Running parallel with his workshops, KoopmAan began to study
Japanese philogophy and Japanese management atyle. He also
developed a incerest in African culture. He took a course in
Zulu and studied the culture extensively. He came to Ehe
discovery that thexe was a key area of similarity between the
two cultures; namely the high walue placed on a comuunal

orientation,

Roopman also realized that the 'boxed hileraxchy" of the
Caghbulld cutlets was meaningless to black employees who had
an understanding of interdependence and who valuad leaders
wheo had sarned the respect of those thay lead, as opposed to

managers whom were appointed,

Employees saw no gtake for themselves in the company. It wase
during the exploratory workshops that Koopman realized that
employees wanted a '"political commitment” firom management,

they wanted "fairness and justice, but they also wanted

P .
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CHAPTER FOUR
PRESENTATION AND ANALYSIS OF RESULTS

"I love the silent majority
That rise earlier than the sun
To a breakfast of expectations”

'T love the silent majority
For whom glvers maximize
Fringe benefits with a whip
To sensitise the receivers’ backs
To the costs of classes and races”
Samuel Chimsoro

4.1 INTRODUCTION - CURRENT COMPANY PROFILE

4,1.1 Nature ¢f Businegs

"Caghbuild Limited" is an _invastmem: holding compary. The
group congisto of businesses Jn the wholesnle and retall
bullding suppllies induptry named Cashbulld and Homegerntro,
rvegpectively., The group hap: two Caghbulld brancheo in
Namibia, @even in Botewana, five in Lesotho amd two din
Swazliund, Canl uild branches in South Aflxius are divided

provineially as fnllows:

Gautieng = pix brane!.as
Norshorn Troansvadl - aleven branches
Weatern Tranovaal - aine branghop
Faotoen Tranavaal - five branehos

Orange Free Stats - alx branchan
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unreliabla,

The £inal limltatior relates to the fact that thia is a
unique organieatioa making inter-organisational comparison
diffieult.

0oot00000

L e
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3.5 LIMITATIONS OF THE RESHARCH

The key limitatlon to this research is the gualltative
methodology utilized which can allow for gsubjectivity on ths

part of the researcher.

Another limitatlon ip the relatively unresearched nature of
Afrilcan Management, making categoxization of data difficule,
and making ites ralevaney to the field of management not fully
comprehensive. Along with this limitation is the fact that
Leasam’s (1983) Four Worlde Model ils used aam the key toel of
analysis and categorization. Lessem’s model, whilst being
concaptually brilliant is as yet not fully tested., It was
digcoverad by the researcher that on several occasions
categoxization of aspecific findinge with regard to Lassam’s

flour oriantations was difficult.

Specific mention im made of data that revealaed both
humanistic and idealistic phenomena making categorizatilon
inte the egpective Houthexrn or Hasterxn, oxientations
difficule,

Other limltations related to loglstical preblems ouch as the
gplze of Cashbulld’'s membership and the wide geographical
opread of ito opexations. The extreme time constraints
gxpoarisuced by managers (a theme of the atudy) made the

pecuring of interviews with some key personallties
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The analyails proved te be a highly challenging aspect of the
ropot . Difficultles stommed Lrom two apegifle arveas.
Firatly, due to tha sgubjective mnature of qualitative
ohaervations and semi-gtructured interviews; and secondly,
bacause of the fact that Lessem's Four World's Model whigh
wag the analysisg tool, ile xelatively unproven and prone to
subjeetive interpretation. I was because of these
difficuleies that the ungonventional method of presenting an
analyods, commentary or oriticque immediately follewlng the

pragentation of opecifie results.

Tha degroe of Western, Novtksrn, Eastern and Southern
orlentatlon as oxiginated by Lesgem (1993) ia highlighted
both in the daseription of findings and as a commentary at
the end of each Chapter. Thip formot was used se that
analyais and orientablon of data would bo highlighted just
aftor the opeeiflc doseriptien of the data presented, thus

making comparioon eapier for the reader,

The final cencluaion more generally ocummarizes “he themes
that have beoen documentod with the supporting data., Thin
anablas the gonolupien to focuo meore gpeclfiecally en the
ganaral trends and to draw cenclusions about the regeareh

propogitiona.
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avallability of Cashbulld and othex time constraints.

Bimilay gemi-ptrxuetured incerviews and ocbgervations ware made
at all levels so that comparisons can be drawn throughout the

resegrah,

An idicegraphic mode of explanation wag ueed. Morten-Williams
(1885: 40} comments that "the analysis of a large amount of
qualitative material 1o o dounting toek; since the data was
largely unstructured, it ig the function of the reseaxcher to

impose order and etructure upon them",

The repulbs are presented according teo functlion or level
within the organigation, for axampla:

The Executive is presented as a separate section as is the
data from the Human Reasource function, the Ragional and the
Branch level. This enobled two types of analysis to be mada.
Firotly, analysis to ascertain whether the data conforme to
Leoaen's Four Weorlda Model (Lessem 1893). Secondly,
gompardgon is made betwean the obsexvation and repponses
eollacted at each grouplng. Thig enabled analysis of
plmllaxricy or differenca in poatterns beatween the sub-groups,
Human Repourees and Operatiens, as well us comparison between

difforent lovelg wilthin the Operatlons funotilen,
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was done where the respendents had a low comprehension of
English, the language used by the researcher. In these
groups intexpreters were usged to translate. In most casgeas
the interpreter became an actilve c¢ontributor to the
interview. Subjects were interviewed in their groups until

commonality of response bacame repetitive,
3.3 PQEULATION AND SAMBLE

The population conglsted of all membars at all levelsd of the
Caghbulld Ltd organisabion, totalling 1129 people in total,

The =ample alze focused upon by thig study consisted of silx
Execuauive Members, a Divislon Human Resource Managey, two
Regional M: ~ers, one Hxecutive delegate and three Branch

Managers and nine employeea. The Exer ive Managers

“rapragented different functions in the organisation., Due teo

thu faet that general management principles were the focus of
thiz study only the operations of the Human Regource
department and Operations department were covered in much
detall. As a result, although the Marketling and Business
Development managers were interviewad the funatlonal detalls
of these departments were not covered, only thelr genaral
managament: style, It was deemed nacagsary to detall both the
ochjectivas and methodeloglas of the Human Rasource department
ag these relate directly to the research focruws, Sample

alackion was baged on convenlonse as dictated by the
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7. Questions focusing on specific benefits and/or negative
agpects of Caghbuild’s oulture, drawing specifilc
axamples where possible (Tests propositions one and

twe) .

Note: All of the seven foqum aress were alwayve covered
in an interview and the same order was not always
followed. It was considared by the researcher to
be of greater priority to achieve honest
digousaion, and to fogua on igsues importatnt to
the interviewee =s they naturally flowed in the
indepth lnterxviews.

Jonae {(1985: 46) supports this techiique in sbtating, "in
oxrder to. understand why persons acgt as they do we need to
understand the meaning and significance they give to thediw
actiona, The in-depth Interwview is dolng sgo, For teo
understond the othexr person’s constructions of reallity we

weuld do well ¢o ask them ... ",

It wao conaldered by the researcher more lmportant te pursue
and record o line of discussion ond explanatien relevant to
the resaareh, rather than adhere strdlotly to the interview

agtractura,

On ogcasieon, for prastical yeasons, group lnterviews were

held with amployees from lower levals in the hierarcehy. This
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The basic structure of the iInterviews adhered to the

following Format:

1.

8,

Questions relating to the individual’s paat history in

other jJobs and companies.

A comparison betwsen the management style ut Caghbulld

and other companies (Tests proposition two).

Discusaion on the uniqueness of Cashbulld’s approach and

lte affect on employees (Tests proposition one).

Fogus on the pérson’a individual values and expariences
and a comparison between these and the philosephlas and
founding principles of the organizatlon (Tests
prepogition two),

Whare relevant, probing of the degree of fulfilment and
job patisfaction expoerienced by the individusl (Testm

propositlon one) .

Whare posslble with more longer serving employees, a
dlacusaion probing the key differences betwsen Cashhulild
before and after 1984. The speuvlfic focus wus on tha
change in employee behaviour and abtitude (Testp

propopltion one and two).
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A manner go aé to explain the feeling or mood that surrounded
a particular event. As trends devaloped and phenomena were
digcovered, they were where possible confirmed in interviews,
Interviews and cheeuvations ococurred simulhaneously during
the relearch procegs and as a result of continued
observation, the interview format constantly evolved to

conflrm the most current observations.
302.2 ta . _E

It 1= necessary however for the researcher utilizing a
gualicative research methodology to take a more active role
in data collection. This was athleved by the use of indepth,
semi~gtruoctured interviews, These ilnterviews consisted of
open~ended general duestlong, and often involved probing
degper into iseuew that were relevant to the research but not
necesdarily included in the initial interview structure. In
tkis way a procegs developed which enriched the data
colleoted an more intexviews were conduoted. In an effort to
demenstrate the subjeotive thought patterns and emotions of
the particular candidates, thelr responass are presented as

clogely to the individual accounts as pessible,

A pimilar seml-structured interview was administered to all
the sub groups, namely The Executive, The Human Resource

function and at Reglonal and Branch level,

no

B
¥
[
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Many of the intangible phenomena researched, ¢an only be
deseribed and understood by relating specific activities as
they were observed. It is possible for example, to
illustrate the ¢ommunality and homogeneity of a work group by
desoribing gpecific ocourrences and behaviour demonstrated
during a meeting of that group. Whereas a mexre description
of the ptructure and format of that oroup will not provide
much evidence of the working relatlonships within the work

group under review.

3.2.1 Obsgrvation

An objective was to provide valid and reliable observations
of speclflc activitles and behaviour, whilst attempting to
engure minimal interference by the observer. Thie was
achieved by maintaining a “ighly passive role when cbserving
behaviour and taking notes. Where possible, astivities werxc
observed from a vantage point not seen directly by subjects

under review, and for long periodes of time,

_ Specifics that waere sourged and reposted by obsarvation would
incivge:

2 description of the physical appearance of a locatlon;
commant of the »eles played by various peopls; highlight of
speclfic behaviours that explain the astyle in which roles
ware played. OCbhservation reporting does net only describe

what occurred, bub also the way ia which events happened in
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This seems especlally relevant to the subject under review.
The "boundaries between phenomena and context! are not at all
Glear due to the metaphysical nature of African management.
It is felt by the researcher that a statistical analysls of
gpeclfic behaviour or variable occurrence would not
suffigiently explain certain phenomena. What is in fact
required, is a qualltative description of phenomenon within
the relevant contexts that the phenomena occur. A case study

ig therefore an effective method of achieving this.

Christie, ILessem and Mbegl (1993) (edltors) in "Afrilcan
Management: Philosophles, Concepts and Applications", stress
that a vital aspect of Afrocentris  management is its
qualitative wholistic orlentation. It would not do justice
to this topic, therefore, 1f the methedology dld not reflect
the pame theme, A casge study is arguably the bast formal
academic research methodology to dichVer the wholism of the

subjeat under review.

3.2 DATA_CONLECTTON

Yin (1984: 37) advowmates that weing multiple sources of data,
apslst in avolding subjectivity and kiss and thus
conatructing valldity by "encouraging convergent lines of
enquiry®. In this research, the two chogen data souxces weré

direct observatlon and seml-gtructured, indepth interviews.
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3.1.% ge gty

The specific approach followed in this research is that of
the came study. The reason for embarking upon the case atudy
methodology, ls to capture the meaning behind, and not just
the oocurrence of, events, The research will take into
account moxe than Jjust the relatlonship between variahles,
but will also investigate the development cof Iintangible
phenomena in a more whollstic fashlon. This would involve
the study of events in a particular context and the lnfluence
of intangible variables such ag key personalities, cultural,

economic and social influences over time.

Laula (1985: p.3) says that ".,.in the case of organizational
behaviour research, there seems to be a partlcular danger
that we willl do resmearch that is more & product of
methodology than of the phenomgnon being studied". In order
to engure that this research 1ls indeed "phenomena" focused,
it wag felt that a omse study would enabia the Full.ogt

results to be realized,

Yin {(1984: p.23) defines a uvase study as follows, "A case

study i1s an empirical inquiry that investigates a-

contemporary phenomenon within its weal-life gontext; when
the boundaries between theé phenomenon and gontext are not
clearly evident; and in which multiple sources of avidenre

are uged®.
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The Executive role is seen by the Qparationu Manager am bsing
a go-batween between the staff and ahareholders txying to
steer the company in a direction that will balance the nceds

of both stakeholdera.

Dave has been in the company since 1587 and has experiesnced
many changes which are of particular interest. Firatly, he
states that the company, as it has grown larger, has become
more and more systemlsed. Thies has been a direct repult of
two factors: flrstly, Geruld Haumant’s partlicular style as
oppoved to that of Albert Koopman; and sedondly, that the
busindss needs to become more systematic in order to effect

control as it becomes larger.

The nagative aspects of thie increased systemlsation are that
there ls a definite decrease in entreprensurial flalr, Dave
statea that in the past few yoars, particularly in the last
three years, several eatrepreneurlal managers had left the
organlontion complaining that it 18 toe bureauvcratioc,
Anotlier negative feature that Dave comments on ie the amount
of time and effort that ls required by any Executlve managen
who deoen net only have to balange strategle ilssuns and work
at a very senler and conceptual level, but la also expected
to handle day-to-day lssues as a regular function. This iam
extremely time conouming and as the organisation grows largexr

it begomes more difficult to achieve.

g i o et o aim i £
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a reglonal uanager in Boteswana. He has successfully risen
through the ranks, and is regarded as a model emplioyee by hig

eolloagues.

Dave indicates strongly that his Zimbabwean upbringing is a
major contributing factoer to his success and progress within
the Cashbulld organisation., Ite parbicipotive cultuxe and
the demands on senior managexs in the cowmpany who interact
clogely with black owployees on low levels within the
orgunisatien, is something that Dave feels comes cagler to
px=Zimbabweans because of the mowre multiracial neclal fobrle
of that country, whereas white South Africana have more
difficulties in adapting to the Cashbuilld culture. Dave can
be deseribed ap the ideal Cashbullder. He too, like all
other Caghbuild employees, iz deeply passionata nbout tha
campoany, acknowledges that the gompany is unlque and feele
very mugh part of a teum with a common senmse of purposge. He
has no oraflict between the values of the company and hilp own
personal morals. For Dave, the key essentlals fer a
succaggful Cashbuild Exeoutive Manager ie asomeene able to
work well within a team, to demonstrate patience, to be
telerant as well having a congotant deslre to do more than is
expacted. Dave alge believes that txust in cther people and
trust in relationships at all lavels ls a crucial neceasity
for any suwceasful manager within the company, an well as the

ablllty to achieve very specific and high sot standards.

. .
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raesult of Koopman’s legacy and the constant striving for new
ldeas and innovation as well as the congtant guest to

parmeate new markets,

Thig study will be analyzed by drawing on highlights £rom
Interviews with key executive members. EBach Executive Member
interviewed has a distinct personallty type stemming from
different backgrounds. As a result, thelr viewpoints on the
tnerations and workings of the Bxecutdve differ quite

aenplderably.
4,2.,2 Yhe Igtagvggmn

The filrxat person iInterviewed was Dave Handexson, the
Operationg Direstor and the raid t» be suacessor for the CEO,

Ferald Haumant,

Dave Henderson iz 39 years old and was born in Zimbabwe where
he completed his schiooling., He worked for 7% yesxs in the
tax department for the guvernment of the then Rhodesia, ae a
_ ta# aggegger. He later moved to Codrlg Forbea whore he
worked as a long-term pension’se manager before mowing to
South Africa in 1964. He then worked in Pletermaritzburg in
the accounte department of a motor dealership., After that he
moved te a new posltion in a cattle company u® an accounts

manager in Pletermaritzburg. In 1387 he joined Cashbulld as

. . z

L e e i i
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4.2 THE EXBECUTIVE

4.2.1 Inkzoduation
The Executlve ig made up of nineg members in total, as well as

an Executive Trainee Designate. The Executive comprises of
the CEO, the Financial Director, the @General Manager of
Homecentre, the Tralning and Development Manager, the
Marketing Services Manager, the General Manager of Cashbuild

and three Reglonal Managers.

The functilons undertaken by the Executive are very similar to
most. conventilonal companles in South Africa, The Executilve
ig responsible for making strategic decislons, monitoring the
company, setilng goals and declding on specific policies and
gyotems. What Le pe-haps unlgue about Cashbulld is the

mathods used by the HExecutive to achleve its tasks.

The operational style of the Exeoutive was found to be a
combination of the ‘northern’ and ‘southern’ orlentations asg
well as, to a lesmer extent, the ‘westemn ovientation., The
‘northern’ ordentation is reflected in the highly procedural
nature of its operations, The company has a surprisingly
high focus on gpecifle targets and set procedures. The
‘gouthern’ nature stema f£rom three koy asourgsg: the
personality of the Chief Executive 0fficer, the legacy of
Caghbuild's owlging and the c¢ontinual reference to the

philoscphy of Cashbuild. The ‘western’ orientation Is as a

o —n
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VALUE ADDED STATEMENT
_ {000'g)
Turnover 545 747
Costt of goods and expenses 484 677
Gross distributable funds 61 070
APPLICATION OF FUNDS .
000‘m _ 8
Employee salaries and
benefilts 38 941 . 64
Company tax g8 832 14
‘Shareholdez’s dividends 2 996 5
Retained for future
Lgroweh e 10 501 17

Partlcular notice should be drawn to the fact that 13,8% of
proflt before tax was dedlcated to various incentive bonuses.
Thie agcumulaced to R2,77 million belng distributed to gtaff,

Shrinkage as a percentage of sales remainad conshant with the

previous year at 0.67% whleh lo greatex than the 0,4% taxget,

Group amsets total R 54 312 000 of whilch enployees currently
hold 7,45%. It is a stated objective of the group to

inorease thieg tto 10%,

R
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pogition up until the 26th Februaxy 1594,

Turnover (000’s) R B4E 747
¥ Increage over previoua vear | 18.01%
Real term galn 8.1%
Net income before taxatica (000/a) R 20 051
Earnings per share (centa) 39.58%
Increase ovex previocus year 69,58%
Compound growth over previous $ years 11.54%

It must be noted that the indrease in earnings par share wan
£rom a low base in the previous year, 199J), which produced
23,46 cents per ghara, an effective 29.60% decrease S£rom

1992,

The company hag an lnterest hearing debt of R 6,5 million and
a gash resource of R 5,9 million, This almost neutral ratie
wag achlevad partly through the dispesal of land and
buildings totalling R11,5 million togecher with thelr related
Jong term loan of R14 willion,
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’ Ventrecomm Chalrperson
. Human Feopourdes

. Cugtomayr Care

The Venturecomm is elected annually by all Branch Managers
and thils managemenk hilerarchy superimposges the traditional

Branch Manager’a role,

A branch’s management decision making is further superimposed
by tha CARE Group. CARE stands for Cashbullders dsplrations
regording Bxeellence., Tha CARE g¢rowp includes all Branch
wembers and iz responsible for the aelestion of all
Venturegomm porticlio holders excluding the Branch Managet.
The CARE group can however brxing the dismlsseal of a Branch
Manager or any ©f the Venturecomm wmembers, through an
unanimous vote of ﬁo confidence, whexre princlples contained
in the philosophy bonklet have not bhesast sdhered to.
Vonturescomn will refex controvarsial lesues to the CARE group
for a vote., It is the vight of any CARE group membar to
appeal agalnet any Venturr jomm decleisn to the Cashbulld
Executive commlttesa, thereby securing communication £low and
ensuring partieipative declsion making from the vary senlox

to the mest junlor persorn within the Casghbulld structure.

4.1,3 Pinanginl Stoatus
All the figures quoted in this sub-gection are sourced from

the Cashbulld 1894 Annual report, reflecting the company’s




General Manager {Cashbuild)
Financial Director
Homecentre General Manager

Training and Development Manager

The Execukive Management team alse includes the three
Divisional Managers and the Marketing Services Manager who

report to the Gensral Manager.

The Executive meet on a monthly basis and is responsible for
mogt corporate polley deelegiong as well as regular company
parformance neasurement and strategle planning of all aspects

relating to the organisation,

The Executive has very strong links and communications

networks with all areas and levels within the company,

The Divimlonal Managers have silx reglonal managers reporting
ﬁa them. In turn, regional managers have responglbility for
five to maven Branch Managers. A typleal Cashbuild branch
has 15 employaas. Jypleal staff positions in a branch ave
detalled as follows:

The Branch Manager who ls accountable for overall branch
performance, Resgponsibility for speglfic porticlics howaver
fallas under the Venture Committee [Venturecomm), The

Venturecomm conslsta of the following poxtfollos:

ST i g it e
. - !



54

(Responpible for Homecentres)

3) Financial Dirsctor (Director)

(Ovearall Group responaibility)

4) Training end Development Manager

{Overall Group responsibility)

5) Corporate Development Manager

(Ovarall Group responwibllity)

6} Compuserlization Project Manager

{Overall Group responsibility)

7) Expoxt Managex

The sevoud tisr of the senior management conaluts of four
managers. - The Northewxn, Central and Southern Divieional
managexs and the Cashbulild Maxketing Services Manager. all
these pozitions repoxt to the General Manager who is
ragponsible for all the Cashbuild branches.

Tha senior management atructure ig super~-imposed with the
executive management team which comprises of the Chief

Executlve Officer and the following four reporters:

i s s
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(Remponsible for Homecantrea)

3) Financial BDirector (Director)

(Overall Group respongibility)

4} Traihning and Devalopment Manager

iOverall Group respongibllity)

8) Corporate Degvelopment Manager

{Overall Group respongibility)

6) Computerdzation Project Manager
{Overall Group responsibility)

7) Export Manager

The secvond tier of the menior management consists of four
managers. The Noxthevn, Central and Bouthern Divigional
managers and the Cashbulld Marketing Services Manager, ALl
these positiona zreport to the General Manager who is

responsible for all the Cashbuild branches,

The senior management structure is super-imposed with the
exequtive management team whloh oomprises of the Chief

Executive COfficer and the followlng fouxr reportezs:
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Insurance compani®s . . « « + » + « ¢ ¢ 4 4 s+« 13,45%
birectors, staff and Share Incentive Scheme . . . . 6.99%
'ﬁanka and nominee companies . . . . . . . . . . . 14.17%
Other compandes . . .+ « + « v« « v 4w 0 s o4 . 0,83%
General Publda . . « . v v v 0 v v v s e e e 0o 2,79%
4.1.2 Current Compapy Strugbura

The group is divided into the previcusly mentioned businesas
areas, The fivst being Cashbuild, focusing on bulldlng
material and wholesale distribution. The second belng
XHomecentre, concentrating on tha retail trade of buillding
materials, home improvement products and "Do-it-yourself?

merchant lines.
The group has nine directors and operationally is headed up
by director and Chlef EBExecutive OQFfflcer (C.E.Q} @Gerald

Haumant.

The C,E.0. has seven portfollos reporting to him directly,
detailed as followd:

1) General Manager (Director)
{Regponaible for Caghbuilcd)

2) BnB Homecentre General Managexr
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Kwazulu / Natal : - gix branches
Ragstern Cape - twelve branches
Wesktern Cape - oftie branch

This brings a total of 72 Cashbuild outleta of which 56 are
in South Africa,.

The retall Homecentres congigt of eight outlets in total, one
of which is in Lesotho, two are in the Northern Trangvaal,
one in the Weastern Transvaal, one in Gauteny, one in the
Orange Free State, one in Xwazulu/Natal and one in che

Eagterr Cape.

The group head office is currently based in Aeroton, located

to the south of Tohannesburyg.

The business ls targeted essentialiy (but not solely) at the
black market and in most cases specifically rural dwellerws,
Caahbuild Ltd is owned £2.07% by Pepkor with its remaining
" #hareholding being divided as follows:

_.___,._._‘._.,_,._.___, _,_,.__ _5“.......,.-\__-‘..,._ N ..

g
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houaing have gonz e large devalopars and corporates.  Many
RUP budgsts ave dipeated gpecifizally at largs naaufactirers

and not atr rhe wholagzlay or bullding sepgliss marciants,

An example of a ourrent project undartaksn b;ﬁ Cashbuild vndey
the direstion of Wandigile, is ths Botaleng Davelopmant neay
Springa, where Cashhuliid has szt up & bran .. Ten peroent of
the profito of that branch will be given back int~ the
comtunity for thair developmant. The projset so far is very
amall but iz growing and aims to be a model for fsture
partnerships between colwunities and Cashbuild to take

advantage of ADP spending.

Wandisila believes that the reason that there are ne black
Bxouubives in not because of the lack of ability of many
black managers but rather because the Executlve has not
faeuﬂad' on this lgsue for wmany years. His +views on
participation reveal that ik works very well at lower levels
in the organipation however at the more senier level, the
focun is more autoeratic, Participatlon for Wandislile ccounp
for lssues that relata to dally work life and branch
oporakion, however, more strateglc issues do not enjoy the
pame partlelpation and consultation ar vevealed by the table
balow, which 1s how Wandliglle describes branch level

poarticipation:
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speclalising in company systems, He waz appoi:ited in

November 1994 as a New Business Developmant Manager.

Wandigile's view of the Executive is demonstrated by the key
contrast e sees between Cashbuild and Unitrans. Suwumarised

ag follows:

"In Cashbuild everybody has and often uses direct access to
the Managing Director from. all levela", The sadond
difference is that workplace daclalons are taken by all, a
process which Wandisile admits can sametlmes be ‘longwinded’,
The final point is that Wanliisile acknowledges the presence
of moxe human empathy than in any company he has come adross.
hit really does feel like a large famlly", an important

gtatement demonstrating the communal orientation.

Wandisile FEindes that the Caahbulld system. fits wvery
comfortably with hls family and childhood wvalues. He
expressed that in Cashbuild emphasis on training and human
devalopmant is very real and taksn far mora seriously than it
wag abt Unitrana. Some of the priorities in his particular
role as New Business Development Manager demonstrates the
focus of his work on taking advantage of the RDF and a growth
in congtruction spending and houslng. Up until thisg date
vory llittle has bkeen done in thim area, The RDP is not
geared for Cash ‘n Caxry. The services that a company like

Cashbuild can provide hava been overlooked and contracts for

‘,.4._.-_.,_.._.._.....w._..h-..-w\,..,_..___....




71,
in the past. However, his overall nature can be best
illustrated with the example of when he was awarded a
personal bonus of RLOO 000 f£rom the Cashbuild Board for
axcellent performance during a partlcular year. Gerald took
this money and divided it egually amongst all Cashbuild

employeas,

Gerald has also launched a cne car policy, (VW Jettas for all
managers) . In making decisions he always congideras the
effeckts on the majority of people in the company and welghs
up this wvariable againgt harder business demands, often.
without much regard for managers. He hae often opted not to
take an inereame Iin salary when performance has been

marginal,

o I ve inee Degi [ is
e of the designate Exegutlve memberm was alge interviewed,
providing an interepting view. His name ie Wandimile
Goliatk. Wandisille ig 26 years old and was born into a
famlly of five people in Ultenhage. In 1587 Wandleile went
to Rhodes Unlversity where he obtained & Bachelor of
Econonles. Stralght after Univerasity, Wandisile worked for
1% years ap a legturer at Bethal College. Thereafter his
father wan transferred to Gauteny. He moved with his family
gnd took up a Job at Unitrans e a tralnee manager. He
ptayed Iin that company for one year and one month aftexr which
e Joined Casghbulld as a technical training offlecer
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‘tokenlam’ in ite afflrmative actlon drive, this does happen
and people are placed in positions or given oppeortunities
purely because of thelr race and not because of thelr
abilities. Whilst he has no problem with this, he claims
that Cashbuild should be more open and honest about this

conduat: .

He admits that tanglble benefit has been gained howaver, from
the participative process in terms of gaining coumitment
especlally during difficult times where employusas are asked
to go "the extra mile". The exclusion of unions or the
reduatlon of union actlvity in the company is also ancothern
beneflt which he has seen. He continues further stat .ng that
as the participative process develops, it bacomes easier

because trust is constantly kailt up,

CED, Prortlle

The moat dowinating person on the Bxeoutive 1s of course, the
Chief Executilive Officer, Gerald Haumant. Gerald ia of French
origin and a Chemical Engineer by professlon, He has
travelled and worked extenglvely throughout Africa and can be
bept described as a highly respected man and truly oredible
leader with a strong sense of humanity, and a demanding

gtyla,

Some Executive membars will desaribe him as keing woody and

holdlay grudges agalnst people he may have had confliets with

PR . - i e e o B adnl e m e s
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own momentum without the constant puun of the Bxuoutive, He
goes on to stresg that there is a very definite formal
expectation on the conduct of Hrecutive members, "*f one was
to be too individualistic and break away ‘vom the group
congensus, one would become lesclabted wvery oqulaekliyn, He
¢laims that this fagtor has contributed ¢ the reslignation of
many Executive members., OFf the ten Executive members in
16892, only two still remaln with the Executive teday, A
second contributory factor to the apparent high turnover of
Executlive personnel ie the comparatively low remuneration
that people at that level receive as compared with the
colleaguea in othar organlpations at asimilar levels. He
remembers years where salary lncreasas at lower levels have
been ag high as 20%, whexe Executive increases have only been

5% duwrxing the same year.

As the oxganisation grows larger; there is an increaping lask
of tolerance to Individualism and entrepreneurial £lair.
Thig Executlve member oxitlciges further by saying that 'a
large portion of Executive performance is measured according
to corporate culture readings taken by Human Resource

Managers who are often subjective in thelr ratings",

The posltive aspest of the company he claime "ig the
opportunity to develop other people!, which prevides great
perasnal satisfaction, He claims however that while

Cashbulld may not formally embark upon ‘windew dressing’ o
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recent political unrest has spillled over into Cashbuild
brauches that are unionised. These branches are typlfled by
high shrinkage and low stock turn performance. He indicates
a specific growth in union activity in that province since
the end of the elections. This problem is further compounded
by the fact that the company has grown toc large and it is
becoming increasingly difficult to maintain the clome contact
with employees at branch level, a factor that Karl regarde as

baing esgential for meaningful partielpatlon.

In reallty, Karl admits that partilcipation at branch lavel
ravolves chiefly around tea and coffee lspues and to a lesasr
extent, arousd operational issues wilth the Venturecomm.
There is very little participative loput at branch level on

ghrategic lssues,

fount tervie

The last member of the Exesutive lnterviewed asked to remain
nameless. He ptated that the Executive operates ag a big
famlly which, whilst being a positive thing, has negative
drawhacike . Differencss of opinion and teo wmuch of an
individualietic style ls usually frowned upon., One ls forasd
t¢ become too wmuach of a teawm player and ghow too much

congangus .

He balieves that the Cashbuild culture iy driven by the
Executive and is convineced that it will net continuve with its
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philanthropic human values, which he zees as being lmportant.

Rarl believes that the original dream of Albert Koopman wag
to have a happy, healthy workplace where pecple wera treated
with dignity and regpect, and in zreturn to obtain greater
performance from both individuals and the organisation as a
direct result of the democratic processes. Xarl admits that
this haz been achleved to a great exXtent, however, certain
barxiers inhikit that original goal. Firstly, the size of
the company and secondly, the poor education leval of many
employees, For Karl, the usjor threat to the Cashbuild
mathodology and philosophy is the poor sophistication of many
employeas who are unable to grasp basice business concepts.
Ag a result, this will hamper participation. The poor level
of understanding is a zreallty that zegquires time and

resources that Castibilld cannot afford,

All declsions are based on a balance. Bonuges are Heen as &
balance betwean performance and reward on an equitiable basis,
Tha key benefits for Karl of the Cashbulld philosophy ia the
lack of thirxd party intepvention in the workplace and the
sbllity of the company to davelep people from within. AaAs an
example, ha cltes six reglonal managers that have devaloped
from the shopfloor, Karl is not opposed to unions. In his
view uniong are "a good thing in theoxy, however, in reallty,
their agendas are not always for tha bhenefit of the company

or the smployee", He ciltes examples in Kwazulu Natal where
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ig 35 yeare old and llke, Dave Henderson, was born and
ediicated in Zimbabwe. He then <ame to Durban University to
gtudy Mechanical Engineering. During 1984 he wmoved
permanently to South Afrloa where he married a South Afxlcan,
His first job in Zouth Africa wam for Sanlam #s a technical
consultant. He oceupled this position for two years,
following which he joined Caghbuild as a trainee manager in

Klerksdorp.

Karl comments that Albexrt Koopman actively sought to employ
ex-Almbabweans during that time because it was evidenced that
they were batter able to identify with him and his value
gystem. Kaxl, like Dave Henderson, ls very comfortable with
the Cashbulld culture and there is no conflict between his

pareonal values and those of the organisatilon.

gimilarly te Dave, Karl comments that Cashbuild in 1984 i
very different to Cashbuilld in 1998, In 1984 the culture was
moxe perponal, more spontansous and entrepreneurial. It has
begome more structured and bureaugratice over time. Karl
reflacts that during mid B80's, Cashbuild was the anomaly,
‘they were the outcasts’, Today, they stlll see themselves
as being different, however they are the ‘role modals’ to
follow., He doms have a deep manse of purposs in worling for
the company. He helivves ocompany’'s philosophies and
participative stylea achleve two key goalp: Flrstly, they
achieve Dbetter reaults and secondly, they epatisgfy

-
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ig 35 years old and like, Dave Henderson, was born and
educated in Zimbabwe. He then came teo Durban University to
ptudy Mochanleal Englnearing. During 1984 he moved
permanently to South Africa where he married a Scuth African.
His first job in South Africa was for Sanlam as a technical
consultant, He ocoupled this positicn for twe years,
following which he joined Cashbuild ag a trainee managar in

KRlaxksdorp.

Rarl comments that Albert Koopman altively sought to employ
ex~Zimbrbweans during that time because it was evidenced that
they were better able to ldentify with him and his value
system. Kavl, like Dave Henderson, ig very comfartable with
the Cashbuild culture and there is no conflict beuween his

permonal values and those of the organisatiom.

Similarly to Déve, Rarl comments Ehat Cashbulld in 1984 is
very differant to Cashbuild in 1995, TIn 1984 the culbure was
mora persoral, more spontanecus and entrepreneurlal, It has
bacome more structured and burxeaucratic over time. Karl
refilacts that during mid 80'g, Cashbuild was the anomaly,
‘they were the outwvasts!’, Today, they still see themsalves
a8 belng different, howevar they ave the ‘role models’ to
follow. He deoeg have a deep mense of purpose in working for
the gompany. Ho belleves company’s philosophles and
particlpative styles achieve twe key goals: Fixatly, they

achieve better resulte and secondly, they satlsfy
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apparent conflict between fairness and emplovee develbpment
on one side and cificiency and business performance on the
othexr, The trade-off is very often time. Nick fiels that
Cashbulld is in a niche wmarket which it dominates. Howevar,
- he bglievea if intense competitlon had te enter that markét,
more compromlse would be seen on the paople development foous
of the business which would be lessened in order to sustain
regults., The reason he glalms is that "it just takes too
long"; and he often wonderas 1f the prlce paid in time ls

worth the benefits, namely co-oparation from employees.

Nick also indlcates that the time and effort required by a
Caghbuild Executive member £far exceeds the remuneration
received, espiolally when remuneration is compared with
Executives at a similar level in other organisations, He
pays quite amphatically, "one does not work for Cashbuild to
become wealthy, but there has to be something else hexe".
For Nick, it is the gpirit of camaraderie and teamwork, in
his werdes, "I enjoy working here and I enjoy the people I
woxrk withh,

For Nilck the ideal charactexisptics to esucceed in the
organisation arxe flexible wmanagement, expertlse and the

- ability to get on well with people.

The next Executive member lnterxviewaed is Karl Kneppers. Karl

L¥s
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certainly aid to facilitate closer contact as the company
grows . Dave's chief concern however i3 that as the
organisation develops it will change ite focug and loga gome
of its founding philosophies as a direct result of the size
increase. To this prablem, Dave has no answer.
Jele) ervi

The newest member to the Hxecutive is Nick Argo. Nick is a
regional manager who ran his own building supplies company
which he sold bhefore sjoining Cashbuild. Nick desceribes

himself as a successful entrepreneur who joined Cashbuild for

a more mtable lifestyle. His views on the Executive and its

operations differ somewhat to those of Dave. Nick sees

Cashbulld as being too systematic and too bureaucratid.

However, an extremely positive point that Nick stresses about
the way decisions are made in the Executive pertains directly
to the getting of annual strategy, Strategies are aebt
individually at branch level. These are then transglated to
regional and then divisional strategies which are tabled and
the key strategies and lszsues are brought to the Executive
for discusegion. BAs a result, gtrategic decision making is
pushed from the bottom up. 'This provides much flexibility
and effectivenasa at branch level without too wmany

congtraints from the centre.

A major lssue that Niock sees with the organisation is rhe

__.__q...-_.___._-...-“,.._...,,_
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The positive regult, he comments, is that very often what
would be major ¢rucial problems in other organisations are
often sorted out in a few days. BAn example he gives is the
way in which salary increases are discussed in the Great
Indaba with very little argument. Dave comments further that
the attentlon given at low levels rasults in many employees
being devoted and ocommitted to the company, not only in
sentiment but in activity too. Very often branches will be
asked to wofk over-time and never is there a nv~hts  relating
to this. When a branch has teo be moved to arother ares,
employees offer very little resistance and understand that

the move is for the benefit of the company.

The cverall encompassing benefit of the Executive style is
the trust factor. There is very little politilcking or second
gusssing. The Executlve and the entire company trust Gerald
Haumant totally and as a result, B0 too ara.the individual
Executive Managers trusted by thelr direct reportees and by

the entire workforce.

Dave sees tha future of the Executive functlon and the future
of the company cont :iuing on a similar track to that of the
past. However, the growth of the organisation will
necasaitate better information technology being introduced.
It becomes increasingly difficult to participate at lowesr
lavels with the numbers of employees growlng, therafore

technology such as H-mail and Multi-media for training weuld

e
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took longer to vote on, and members of the Executive had to
Limit questions asked. As the day wore on the room became
nolsier, with people becoming far lese focused on the
presentations and many private discussions started,T.ere was
A tense moment during the day which demonstrated the
legitimacy of the Gdreat Indaba, as well as the support

management enjoys from majoxity of staff,

The incident oscurred when a union representatlive from a

Mdonized branch in Kwazulu Natal stood up to sgpeak. The

reprenantative quoted from the Labour Relations Act and.

stated that any proposal that was agreed to in this forum
would not be binding upon hig branch, Marius regponded to
the statewent saying that the Executive recognized the rights
of that bzanch and that the Executive woald be happy to
negotiate pepavately with that branch. 2As the day contipued
the reprasentative got up and spoke more aggressively against
the legitimzey of the foruwm., Gerald, the CEO, eventually
gtood up and remindad the Unlon man that his branch did not
have to adhere to any principles agreed, and that he wab
invited to the forum as an ohaerver, Gerald’s statement was
met with a very enthusiastie cheer and applause £rom averyone

in the room. After that the representative xemained silent,

{It was discovered later that the branch in question was
puffering from high shrinkage and that all ita members wara
to ba subjeocted to an caguizy.)
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asked questions ag to who was ko gualify for a houming loan
scheme and how they would qualify., After the debate which
lagted about 15 minutes. The Financial Director then asked
the poople to vota, There was an overwhelming majority votsa
of 84% in favour of malntaining the budget for the housing
loan scheme at R4 millioh.

The honesty of the Financial Direcior’s presentation must be
highlighted, Thexe was ne attempt to cover up
misrepresentary facts, The digcussien after his presantation
and prior to voting, rev:ialed that many dslegates had
prepared themselves for the day, and the questiona asked
damongtrated an advanced knowledge of businese understanding

by many employses,

When he left the podium there was a warm applause, many
¢haers and & feellng of goodwill amonget all employees. The
day centinued in much the same way with different Hxacutive
portfelic helders presemting  informatlon, chaleing
dipousplions and co-ordinating weting aa various proposale
ware accepted and xejected duxing the aourse of the day. AL
lunchtime everyons went to the hotel xestourant. There was

a celelratory feeling throughout tho meal,

Tha atmosphere after lunch was fax leas formal thon it hod
bern dn the morning, with liveller debate ag people became

mere rolaxed. A negative aspect of thile was that proposnls
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The first issue on the agenda was a general discussion by
Marius on affirmative action, explaiuing cthat although the
company does not have a formal affirmative action quota
policy, but it does, however, need to addrews imbulances in
davelopment. Marius explained the dangevs of affirmative
action with regard to poor performing employees belng
unfairly promcted to senior pesitions and expressed aome
pogitive gteps that would be taken such as developmoant of
people and mentorship. He gave an explanation of what tha
required resources would be and how the process would unfold
in the coming year, There wag general discuaslon on thin,
but evorybody was in agreement that some sort of afflrmative
action developmant programme should be formallzed, The losue
was ¢loped at that. Marlus recelved a warm round of applause

when he left the podium.

Hie plage was then taken hy the Finanedal Director, who has
bean with the company for several yeaxs. He ilp of Scottigh
depcent and spoke wit! a warm Scottish accent He aspoke
about a housing scheme, and otarted off his presentation by
saying that the BExecukive felt that R 4 millien should ba
kept aside for the lousing scheme Lor 1995, He then
explained in a lot of detail, using prasentatlon overheads,

what the current financial poaition of the company was, Ha

~gtraepsed that 1f more than R4 millien wae kept for thip
purpose it could endanger the cashflow of the scompuny. When
he had findshed his presentation a fow people in the audience

I
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overarowded. The proceading were startaed by Mariua Bisrman,
Divisional Human Regource Manager for Cashbuild. Marius
started with the Cashbulld buzz, a kind of dance which was
developed during Albert Koopman’'s time and still has great
significance and meaning in the company today. Basloally
deseribed, all delegates then rime ko theix feet and started
to make a buzzing sound as they crouch down with arme out
stretehed and then as the leader junped up, so too did all
delegates and shouting out U"Cashbulld"., This seemed o
lighten up the atmoophere quite considerably and once all
poople had baken thelr seats and settled down agailn, Marius
spake,. He staxted by drawing analogies between Cashbulld and
the New Ssubh Africa, paving how the @Great Indaba and the
importance of the next three days were analogous to a
Goverpnment of Natlonal Unity in the country. Marius spoke
akbout  demoeracy and voting as well as the ddeals of
transparency. He mentloned how all lasues, facts and Elgures
in the workboolk had been audited by independent auditors and
saveral chosen wmewbers of Venturecomma. He had confirmed

that sverything printed was indeed factual,

gerald Houmant, the C.E.0:, kept a very low proflile during
thio opening speech. He sat with wany of the employees,
whilot mopt of the managexe sat at a table towairds the back

of the conferance room.
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igsues in the document. 8o, the Great Indaba la a process of
making declolons where eoverybody 4n  the Cashbulld

o¥ganlsation ham contributed. A vote 18 taken on all

proposals after extensive debate. Decisions are taken as

pegitive if there 1z 75% wmajorxity vote. In the event of a
BO% plusg vote, but a less than 75% vote, the issue ls then
rodiscusoed and a gecond and final vote is taken. If a
propc 9al recelves balow 50% on rhe £iwst count, ox below 75%
on the pecond count, 1t is then rejected. Voting is by show
¢f hando and reprepentatives vote on behalf of their branch
gellonguas.

4.3.2 Jone Team Ons Nation®

the rxeopeawrcher had the opportunity to attend the 1994 Great
Indoka., Bvery Indaba haeg a theme and for 1994, this was ‘One
Taam, One Nation’. The venue wag the Protea Gardens Hotel ir
Hillbrow. The Indaba started on a Saturday merning and ended
on tha Monday aevening, spanning a total of three daya. Al
dalegates abtending had checked 4in the Friday night
baferchand. The atmosphore at 08h00 on Saturday morxuning was
rolaxed, yot gerlous. Moot of the delegaces attendlng wore
gpan~-neck Cachbulld shirts and easwal type trousers or jeans.
Nobody wore a tlae, Managament and omployeas lntermingled and
ena couldn’t tall the differcnce hetween the two.

By 08h30 peeple had ptartked to take thelr peatg in the

conforence xoom which wan (with 32300 delogates) rather
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Great Indaba.

The work-hook format starts off with a quaﬁtion, for example,
in the case of housing loan achemes, The question willl be:
"How much meney will the c¢ompany dedicate to houslng luan
pehemes, and how will somebody qualify for a housing loan?!
After the duestlon there will be a detailed summary of the
information pertaining teo that iIssue. This will typically
lnclude financial detalls, historieal detalls, market-ralataed
detalls and auy other direct relevant information, At the
end of the summary is a question: 'Should the housing loan
goheme be valld for peopla whe have been in the company fox

more than five yeare, Yee or No?

All Venturecomms axre issued with the summazy document & month
bafore thae Great indoba where in :he next 30 days they have
Lo, during work time, debate and decide with the enbire
branchh each and every issue documented in the booklet. IE a
particular point or issue requlres further elabeoration or
more detall, then the Venturecomm or any employee gan ask the
Branech Manager or any Regional Human Regource Manager to

provide additional information.

The objective is that by the time the Great Indaba comes,
gverybody in the company has had a say and all the
Venturacomm repregentatives who willl ba attending tha Indaba

have a record of how each branch feels about the different

N




79
The negative aspects of the ‘Southern’ element of the
Executive are filrgtly the evidence of subtle exclusion of

non-~gonforming mombers, and secondly the great time pressure

imposed by & culture that expects interaction at all levels,

4.3 AN GREAT FNDAHA

4.3,1 Rangription

The Great Indaba il arguably the gingle largest demonstration
of Caphbuild’s participative style, The Indaba is a three
day annual forum whera the whole of the Executive, all Branch
Managers, ao well as employce reprasentatlives frem all branch
and Venturauomms got together to disouss imsuwes ranging frem
wage increoges all the way through to affirmative action

policles or housing loan schemas.

Prepavation for a Great Indaba starts 12 meuthe in advance
where the Executive will start te record any major polioy
iobuen or strategic lgsues that coma te the fore during a
year preceding the Great Indaba. These issues are all
recorded., Other lssuen ragorded on the agenda would include
any questlons or major requasts that have been pagsed to the
Exacutive by wvarious Venturecommsa, managera or individual
smployees. ALl of these polnts are summarized to about 30
primc jisouco ond a wmonth before the Great Indaba a work-book
lo compiled by tho Bxecutive and goent to eash bronch. The
work-book will outline the 30 lpeues to be discussed at the

o,
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gtandardized approach of the CEO as well as the geparate
functional reaponalbilities of the EBxeautlve and the

hierarchy ln exiatancé wlithin the entire organisation,

The "Western" orientation 1s less evident and is rupidly
decreasing as the organisation grows. .It is of interest to
note that the degree of entreprencurial freedom within the
Exeoutive ip experienced differently by different members
agcording to their background., Whereas everyone, regardless
of background, hus experlenced a decrense of individual

geopa.,

The "Eastern" orientation ie demenstrated by the common ideal
te continue £o develop the unicue Cashbulld ethos, This
orientation ls aleo ghown by the Executilve’s willingness to
poasition Coshbuild as an interdependent link in the economy,
by forming diveat ties with local communities and Government

agencies,

The "Southexn" orlentation lg illustrated by the famlly-like
style of the Executive Team expressed by the enjoyment of all
mambers Lo work together. A humanlstic element im also the
focus of many of the Execubives' deeislons which aim to
uphold Koopman's legacy. The introduckion and facilitation
of proccspes like the Great Indaba pay testament to thie
fast,
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not use company funds but individual member Ffunde. The
Executiva has a strong sense of moral responsibility towards
its smployees and shareholders and constantly welghe up the

often differming demands of both parties.

Key problems indicated by Executive members xevolve arcund
the extraordinary high worxkload imposed ofl management as a
direct result of the participative approach taken. Several
membere have expressed that decisions take longer than in the
more autocratic organisation and that the time that
Executives nust spend with lower level employees lmpose
furiher pressure. 8Salaries at Bxecutive level are not fully
market related and the demands on a Cashbulld Executive far
exceed those of managers in other organlsations at similar

lavala,

A key digtinguishing factor of the Executive im tha commonly
held agpiration to the creation of a styong team spirit which
seams to be one of tha eingle most motivating factors that

drives the Executlve, liy opesrations and its methodologies.

402!4 ° i-'- :
Although differendes between the Executives interviewed have
been highlighted, certain common themer do emerge which can

ba categorised into Lessems (1994) "Four Worlda",

The "Northern' oxientaticn 1s evident in the asystems and
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organisation is a wreality that is often used by all

employees, He algo hinted briefly that although the

Exsoutive does appear to be a cohesive team, there are

political issues which underlie many Bxecutive decisions, but
he said because of the company ethos, these are far more

underplayed than in moat other companies.

The politicking that is evidenced often bxeaks team spirit
and is fuelled by a hunger for power, however, this is

minimiged by certain key personalities such as the CEO.

In conclusion, Wandisile states that the Cashbuild culture is
heavily influenced by strong or dominant perscnalities in the
Executive. It started with Albert Koopman and now, aeven
though some of the personalities in the Executive may not be
ag outspoken as him, they are gtill dedicated and loyal role
models that inspilre many geople in the company. Wandisile
feels that 1f five kay personalities left the Executive,
Cashbulld would be run as an esntirely different organisation.
This factor along with the growth of the company, are issues
of congern as te the longevity of Cashbulld’s systems and

ethos as they currxently stand.

4.2.3 Summary
An overall pummary of the EHxecutive would veveal a atrong

genge of team splrit amongst most of ite mewbers. If the

Bxecutive atterd any scclal functlons as a group, they will

3
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Ha irddinaven what g ot of sna meval issues that the sompany

fripnn G Lave an underiying business sentiment which e

payn, Lo a wery realistic and not a negative feature at all.

Moflacting the views of the other Executive members Wandisile
waald Like to gee more resources put into staff eduvation and
n minimum adugation entry level of Matrie for all employees
{this lo subseguently being approved). The developwent of
lowar level employees is essential for overall participation.
A pocend iooue that Wendisile would change is the increase of
pdy te penior managexs. “e feels that there is too much
emphaois on lower level salaries, to the exclusion of middle
ond  conlor managament. This has resulted in penior

munagomont salaries being out of line with the market place.

Wandlelloe admits that Cashbuild ir an envia & that will
acvept diverslty very sasily and that the philoscphy is to
pome  degree a  reality. Cashbulld iz a good model of
partivipative managament in South Africa, It also provides
i vood work environment whexe real teamwork is demonstrated
and 1t bovemes @ pleasure to operate in such an environment.
Finally, Wandisile admits that Cashbuild has an open-door

vitlture whore dicect access inte any level of 1he
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TYPE OF BUSINESS

SUBJECT INFORM CONSULT JOINT
DECISION
- MAKING
Quallty of work-life Yo Yey Yes
(Tea & Coffee) _ .
Daily operational Yes Sometimes | Sometimes
issues -
Long term strateglc Sometimes No No
lssues

wandisile states (and this is a view contrary to Dave
Hendexson) that the appointment of managers, setting of
budgets and implementation of aystems all ogour at a
centralized level within the Executive. Whereas
participation at decentralized branch level will involve
itself with more tea and coffee iapues and dally operational

factory.

Wandigsile says that this ls not a bad thing as the company is
developing a skilled pool of management thak will one day be
able to take more tactical decisions at a aecentralized

level.,

Wandlsile agrees with other Executive members, that people
are not developed enough at thisg time to partieipate in
strateglc operational decislons. Wandisile also felt that
the highly systemiged nature of Cashbuild tands to prop up
weak managers who do not take initilative. 'This ia a good

thing whexe there are lower performing managers but can be
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Regource Manager who complles a report for the Group Human
Regource Development Manager. Managerial and Executive

Davelopment 1o monitored in a similar way.

Caghbuillders regord thomselves as self cvitical. They have
from time to time contracted the gervices of extarnal
consultants to help critically anelyze and devalop thed:x
training material, darcl gees it as one of her roles to
constantly keep abreast with current tralning and.deva;opment
trend which 1f utdilized, will be adapted to the unlgque

Cashbuild clroumstances.

4.,4.4 Montornhin and Caveex Dovelopment:

Cashbulld hag a Mantorship Programme that ls monitored by the
Human Regouxce Development Managex at centre but is supported

by the Regional Human Resourge Managera.

Candldates whe henefit from the programme would typically be
Ventureaemn bortfulio heldexs who are natuxally eclected
leadars and who have excelled in thelr Venturecomm duties.
Bnployees who ghow @ keen inbterest in self-devalopment ag
well as puccesaful utilization of the L.C.T.M, eould also be

conaldered for tha mentorshlp programme.

Eleoted sandidates would typleally attend the Career Guldance

Contar. in Springs (o type of dgpenoment Centra). Apbopmpmant

A
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decimion making. In many branches this is a very real
problem. Often participation is poer in a branch, not
kecause of an unwillingness to contribute, but because of a
lack of basic knowledge and information ossentlal for

productive and meaningful dialegus.

Carol admits that for a large number of employees the typss
of basic skilla that are lacking and thersby hampering
participation, revolve around basle literaey and numeracy
skills. Due to limited rescurces, Cashbuild does not supply
these busic akills congidered mo esmsential for Further
development. Carol reveals that "this is not a Cashbuild
problem but rather a South African problem, but we could and

should do more on this arsar,

The Human Resource Development Mamagex, in conjunation with
the Regional Manager, also wco-oxdinutes apeclal projects,
that have hesn decidaed at Executlve Lovel, An example is the
regent ‘Values Campalgn’ which involved the formulatlon and
monitoring of training vourses centred avound the Philosophy
Booklet. Such campaioms have a gpeclfic purxpope and will
have a finite completion datae,

3ll training is eubject Lo wvery exacting monitoring and
neasurement in respect to who hag attended courses and what
have been the beneflts, For examplesn, L,.O.T.M.'z are

monltored by the Venturxeaomm aa well as by the Reglonal Human

"




94
After Branch Managers have attended a training course at the
centre, thay are expected to brief and pass on the salient

features of thelr tyaining to the Venturecomm members,

It i5 the role of the Human Rasource Manager to enpure that
the Venturecomm portfolic h~'der responsible for weakly
branch training ie properly coached on how to train and what

the current trends or issues that should be trained are.

Venturecomm members that show potential and willingness to
bagome Trailnee Managers will be selected by the relevant
branch, regional and Human Resource Reglonal Manager to

attend training courses at the centre.

Similarly, Branch Managers will be nominated by Reglonal and
Human Resource Regilonal Managers Ffor management training
agaording te various needs, hut wiﬁhin the parameterr of the
budgeted training days.

The Springs training centre is algo used by branch staff as
a plte for gpeclfle systems or techniwal training in support

of the waalkly trailning sesslons.

It i stregsed by Carel that for the participative process to
function properly, employees must be skilled, informed and
knowledgeable enough to ba able to gentxibute to hranch leval

T
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organisation.

Management and interperasonal gkllls training is sometimes
conducted at the branch, but mainly at the Caghbhuild Training
Centre in &prings. It le the view of the Executive that
training and development la very much a gtrategic functiun,
at 18 treated ag an integral part of Cashbuild/s functioning.
As a result, the training centre will he relocated to Head

Office in Asroton durlng 1586,

At the tvaining centre in Springs thers are several set
training ecourses which are bought either as a whole or are
adapted from external courses ox even wrltbten in-house.

Examples of some of these courses are:

Conrme Target Audience
Leadexshlp Day " Pfraines, Bransh and

Reglonal Managers

Negotiate to Win ' - All Marnagers

Propentatlon akille - ALl Managers

Reoruitment and Selection - ALl Managers and
Tralnees

- Davaloping Pecple - ALl Managers

fame Managemant - All Managers

Interface Trainlng - Anyene galected to
attend

Management Devalopment

Programne - Reglonal Managers

P
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operstional igsues which fall under the technical training
arena, Every branch has a qopy of the L.C.T.M. for avery job
in the organisation, These documents are avallable to
absolutely anyone., As a regult any amployse can learn at
his/heyx page, any technical issue pertalning to any job that
he/ghe would like to grow into. It is the xole of the Human
Regource Director to co-ordinate the update of the L.C. T M.'s
ag well as to monitor the wsage and progress of wvoluntary
candidates, through the Regional Human Resource Managers. As
2 result Carol knowe neavly everyona at Cashbuild and
interacts with pecple at all levels even though she meports
direatly to the C.E.0,

Ak brahch lavel further training is performed on a weakly
basls by a Venturecomm porcfelio holder for two hours every
week., This training revelves around baslo cachnical skilis,
product knowledge and dugtomer care and is compulsoxy for all
branch membexs. Through the veporte of Reglonal Human
Resource Managers, the Human Rescurce Develepment Manager
monitors the progrems of the Venturecomm training. The
Regional Rosource Manager will support and mondtox the
training directly.

Managtement, snd_Totexy srgonal Skills Training
The Human Resourge Development Managexr has direct
responalbllity for management and intexrpersonal skilla

tralning ag well as ths mentorehip programr:y for the

st = et e sy
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Similarly, Caxol admits that she is receptiva to criticlem

and that her area ieg far from ideal.

4.4,2 otion

The Human Resource Manager has three direct reportees and a
functional link to all Human Rescurce Managers which are
aliocated o cach region and hold the game authority and
hievarchical level as the Reglonal Managers.  These Human
Resource Managers do, however report directly to the

regpective Divisional Head.

The direct mole of the M .an Resource Manager is to wo-
ordinate training, recrultment and career development. This
iz achieved in conjunction with the regional Human Regource

Managexs.,

4.4.2,1 Tralning

Caghbuild's training can be divided inteo threse key areas:
(1) Teehnienl training (2) Managerial trailning and (3)
Interparseonal skills training.

Techniend, trainine

The Human Resource Development Manager ca-ordinates
decantrallzed tralning facilitated by the Learnexr Control
Training Manuales or L.C,T.M.'s »f which there are 14 in the

company. These L,.C.T.M.'p conplet of speuifile systems and
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organigation, She expresses a strong sense of belonging to

the family and she often acknowledges the common sense of -

purpose of the Human Resource and Executive teams,

As a membar of the Exeoutilve, Carol confirms the ilmportance
of the training role in the organisatlion, She has provides
a conslistent and value:l input into virtually all strategic
imgues. Carol Bagatinni claims that the unigueness of her
function in Cashbuild as opposed to any other organisation

revolve around the following three lssues:-

1}  The Human Resource Development funotleon le regarded as
being as important as the operatlons or agcounting

funectlons.

2) The emphasis plaved on the humanigtile and participative
gbyle of Caghbuild’'s cparations,

3). The very real and tangible sense of common purpose that
surrounds the BExecutive regardless of the dlfferent

porefolios held by Exeoutive members,

Carel, whilst being passlonate about het role, does not over
amphasize the contributlon of her functioa, and she openly
admits the shortfalls of her area. Thape revolve malnly
arcund vesource poareity uand the zepultant inability to

develop all employees as she would ldeally prefer.
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where f£actual, tangible data was presented in a logleal

order,

The Bouthern aloment was evident in the discussion and voting
procegses where, everybody had an influence on the cutcome of

the decision.

The Indaba demonstrated an 1 ueresting blend of rational
business presentations grounded in hard facts; and the more

emotional dehate and the mags voting proceass.

4.4.1 Introgduation
Tha Human Resources Department is represented at Exscutive

Level by the Training Mansger who has threae direct reportees
with direct respeonsibility and strategle input regarding

braining and development for the entire group.

Thé position is filled by an overwhelmingly energetic and
enthuslastic person called Carcl Bagattini. Caxol has a
Master of Management Degree and hasg recently married the
previous Human Resocuxce Diractor of Cashbuild who has now
iefit the coupany and whe was responslble fox many of the
organisationte esarly developmenta. Caxel ida deeply
passionata about the Cashbulld methedelogy and she proudly
vagards the company as being different ko any othex
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being given the opportunity to stay at the hotel and ﬁora
importantly, at being able to contribute directly to the
company’s growth, They sald that management was very serious
about their opinions, and lt was now their duty to repoxt
back to their branch colleagues everything that had been

discusped, to ensure that Caghbuild rxemained one big family.

Critice believe thab gvents like the Indaba are token events,
Thig 15 & total misnomer. Whilst the process may be too biyg
and c¢lumey, the proposals dilscusged are very real, and the

voting eystem is very final.

The xesearcher did not witnesa the agreement on annual
inareases but was told lataer that this lgsue was settled in
thirty~-five minutes. This ig in deep contrast to many

companles which spend months in wage dlapute deadlocks.

4.3.5 Qommentary
The Groat Indaba demonstrated e"wuments of a Norxthern and

Bouthern ocrientation to the exelusion of the Western and

Bagtern roled.

The Northern world was demonstrated by the structured format
that the proceedings took, with each tople being dealt with
acgording to a pre-determined agenda. The xoom layout was
the same as a conventlonal conference centre with all chalrs

and tables faclng forward towarde the apeakear’s platform,

g s s et




87
not only the time required at the actual Indaba, but the time
neaded by branchee to dealde on tne proposals, and the time
naedad to develop people to understand some of the more

complex ipsues.

One manager commented that the time and resources regquired

for participatlon ia direct, immediate and measurable whilgt
the benefite are indirect, long-term and relatively
intangible, He felt however that the time spent was worth it
bacause partleipation in whatever form "ls the glue that

holds this place togathart,

4.3.4 Management Opinion

During the afternoon tea-break Branch Managers were asked if
the participative process is really worthwhille to them at the
cuptomer interface; or was Cashbuild’s growth and success
more abtributable to larger business Ffaotors wmuch as
targeting the right market in the right locatiens wilth the
right product., The answexr was to the contwary. Cashbulld
has recently been through a tough economle pexriocd and they
pelieve that it was the enthuslasm of employees that have

kept. the conmpany strong.

The enthusiasm was attributed directly to particlpative
process such as the Great Indaba, The fine) vier in the
Indaba came from employees interviewed from hranches in the

Northern Tzanavaal., They expredsed :helyr appraciation abt

. ) P N



Be
It appears to be a trend at Cashbuild chat when an entire
branch hag been accused of theft, all its employees abandon
the Venturecomm system and join a Union. It must also be
added that thile ie a rare occurrence, and that when people
have been dismizsed as a result of theft, the Union has never

 appealed the decision.

4.3.3 Indaba Critique .

Negative aspects to the Indaba indicate that the forum has
too many participants to successfully engage in the necessary
cdebata., At the beginning of the day people were perhaps too
inhibited to partiocipate and debate was limited and to the
point. As the day wore on the debate increased and many
people were not concentrating on the lssue at hand. One got
an overwhelming impression that many delegates were not
always well prepared and did not fully understand the
discuaslon., This was demonstrated by the fact that only a
minority of the same people asked questions whilst othere
merely voted and some did not even do this after a whila.
(As a result next year’s Indaba will have less people, fewex

proposals and the entlre Indaba will be allocated more time.)

The Indaba highlighted agaln, the problemp reflected upon by
management, namely that paxticipatlion requires large
expendliture in terms of time and rescurces and ag the company

grows in wlze thils hecomes increasingly difficulty. It ls
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shares this responsibility with the Venturecomm.

4.5.2 The Branch Venturegomm and CARE Groups

Venture Commlttiees or Venturecomms were initiated at branzch
level in conmultatisn with employees during 1985, A
Venturecomn ig a growing bedy of five smployees, 8"l of whom
are democratically elected by the entire branch by sacret
baliot for a oneg year period. The only member of Venkuxecomm
not elected in this way le the Branch Manager, who helds the
oparatlons portfolic and who controls "hard" opevationul
varlables, The Branch Msnager mast however inform the rest
of Venturecomm of any decisiona and conslder thoirx input.
The other four portfoliocs are health and welfare; safoty;
H.R. and merchandising or customey oare. The Efsur other
portfolios deal with softar varlables and each individual ie
regspongible for deslsions made in his/her regpective area hut
with consultation with the west of Venturacomm. The antire

Vonturecomn has the autherity te:

' Hire ox £ira otaff by vote (ne lenger the demaln of the
manager)

: To apelot in job allocation, training and promotion,

' To vobe against other taam menbers through u pystem of
no-gonfidence’, who are geen to bwe ln vielaticon of the
company philoaaphy (This aystom las on cccanlon rasulted

in the dismlenal ef Branch Managors) .
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development, caresr path plamming, eystematic asgessment
caentres, oconducting of objectlve surveys, and general

repousting of the industrial climata.

The final ‘Western’ orientatlon is illustzated solely by t.a
fagt that divisional human resourde managers have che
latitude and gecpe to operate in thelr areas in a manner that
each individual preofexg; and to focus on subjective nreas of

work asccording to the praferences of each individual manager.
4.8 REGIONAL AND BRAMOH LEVED

4.8.1 Entrodnation
It ia at Branch level that the true Southarnemm® of

Caghbuild oparates.

Reglonal managers report to Divisicnal Hanagars and are
rapponoible for co-ordinating the operatiens and performonce
of between flva to nine branchos in a partieular geographical

D@0

Tho branches conslst of between elght to fifteen paople, It
would be incorrect to gay that the entire brauch is the gola
vesponalbllity of the Branch Manager. Whilst the Branch
Manoagex is the key llalson betwesn the branch and the
Regional Manoger, and he/phe is alee rospengibleo €or tho

ovarall porfermanee and funotioning of @ branch, he/ohe
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Philonophy Booklet.

In this way several manager have lost their jobs. Tha
industrial relatiena role of the Regional Human Resourae
Manages 1o then te gpuppoert the process thyough training and
voaching, The Industrial Relations wlimate 1s measured
through the uzse of attitude gurveys taken bi-annually for
gvery bronch, ALl dipeiplinary actions are menitored te
agtabligh o trend and to acaeps whether the procedure io

beineg followed.

4.4.7 Commenbary
It ip evident from both the interviews and the observations

that the key focus of the Human Reasurce funchklon reveal an
idealigtie ‘Bagtern’ orientation as demonpstrated by the
contral tagk of the membere of the department to constantly
angure that a developmental oxientation im enhanged in all

aopecto of the erganisatluvn’e operations,

4 ‘Seuthern’ orientation 1 alsoe in evidapce in the specific
team bullding activicles conducted by the function at all
lovelo, The working style of thia division does not
damenntrate the communal approach mo cleavrly sean within the

Exaoutiva.

A great deal of the ‘'‘Northexrn' werld is evideneed by the

pyntematie meaourement and contrxel of lndividual uraining and




106
autherity to alter any principle without a majorlty approtal

of 75% from the entire worxkforca.

The Philonaphy Rooklat im the invisibls cord that ties the
ontire company togethaer., Itoe key principles guids conduct

evaluation durirg a disciplinary hearing.

The brmoklet ig trannlated into eix languagea, and ia given o
and gtudied by every ampleoyso upon joining the company. The
koy prineiples are very broad ldoalo; an example baing: "we

aroe comritted to the creatieon of a non-racial envizonment!.

With the babklet groviding the founding principles the role
of rhe Venturecomm during a disclplinary ig to £ixstly assessg
if the ovidence providad io true and nacondly decilde 1f a key
philogophy principle has beon violatad,

Ao a degree of practicality the entlye Venturecomm nead not
be pragent at an enguiry but at least two-thirds must be

pregent. The diselplinary process ig similar to that of any

athar convontlonal compuny with two kay exceptions. Filrstly,
the Fjudgement in done by a group of électad anpleyeas.,
Secondly, any employee hag the xight to appeal any declslion
to the next level vight up te the CEO, The individual'a
rights do not and hare, anysne can appeal against the
pohaviour of any other employen at any time Lf the appellant
foels that the poroen aceused is gulley of vielating the

e e i v
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intexr-~pergonal relatlonships are understood and adhered to.
The most direotly involved a Human Resource Manager will
bacome in the procese, 1s when he/eshe ls requainted either by
the Venturecomn or by sany employee to be present as an
independent mediator or as the chairperson of an appeal

elatm,

Industrial relations, as it applles to the disciplinary and
grievance procedurs, ie one of the most salient examples of

Cashbuild’s Southern appreoach, Mueh of the authority,

normally vested in a line wmanager to control diswipline and

enforce law, is transformed to a group of demacratically

alected employees from any lavel - the Venturecomm,

Furtharmere, any employee has the right to test the conduct
of any other employee either above or belew them in the
hierarchy, The xight to formally test the conduct and
actlons of anyone above or below onapelf in the organisation
stems From the Philosophy Booklet. This document lp regarded
ag the highest authority within the organisation. The
Philosophy conelists of heliefs, principles, ldeals and morals
that have been Jolntly agreed hetwean managenent and
employeea durlng the time of Alberxt Koopman. The decument ls
roevigad at avery Great Indaba, but very few changea to the
philogophy have cccurred over the years,

Nelther tha Executive ner the company dirsutors have the
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CAREER ADVANCEMENT:

The Divisional Human Resourte Managers report on employee
development. His agmessment will weigh heavily on the
performance appraleal of Branch Managors and Reglonal

Managers,

A trend at Cashbulld has revealed that Hranch Managers who

have a high operation’'s performance, also tend to excel in
employse development. Employees have opportunities through
L.C.T.M’s and chrough Venturecomm portfolio mexrvice to
demonstwrate wlllingness to advance, talent and natural
leadership skills, It is those people, the Human Resource
Manager and PEranch Manager, in conjunction with the
Venturecomm who will elect for Tralnee Management. This
involves attendance to the Assessment Centreg and appointment

& coach and spensor. The trailnee!s progresgg is closely

tracked through regular reports.

INDUSTRIAL RELATIONS:

Industrisl wrelotions is wonitored by the Reglonal Human
Repource Manager. However 1t is seen as an operatlion’s
function which is adminilstered by the Venturecomm. The-
Regional Human Resource Manager measuras the industrilal
relations alimate through sttitude surveys, receiving of all
diselplirary or grlevance procedure minutes. The Human
Ragouras Managex alse coaches and trains employees and the

Venturccomm to eneure that the philosophles of Cashbuilld’s
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conducted and the providing of relevant training material
such ag customer care courses. All weekly training vonducted
by Venturecomm portfolio heads 18 strictly recorded,
detalling times, duration, attendance and content. Tha Human
Regource Manager directe this training, in line with cuxrrent

strategle ilssues,

The other aspect of training at branch level are the Learner
Controlled'Trainer Manuals (L.C.7T.M). There are 14 of these
very baalc work process and system manuals that are designed
to bs understeod by a pexson wlth a Standard eight
quallfization. The process I1s highly systemized into
specific wodules which are examined by wribtten tests and
practical demonatration that 1s evalusted by the Ve +urecomm,
Tha cholee of who would like to study from the L.C.T.M. is up
to any employea, The Human Rasource Manager will council and
guide employees, Pagglng a L.C.T.M., does not however

guarantee promotlon,

Mariue explained that L,C,T.Ms are used more by younger
enployses, and more in certaln branghes where one person
henefity a resulbant snowkall effect 1f encouraged hy that

particular Branch Managex.

L.CTWMe ara an exeellent tool for identifylng talent and an

egsontlial ald for cvareasr development.
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down, this involves six key areas: recrultment, training,
¢arear advancement, industrial training, team building and

other specilifie short-texm projects.

RECRUITMENT:

Reacruitment at Dbranch level starts with the intexnal
advertlsing of a vacancy., Appllosnts are intarviewed by the
Branch Manager and Marius. Having passed both these tests
the applicant ls then interxviewad by the entirs Venturecomm.
Cashbuild has a policy of lnternal advertilsing as a prlority.
Cashbuild alsc has a reorultment policy that prohiblts the
racruitment cf.direct famlly members of current employees.
External applicantes go through the sane procedure = an
internal applicant, but the appointment ¢ontains & three

month probation period.

The Regional Human Resourge Manager also plays a .ola in mote
spenior appointmentsa by asseisting with the Assessment Centre
Operations, Marius stressed that if both the Branch Managex
and himself are satisfied with an applicant, but the
Venturecomm rejeots the Lerson for ady reapon, that candidate

will not ba appointed.

TRATNING:
The Divisional Human Resource Manager lialses strongly wilth
the tralning portfolio holders on the Venbturecommsg in the

various branched. This involven raviewing of tralning

—t
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Industrial Relations Officer. After which he Joined
Caahbuild in his current position Iin May 1991,

There ia nothing unugual about Marius’s past except that he
has demongtrated his ability as a natural leader being a
membex ¢f the University Student Representative Councll and
of the resident House Committee. Marius was fairly
politically active at University. He o<laima that his
politlcal awakeniny was as a direct result of his being on

active mililtary sarvice in Namibila.

It was only when Marius joined Cashbuild that deep rifts were
ereatad between himself and more cohservative members of his
family. Mariu=z had to reconcile much of his conservative up-

bringing with the Cashbuild culture., He describes himself as

a dedicated Afrikaner and a devote Christiasn. His views on

morality slt comfortably with his role in Cashbuild, but he
is ipolated from many of his family and friends. Idke most
successful Cashbuilders, Marius 1s deeply loyal and
passionate to the company and ite Ldeals. Marius has &
unlque role over and above his daily Human Resource role and
that lg "Guardlan of the Philosephy". In his role he
actively promotes the company oculture and ogo-ordinates

awarenesd tralning for new regrults,

Mariue describes hile dally role as belng "to add value to any

agpect of business with specific focus on people"., Broken

I
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each branch. The measurement of these factors ip performed
in a highly objective and rational mannex with the upe of
guestionnaires and surveys. These iluman Resource meagurement
tools are in apparent contrast to the £flexible and
partleipative style of Cashbuild’s management. The precise
measurement ils é direct reflectlon of the C.E.0.'s., Gerald
Huumant’s belief in maintenance of high and specific
gtandaxds; even though standards are always jolntly ageeed.
Regional Human Resources Managers contribute to operatiomal
ipeues too., An example ip an active invelvement in stock
taking. ‘It is strongly apparent when one obsexves a Human
Regource Manager how knowledgalsle and concerned he is about
gtock delivery, Ehe affacts of local competitors and other
gimlliar igaues whioh he will see as a duty to repoft and act

on 1f necessary.

4-4.611 I!La Intergieﬂa

The Regilonal Human Resourdes Manager interviewed and observed
is called Marius Bierman. Marius is 28 years old, he is
marrled and has, like most Human Resource Practitlonevs in
othar companies, an undergraduate and honours fegree in the

Arts with Industrial Pevcholegy being his majox.

Mariug attended school in Three Rivexrs, neaxr Vereeniging, and
wag brought up in a typleal conservative home., He attended
"Rand Afrikaans University after hle millitary sexvice. Risg

firet Jokb after univeralty was at Wonderfrasere ag an
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4,4.6 The Divisional Huinan Redouice Manader
all) regions within Cashbuild have a Divisional Human Resource
Manager who han the same gtatus ag the Reglonal Manager, and
who like the Regional Manager, weports directly to the
respective Divisional Manager. The Reglonal Human Resource
Managers also have a functional reporting line to the Group

Human Resource Devalopment Manager.

The reagon for the equalled status of the Reglonal Human

Resource Manager and the Regional Manager is to xeafflrm

Gashbulld s commitment to the belief that the Human Rasource.

function is ag imroctant as the operation’s funetion., To
further demonstrate this point, the Divisional Manager’s
performance appralsal has a content bass of 80% which
directly xefleots the divisplon’s performance in terms of
Human Resource Development {(colloguially termed “softer! or
intangible issues) The remaining 20% of the appraisal is
the measurement of operational or tangible issueg, This
ratio 1ls however under review and will be discussed in a

later chaptex.

The Reglonal Human Resource Manager develops Human Reéourca
strategy witll the Regional Manager Iin accordance with
executive guidelinea and directien as communlcated by the
group Human Resource Development Manager, The Raglonal Human
Remouree Manager impleménts and audits the culture, level >F

teamwork, individual carser development and training within

e
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Development Manager who im a black.

Carol states that only when the designate is ready will he
take on an Ewxecutive paaition. Currently the Hxecutive
deesignate attends all executive meetings and contributes but
18 not yet a £ull member. e will be the first black

Executive.

At Branch level, Carol weveals that 50% of Dranch Managers
ara Agian, Coloured ox black., This status has evolved Erom
years of nou-ragial policy as opposed to a spewific aim to
promote black Managers. The Venturecomm system has provided
an opportunity for black employees with talent to demonatrate
thedlr ability.

Carol claime that the biggest hinderance to career
development is the lack of basice businesa knowledge and
skill, which is a South African problem that Cashbuild does

not have the resourges to address Eully.

In sgummaxy Cashbuild has a totally non-raclal wview to
prometlon and wall concentrate on the develotuent of
disadvantsged peorle through mentorship, career guldance,
training and Executive deslgnate, The organisation will not
howaver promote wnderquallfied people or ‘window-drase’ in

ordaer to marely £1ll quotas.

[
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that employees could spesk directly to all levels of
management. This appearcd to bhe a rsal novelty £or naw

ragrults,

The researchex ndted‘bhe enthuslast with.which.managers spoke
about a team gpirit and how surprising it was that amployees
would work positively as a team. However wmanagers did not
comment on their freedom to communlcate at any level above

them as being important.

Opposingly employees saw belng free to communicate upwards ag
a real novelty whereas working sds a team at their level wug

gulte narural and unexcelting.

A major positive feoature mentioned by mest staff members wasg
the fact that Cashbulld remunerated highly, and if they
performed woll they could earm saies honuses, One pexpon
indicated that as a divect result of this he often encourased
his friends at his home to buy fxom Cashbulld, Not only dig
enployees appear to undexstand thelr reoles in the Cashbuild
conbext, but they were abla teo influence their vontributionag

and realize & tanglble benefit as a direct remult,

The only negative aspects were raiped by twe Venturecomm
members. 9n member expressed how demanding his role waa. He
had to do hisg job, attand meetinge and perform tralning

funotions and thexe tjust dan't time te do everything
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Employes Interviews
The researcher had opportunity during the day to speak to
several employees both individrally and in small groupe. The
discupwlons did not tend to be highly philosmophical in
nature, and om Koopman had discovered in 1984, the focusm was

on dally woarklife factors.

Employees exprassed that working at Cashbulld was totally
different to working anywhere else. They felt at eame at
Caghbuild and underatood mowve about what was happening around
them, and what thelr individual contribution to tha company

WAE .

Employecsn really appreciated ogcaslong like the Great Indaba
or the annual egoocer Jamborse when they would twavel with

thelr families to Johamnesburg and stay in hotels.

Many amployees sexpressed thely extyeme loyaltles towards
Gerald Haumant who they saw as belng the person that they
work for directly.

Questions surreunding the existences of teamwork and a
communal spivit wersa answered posiltively but without extreme
enthuglasm, It appeared ap if a communal apirit was
gomething natural and not something to become exalted akout
because it wae extraordinary. What did howaver evoke

enthuplastic comment was the seemingly ‘extracrdinary’! way
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clark phoned the Town Council soon after the Hellbron £lood
disasters and offerad Cashbulld’s asgsistance in supplying
building matericla. Thie was an initlative doalded upon by
the Venturesomm and the clerk, Duriﬁg this pericd atock
shrinkages (whieh was asocepsed by morthly stock-takes

conducted by other managers fell) o below 0.4%.

For a aix wmenth peried fifteen black employees with a Mataie,
being the highest qualification between thom, effootiv.ly
conduated operatlona and improved the performance of the
branch., This included ordering ctock, banking money and
sondyct ing training without excessive diroct support £rom the

Reglonal Managey,

After pix monthe a new Manager was appolnted and the only
areas that the Venturecomm had neglected was proper
acheduling of stock ordering ond xotatlon repulting stock-
outs oocurring on poveral occnglons.  Another area of
weakness was administration and recording as well as
budgetary liaison with Head 0£finé. The day to day
oparations function were well exeouted and total trust was

placed in the Venturecomm

In conclusion the Reglonal Manager admitted that people would
nocept the change in South Africa just as he had to accept
ghange at Caghbudld, *because one has no option"., "When

pecple accepted change, they will live easier lives", he added.
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relationship. He hastersd to add that he eventually realized
that you cannot deny the inevitable and one must elthexr adapt
or dlie. As a result of his soul-gearching within Cashbuild
.he hay no problems in coming to terms with the goglal and
politival c¢hange in South Africa, and unlike many of his
Eamily and Eriends he is extremely optimistic about Scuth

Africa’s future.

The responge ag to whethex or not Cashbuild’s values wers the
pame as his own, was rathexr startling., The reply wag, "I
don’t halieve in politics and don’'t think it has a place at
work. 8o long as someons shows me xespe.c as an indlvidual

then I wlll respect him regardless of hia racev,

As to whether there was any bencfit of Cashbuild’s philogophy
from a businesa yp .nt of view, the vesponse was an ewphatic
tof course"., The ‘legend’ of the Welkom branch was then

gited ag an exanple,

In mid 1994 the white Branch Manager at Welkom was dismissed,
ag a result of an effort inltiamted by the Venturacomm,
because he did not adhsre to basic ¢oncepts in the philosophy
boocklet. A replacement was not appolnted for a m®ix month
pariod, leaving that branch to be zun solely by the
Venturecomm., The results werse etaggering, during the alz
munthe turnover rose fxom R 8500 000 te an average of

R 700 000, Thias was dus mainly to the fact that a Coloured

L13
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Managex and five aemployeae wers interviewed.

Realonal. Manader

The Regional Manager is of Afrikasns descent and started by
saying how different and difficult Cashbuild was when he
firet joined the company ag 2 Branch Manager, during the mid-
elghties,

Coming fxeom & vonservatlve Ffamily background, participating
with black pecple did not coma easily to him., He admitted
that it wap many years bafore he felt comfortable enough to
invite a black colleague to his home for a meal. He was not
ipolated £xom hils friends and famlly but avolded any
confrontation by kaeplng work issuea striotly at the
workplace. The reason he stuck with the pogition was because
jobs were hard to come by and he salaxy at Cashbuild was very
good.,

It waw admitted however how many of hie fellow colleagues had
reslgned over the years becaupe they couldn’t adapt to
éashbuild's philesophies, The reason he stayed with the
company and grew to enhance the philosophies and become a
aucceasful Reglonal Manager can be attributed te two key
faotors: IFlrstly, the charisma and enthusiasm of Albext
Koopman was a highly persuasive tool, The gecond factoxr was
glmply a growth of respect for black culture which grew from

years of <liose c¢o-coperation and an intimate working
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where chaire were arranged in a cilrele. The puvpose was to

elect & new Venturecomm for the next twelve months,

Marius chaired the meeting and the Regional Manager and
Branch Manager eat in. . Marius started by explaining my
presance when he was gtopped by an eldexly employee who asked
in broken English why they did not perform the Cashbuild.buzz
which was the custom before any meeting. Marius apologilsed
and averyone stood up and performed the buzz exactly as I had

witnegeged at the Qreat Indaba.

Evaryone then sat down and Marius continued in English, 2an
Interpreter was used for the benefit of two older employees
who were not £luent in English. Maxius explained the
impertance of Venturecomm and the election. After the
minutes of discusslon it was agreed that a secret ballot be
held teo mseeas lf anyone objected to a re-election of the
entlre Venturecomm as it currently gtoed. Employees make a
almple ‘Yes' or ‘No' on a piece of paper, and the result was

an unanimous ‘Yeal!

The neeting was however chavacterized by a relatively low
level of particilpation by most employees, who asimply just

vohéad, without much discousgion.

4.5.4 The Inberviews
During the course ¢f the day the Branch Manager, the Regional
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aspect belng that employees felt the manager did not always
inform them of what wag happening before Lt happened, only

after the avent.

The Reglonal Manager took the information seriously and
raminded the Branch Manager that this was an operatilonal
duty. The Branch Manager claimed that when the pressure ig
on he has to make spot decisions and cannot inform tha branch
until latexr. He did however agree to always consult at least

ane Venturacomm member, who could inform the entire ranch.

There are twelve membars at that branch, and whillst everyone
was busy, there was an apparent lack of urgency about thelr
worlk {Perhaps it wag a quiet day for business), L was
informed later, that Friday wes always wuch busler than any
other day, and that being in the middle of the month business

is normally slow.

Mariug then spent an hour coaching the Venturecomm Human
Resources portfelle holder on =ome themes welating to
enatomer service the. should be focused on in the weekly
training seseions. Marius admitted that he had reviewed all
the Venturecomm minutes the previous night, and that training

wag noticeable in lte absence of mention.

Towards the end of the day a CARE group meeting was held with

the entixe branch. The meeting was held on the shop £loor
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in the township.

I learnt latex that Cashbulld did not deliver goods as a
fixed practicve, but in fact, encouraged small husinessmen to
provide this service. These matellite transport businesses

are guite common in many rural branches,

At about 11h30 the Reglomal Manager had arrived and he was
greeted with the same famills enthusiasm Marius was. He did
a tour awound the branch and spoke to most amployses bafore
antering the Branch Managex’s office. He demonstrated that

he knew much about the employvees’ parsonal life and families.

When the Regional Manager walked into the Branch Manager’s
office to digougs the lpsue about the gompetition, the Branch
Manager called in a Venturecomm member to particlpate in the

dlscussion, The Regional Manager agreed with the strategy

-and sald they should wait Ffor approval from head ofiflce

Lefore proceeding, The Reglonal Manager asked who'e idea the
gtrateyy wae, when he was told it was the Venturecomm's
mambers ldea, he congratulated him in an unpatronizing
manner. He di. not make an lmnmense lssue of the fack that

the idea came from an employee.

By early aftexnoon, Marlus had joined the two managers in the
of flge to process his survey results on the computer. The

regulte revealed a 90% positive score, with the only negative
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ghatve their own ¢ wtoms and values. Whilet people were very
welcoming and honest I felt separate from the high unity that
im demonstrated. 3An example of thie was when Marius started
to conduct his attitude surveys, two employees joked with the
Branch Manager saying, that "now they were golng to get him
back for all the tough times he had given them". HEveryone
laughed gt thle comment.

The next major impression I gained was the desp sense of
pride and long service loyalty demenstrated by employevs.
The people I spoke to were not satlefiad to answer my
questions but wantad to show me around the branch and to tell
me of the, often more than ten years, service they had with

the company.

The branch was extraordinarily tidy, as wag the manéger's
 office., Whilst Marius spocke to individual people, most
eniplayess went about their work in & cheery manner with much
ghouting and laughing to each other across the yard, The
branch had no customers at the time, and most of the activity

was ¢entred around unloading a supply truck.

Cuteide the branch in the cax park was a small plastic tent
with two small vans nearby. The vans were in rather poor
ghape. It was explalned to me by one of the older employees
that the trucks balonged to a black entreprensur who makes

his living by delivering Cashbuilld merchandise to customers

e . i
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and the branch was waiting Ffor approval to continua the

stvategy

I had the oppuriunity to speak to branch members at about
10hlE. I was very surprised to discover that the entire
branch was fully aware of the new competitor and were
coenfident that the strategy to form an alliance with the

retaller would work.

Employees could best be described as highly aggraessive

towards the competitor, and many showad a profound knowledge

of Cashbuild’s hullk buying power, saying that no- one was as
big as Cashbuild and therefore no-one scould buy bullding
ma‘.tarials. in as high quantities and subsequently sa low
prices as Cashbuild., The Venturecomm mempber who knew the
retailer stated that le was wvery willing to enter inte an
alliance with Cashbuild and that it was also in his interest
not only to gell at a lower price because Cashbuild would
supply to hiwm at a reduced rata, but he waa alsc prepared to

lower his margins.

Tha gecond overwhelming impression was that of relaxed
humour., The feeling I gained fxom walking into any Cashbuild
branch or ofifice ims that of a relaxed informality, This is

typlcal of the Southern orientation.

I felt like an outslder to a very tight family unit, who

LM ! I}
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& result the average shrinkage at a Cashbuild branch is 0.4%.

4,5,3 ay i tha . 8 a_Rranch

The best way to illustrate the unique opsrational style of a
Caghbulld branch ig to decide a typical day at a branch, I
arrivad at the Thaban’chu branch at 05h30 on a Wednesday. I
was with Marius Bierman, the Diviplional Human Resources
Manager. The lmmediate impresgion was one of E£rmiliarity,
illustrated by the warm weluome received from all employeas,

who were refecred to by thelr first names by Marius Bierman.

The Branch Manager was in his office and also appeared happy
ko éee Mariueg. 'The manager reported that they _had just
cowpleted a Venturecomm meeting 'E.o discuss the problem of a
competitor who had opened a building supplies store in a mowxe
favourable lo~ation wvery near toe the logal township. The
Caghbuild branch is situated very near to the town centre,
and the majority of ilts customers were Erom the township
geveral kllowmetres away. It was reported that a Venturecamm
member had a cloge friend who was a retailer of bullding

supplles in the township, and who was supplled by Cashbuild.

A atrabtegy was declded by the Venturecomm to lower thelr

prices to the retaller go that he could compete more
favourably with the new competitor in the township. The
Regional Manager had been informed of thils decision and was

on ls way to the branch, A fax had been sent te head offlee
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In areas of conflict the highest authoxity is the philosophy
booklet. The entire Venturecomm iz however accountable to
the CARE group. The CARE (Cashbuildera Aspirations with
Regard to Excellence) group includes all branch membera.
Venturecomm decigiong are digcusged at CARE group a minimum

of once a month or more frequently if reguired,

The entirn CARE group and Venturecomm process is supported
and monitored by the Divisgional H.R, MWanager who conducta
annual, audite aﬁd Hurveys to assess the effectivenass of the
systiem, The H.R. Manager also keaps a decond copy of all
Venturecomm meeting minutes. Resultes of surveys are aent to
each respective Divisgional Manager whera they are used as
part of the Regicnal and Branch Managers' performance

appraisal,

Another major measure of Branch Pefformance lg productivity
which ls measured as gales per employea on a monthly basils.
Sales turnuver is meagured agalnst a set budget. If the
budget le exceeded in any particular month, then the extra
wealth created ls distributed amonygst all branch members.
Some branch managersa lnterviewed indicated that it is not
uncommon for employees to recelve a bonus cheque of £ilve

hundred rand a month for high performance.

Cashbulild aleo has a shrinkage bon. . gsyatem whersby peacple's

bonugee are reduced according to the level of shrinkage, As
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Another trend which was highlighted by the results; is the
comparatively lesa evidenca of the ERagtern and Western

orientation,

While the Executive and Human Resourcs Department express a
degree of Eastern ldealism, this is not reflected at Regional

or Branoh level.

As to the entreprensurial Western Business sphere, elements
are evident at all levela, but as reported by ae‘erai
manigers this ls an orientation in decline, due to dompany
growth., It way often muated that company growth reduged

entrapreneusial ascope and incdreased the use of formal

pystems, with a resultant inorease of a Northern rational

facus,

It 18 of interest to note that the communal, humane Southern
orientation flourishes at lower levels despite the growth of
the company. Thiz iz due te the fact that company growth
involves the development of new branches and not the
inereasing of individuals at an existing branch. The degree
of communallty ig higher in an lsolated rural branch than in

the larger urban head office.

What follows is a summaxy table of .esults indicating the
varying degrees of Western, Northarn, Bastern or Southemn

orlientation as demonstrated in the HExecutive, the Human
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a gmtrong balance between the Southerm and Northern
Orientationsg. Whilst methodologies and operating styles may
be Southern, there is a definite fFormal hierarchy and
gtructure, and employees’ scopa of work are clearly defined
by » aystematie framework, that clearly defines individual
rolea. This seemingly contradictory status Lo effective,

ensuring that the followiny are achleved:

1, Flrm operational standards are understood and adhered to
by all.

2. Weaker manager have a syatem to ald their performance.

3, The wvora governing principles remain communal in

erientatlon.

The result being that people work within a well defined goal,
operational Fframework and focus, but with a style that is
more informal., This allows employees to have a limited
meagure of influence on daily vperational issuves, and greatewx
influence on quallty of worklife, or ‘tea and coffes’ lspues

ag gummarized in the table balow,.

Many managers interviewed revealed that the ldeal state of
managémenh hag not been attained, and many agree that a
partlcipative approach is more strongly evidenced at lowar

levels and with more shoxt~term varilables.
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and people in general was wvery instrumental in
cfeabing the change.

5. The £inal pelnt relatas to ;he goographlcal,
cultural and sociological context in which
Caghbuild waa born. Operating in South Africa,
with ltes myriad of diverse cultures and unique
sowulal divides, provided (and stilll doae provide)
a difficult get of wvaxriables to manage, thus

necessitating an oxiginal approach,

- A overall assessment of Cashbuild aceonding to Lesepem’s
{1994) ‘Four Worlds' ls lllustrated by the following summary
analyalis table.

This research has focused on obgerving, recoxding and
analyzing elements of Afrosentric Southerness evident in
Cashbuild, The analysls has taken place in three main areas,
namely; al: the Executive Lavel; within the Human Reaource

Funetlon and at the Regional and Branch level,

Repults reveal that whilgt the Southeyrn orientation ie
avident throughout the organization, it 1s more wstrongly
demonstrated at lower levela than at Executive lavel,

although it ia a definite focus at all levals,

another major theme in the £indings ie che fact that there Im
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of which it would be difficult to rank the greatexr importance

of any one factor. These factors are:

The nature of Cashhulld’'e customer base ism
predominantly black and most branches awe lecated
in rural areas or small towns. (It would be more
difficult to see a Youthern management approach
evolving in a company that provides exclusive
jewellery originals to white clientale only, for
example) .

The fact that the majority of Casghbulld’'s
amployees are blagk would have also played a great
influence. (Could this have started in a firm of

white acoountants?)

The process of culturel change to a more Souchern
appropah wag got off by thae T"catalyst" griazle that
arose ln 1983, It is nearly imposslble to access
iE the company would have embarked upon its chance
program if 1. wasn’t for the crisis. What the
gripils did do however was to atcelexate the change

and give it a sense of puxpose.

The rourage and personality of Albert Koopman was
a definite motivating factor, His extrveme enerygy,

anthualagm and empathy for employees in particular
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The head of operations and present C.E.0., Gersld Haumant,
also played a part in bringine a SNorthern influence into
Cashbuild from the cutset. Gerald Haumant was born in Nanay,
France in 1946 and trained as a plastics technologlst. He
amigrated to South Africa in 1973 aftar working and
travelling in aeveral African countries, Hauwwant is reputed
for having excellent administrative and organisational
gyastems skills.

The Bastern World

The growth and development of the company for a long terxm
future indicates strongly lts early Eastern world sentiment.
Thiz is also demonstrated by the way Cashbuild started from
early on te create lnterdependent and co-operatilve networks
by building atrongbrelationshipa with Llts wmajor "Royal!
suppliers and lts big cugtomers. It also formed partnerships
with the then central authorities and key companisg ln
Bophuthatewana, Qwa (¢wa, Kwandabele, Lebowa, Iescthe,
Bwaziland and Venda when starting new hranches . in these

areag.
The Southera World
This woxrld is the most distingulshing factor of Cashbuild’s

monagement approach. The communal elements of Cashbulld’s

Southarn orlentation ean be attributed to flve key fuctors,

e e e e e
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Hiptorical Classification

Western Woxld

The'WEstern element ls evidenced by Koopman himself, A
dynamic man born in 1947 to a Western Transvaal Ffarming
family. He had no benefit of any formal tertiary education
but had shown an entrepreneurial flair at a ycung age. This
lg proved Ly the fact that the entire concept of a
professlonal building supplies wholesaler catering to the
black market was his brainchlld. His practical haphazard
method of anhanoing the company and lis management style also

reflects his risk taking and entrepreneurial flair,

The fact that the company was started by a young and dynamic

team who wag glven RL 000 000 and a £ree yelgn also
demonagtrates a larga element of the Western woxld that has

developed in the company,
The Noxthern Werld

cachbuild, whilst keing autonomous, started as a wholly owned
subaidlary on a larger company. It ig assumed thabt the
hierarchical culture of the parent company would have &
limited wmeasure of influence on Cashbuild style, making the

company effectively a Northern elemant,

O VP
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The idealistic ‘Hastern elewent’ ia' not. evident at the
branch. Focus is mainly on day teo day activitles and there
is no mention of a common philosophical ideal. Even the

development of people is individualist in orientation,

What 13 perhaps the most salient feature 1ls the apparent
harshness of the "Southern corientation'. It was xevealed by
a Reglonal and Branch Manager that on occasion a poor
parforming employee was "disciplined" informally without the
manager’s knowledge in a manner much worse than a dismilssal.
Similarly, 1f a black customer ip caught stealing when the
manager is not present the repults can ba extremely hansh.
The formal diseciplinary was the only direct observatlon of

the hardayr aspect of Svuthern manayewsab.

4.6 OVERALL CLASSTIFTCATYON TARLE

In stwdying and analysing the evolution of wmanagement
practices in Caghbuild, the author can identlfy elements of
Lessen’s Westarness, Northernesgs, Eagternede and Southerness.
In order to give a full account of the Cashbuild management
philosophy it is imperative to draw attention to the founding
elements of the four worlds that are evident today. What
follows i& the ressarchers analysis and classification of the
original ingredients in Cashbuild’'s unique style that have
bagome major contyibutory varlaliles in shaping the company

soday.

e, e A e i A i e S
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eituation without knowing all the facts. The Regional
Manager then felt this was a good Eime to adjourn the

discugsion,

4.5.6 Commentary
In ppending time at the branches and speaking to various
people, several galient factors became avident to the

researcher.

Firatly, Cashbuild branches faca the same lssues am any other
buginess, but the degree to which lower level employees
understand these business issues is svrprieingly high by the
author’s standards. Secondly, the good relationship between
management and employees is not .charactarized by the
patronlzing natuxe that is evident in many other busineesmes.
Employses are far more sutspoken and far leds subsgexvient to
management., In turn managemant really listen to employees’

views.

The degree of communal Southern spliit is evident not only in
procegees and rituals such as Venturecowm meetings and the

\Cashbuild buzgz’ but algo in the interactiens between pacple.

The rational Northexrn element and entrepreneurial Western
plament are both highly evident, both in the systems and

measgures ag well as the individual inltilativas respectively.
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The pilence and tension gontinued and eventually the
Venturecomm membar who wasg the oldest and who had not apoken
up until this tine, stood up and sald the accused must be
dismissed. This answer then profnptad the other two members
to justify theilr decimion.

The accused and Branch Manager were c¢alled in and told of the
deagision, The acouped was reminded by the chairperson of his

right to appeal but he gaid he would not do so,

The Branch Manager and accused were agaln asked to leave the
office and the Regional Manager used the opportunlity teo coach
the Venturecomm members on the diseclplinary methodology uging

this case 28 an example.

The Regional Manager stated that he felt the punishment was
too harsh. The reseawcher who was asked his impression,
axpreeged agraement with the Reglonal Manager. A Venturecomm
inembar then replied aggressively towards the response. He
gpald that he dld not enjoy what he had just done, and in fact
the accused was a friend of his who lived olose by his home,
and who he introduced to Cashbulld, He said that the accused
had been given a warning for simllar acts, some months
previously but 1f the Venturecowm kept on warning him t.hay.
would have no credibility with the reat of the branch who are
" well awara of the man’s conduct, The Venturecotm membexr then

stated that the researcher cannot just come in and judge the

ft
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The Reglonal Manager then told the Venturecomm that the

decleion was theirs to make. He explained that they had to

firstly de¢ide ¢u if the accused was gullty and secondly,

what his punishment should be,

The three Venturecomm members then spoke and debated in Zulu
for about 15 minutes. Ocecasionally they stopped to ask the
Reglonal Manager in Englisgh to claxify certain facts such ae
time, from his notes. On one occasion a witness was called
back in by the Venturecomm to repeat his account of the

story.

When the Venturecomm had £inighed debating they turned to the
Branch Manager and one member gald that they unanimously
decided that the accused was guilty. The Regional Manager
then &sked the Venturecomm to decide upon the specific
punighment, and reminded them thaﬁ they could call in the
accuged to hear any mitigating factors., The spokesman for
the Venturesomm said that it was not necessary as they had

decided on the puniahment.

When the Reglonal Manager asked what.the devigion was, there
wad an uncomfortable silence. No-one spoke for about two
wminutea. To break the tension the Manager reminded the
conmittee of thelr xole and duty am well as of the fact that
ghey were demoeratically elected to represent the branch, and

that thelr decigions would rest solsly on thelr conagcious.

e
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The Branch Manager was the plaintiff. The guilty party was
a tempbrary worker who was accused of being drunk at work and

insubordination,

The hearing was chaired by the Regional Manager, Also
present were thrae Venturscomm membars, (The other two

members could not attend due to operational demands).

~ The chairperson opened the proceedings by explaining the

researcher’s presgence and asking the accused and Venturecomm

permission for me to stay. Thiz was granted after a

Venturecomm membar asked for more details of the research.

The chalrperson followed the strigt instiructions provided by
a checklist, which he had in front of him at all times.

The plaintiff or Branch Manager in this case sited exampled
and details of the accused pexson’s behaviour. His daae was
banked up by witnespes which were called in from the £leor
from time to time. The agcused did not argue at all, but was
given an opportunity to state his case, also dalling in

witnegses,

puring this time the chairperson wyote detailed notes and the
Venturecomm was totally silent. The twn sides of the stoxy
took about one hour to complete, after which the accused and

Branch manageor were asked to leave the offige.
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Properlyn,

The gsecond negative aspect was revealed by a young
Venturecomm member who described how, when things were going
well, the Branch Manager was keen to participate and did. go
effectively which was appreciated by all, Howaver when
things did not go well and there was the pressure of
complaining customers or no stock, the Branch Manager acted
in an aggressive manner, and took all the decislona himeelf,
only inforwing the Venturecomm later "when thirjs cooled
down'. The manager was usually very fair and did not act on
his own too often, and when he did, he usually made the right
decision. "rhis im not how the Venturecomm is suppored Lo

operatel" expressad the gpecific member.

The overall impressions gained by the suthor of the
interviews at Branch level were of an uncommonly friendly and
open group of peoplea that showad as much interest in the
regearcher’s presence as the researcher did in thelr work,
but they did not however comment on much outsids the ambit of

their daily work lives.

4.5.5 The Disc'plinary
Several waeks after my wvisglt to Thaban'Chu the author was

invited to witness a disciplinary hearing a: the Aeroton

Branch.




Caghbuild is the leader in its industry and its unique
orientation has definitely played a major zole in this
Buccess, If one recalls the company’'s turning point in 1983
_when it faced a potentially Fatal crisls, it ie safe to
concluda that without its shift in orientation the company

may not exiat today.

Keopnan’s consultancy has successfully implemented similax
approaches in other companies as have consuitants like Peterx
Chrisgtie. What remains digturbing, however is Albert
Koopman'’s recent declaration to move to Canada to continue
his work in an environment wore xeceptlve to his

philoscphies.

_The wrelevance of Cashbuild’s orientation mix to other
organlsations who want to succeed is evidenced, One must be
cautiloned however in claiming that this approach is relevant
For all South Afzlean organisatiors. It must be remembared
tha* gaveral unigue elrcumstancaes led to Cashbuild’s present
clyroumstatice. Theae ﬁre:

y The chaage occurred at a time of crisia.

’ The transformatlon was the sole lnepiration of one
man who wig able to injeot his inpplration te
others who continued his vision.

. The black customer base and majority of the work-
force wag receptive to the changes.

’ Cashbulld was a relatively small company at that
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achieved at lower levels within the oxganization whare pecple

have experienced the greatest hardships.

5.2 APPLICATIONS AND FURTHER RESEARCH

The research reveals that Cashbuild’g Human Resource
Management and overall cultuxe ils indeed a contrlbutoxy
factor to the overall success of the company. Dilemmas and
challenges typified by intense industrial action, affirmative
action, low trust, declining morale, poor productivity and
increasing expectation which face many South Afriean

oxganigations are successfully managed at Caghbuild.

The ‘Southern’ orientation digcovere a successful attempt to

introduce an Afrlcan culture Into the organisation. This _

ocours without lsolation of the egasential Northern, Eastexn
and Western orlentatlons. These provide a crucial balance to

the organisatlen’s culture with an effestive ovarall result,

The other orilentations ensure that the company can operate
guacessfully ln the esgentially Northexrn and Wastern

traditional sSouth Afrlcan economic environment.,

Cachbuild’s ‘Southexn’ approach doss howevar reflact with
greater relevance the wmicre environment of its direct
customer base as well as the macro environment of South

Africa’a new political »eallity.
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fact that it is as yet relatively untested,

When attempting to characterisr rhn more metaphysilcal concept
that made up Hastern or Southern waiagement, differentiation
become practically difficult.

If Bastern management ig concerned with idealiem and Southern
nanagement is concerred with hunandsm, then thexe is a
woakness in olassification, bedause a humandstic focuy ig an
ideal in itself,

There ls also the added complication of the 8South African
reality where due to historical legacles many people in the
workplace wers highly mistreated by any normal glcobal
ghandarde., It occurred to the researcher during the coursge
of the atudy, that many iniriatives pionesred by Cashbuild,
Just amount to treating people with respeot and showlng
interget in people’s ldeas and value systema, This simple
pragtice is in such contrast with our historiecal reality that
the temptation to label such initiatives ap wevelutionaxy ls
very real indeed. Another profound realization is that the
Southern orientation is pawrt of any culture. It exists

within the splrit of avery individual.

In order to truly understand and implement a Southern
orientation one muat create 4 humane gpark within the heart

of every individual. It just so happens that this is easiler
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constantly wefocuming time and other xremources towards
culture or baslc operations as and when the pressures of the
environment demand". It is therefore clearly not a case of

losing one aspect for another.

Development of people and relationships do however come at a
cogt te £lnancial and time resources. The benefit of such a
cost ig not always directly tanglble. One factor is clear
howaver, that in order to achieve a successful ‘Southern’
orientation, a shift in focus is imperative. If the central
focus is on wealth creation, then a Southern orlentation

would fecus on sharing of that wealth,

An acid test on the foous of an organizatlon weuld bhe
realized during a time of ratlonalization where retrenchment
is Aidentified as beilng imperative. A truly Southern
orientation would resist such a strategy and the expense of
proflit., This is an area that Cashbuild would certainly

raslat,

In 1987 culture was the key foous ag that i what the
environment demanded, this may have bean at the axpense of
hard line opaerational factors but in the long run the end and
goal of koth competing arenas in the business are not

axelusive of each other,

2 fundamental critique of Iessem’s Four World Model is the
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that the re-focus was overdue and that the company
desperately needed to address basic operational functions
that were ignored as a result of Human Resources initiatives.
The moot salient answer provided from an Executive member
ravealod that Human Relations and culture are the ‘way’ we do
things, r"they are our in~bred habita that do regquire
reinforcement. What we astually do is sell building supplles
and at this time it is that aspect of Cashbuild that should

be foecusoed upon',

Garoel highlighted that 1t i3 becaupe Caghbuild has so
suecappfully achioved o partlceipative culture that it can now
focus on the basics, wheress other companies are satlll
gurappeling with Affigmative Action lesues and Industrial

unraot,

It would ba faln to conclude that partieipation will compete
with doilly operational and business funotions., It is also
true that succeasful business ig the ultimate goal, The main
alffarence to be stressed is that a breiness foous will gave
a phort term sucuess whereas a participative Eoous willl take

more tima.

For Cashbulld’'s long-term sucecess both are highly necessary
and as Marius Biorman sayn, "It would be ilwmpossible to zee
the full penefits of a lord line business foous without a

partieipotive eulture in ploce, It 48 Just a matiter of
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Qood Human Resources has always beer seen ag a meana to an

end. That and being sound bugineas performance.

Therefore a question must be amked. If a participative
southern cultura vresultz 4in inercased ecommitment and
enthusliasm which in turn should lead to batter individual -nd
company performance, why then is the foous in Cashbuild being
shifted frem these areas to direct business arsan? Does

participation demand more than the bengfits it providea?

“he answer is by no neans ¢lesr out. The Group Training and
Tevelogment Manager, Tavsl Bagatinni says tihe ohift in fogun
ig not ag dramazis as Lt ray sound, and chat it wag a
survival tastics. She adisd that che lavel of teamwnrk wao

SRiil Righ in ohe povgpany and that relaticnships weuld not

La3.tE wlend nEY Be immsrad S ogivpEly reeangibagizad in oa

war DMIFLLATE MENSS IS NS CEY.03tEd T ramdin faneleda sl
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election and method of operation with specific regard to
decision making and the disciplinary process, are adequate

examples of Cashbuild’s strong Southern approach.

This has not evolved as sn acclident and it 15 impoxtant to
| note Cashbuild’'s Management style and culture are a direct
result of much hard work from the Executlve. One of the key
supporting factors 1s the measurement of wmanagerial
performanee, As mentioned before management performance
appraisal is made up of 50% of tangible business performance
critaria and 50% intangible Human Relations and culture

relevant criteria.

It ia vital to know however th&t during 1995 a new ‘Back to
Basica'! campalgn will alm to achieve moxe focus on business
issues such as cost reduction and an lnurease in sales. Thia
foous will be at the expense of Human Relationé development
and will remult in amoagst other things, more focusm on sales
tralning and less on teambuilding as well a9 adjustment of
management appralsal to a 20% Human Regources issues foous

and 80% bussinessilssue focus,

The campalgn iz seen as & whort-term strategy for company
survival, It has been Introduced as a divest response to a
smaller gales increasse than antlaipated due to lethargic

R.D.P. exprnditure.
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CHAPTER FIVE
CONCLUSTON

"Tdeas
Only ihat?
No gutlet?
Incommunicable?
Remain camouflaged
Glossed over
Never in black and white
White influencing black"
Pathisa Nyathi

5.1 BACK_TO Bagsics

The current "Back to Basice" campaign provides an appropriate

lead into the £inn) commentary.

The purpoge of thils wesearch is: Firstly to assess and
categorlze different levels a.d the Human Resource function
of the organisation in terms cof Lagsem’s (1994} "Four World
Model", The second is to evaluate thae business effeqtivensas

of Cashbuild’s unlque approach.

The Southern element of Cashbulld lg evidenced from the
Exequtive right down to branch level. The cperative style,
gulture and ethos of the C,H,0, and the Exeoutive ag well as
the decislon making wmechanism of the Great Indaba demonstrate
the Southerneas at a senior level. &t branch level, the

Venturecomm and CARE group commlttees as well as their
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Bouthern style is evident.

The finance and budgetary process and function ia highly
Northern and Western, whereas due to the nature of the focus,

the Human Regource fFfunction would be more Southern and

Bastern.

It ig imperative that different orientations are realized at
different levels and funcrions so that a wmore wholistic
approach ie employed in order to achieve best results. What
ia also important however, ls that the central philosophy of
Cashbulild is centred around the Southern orientatlon
certainly in terms of overall company eultuxe and operative
style. The central objectives of the company are certainly
centred around profit. It would be wrong however to clalm
that_this was its only reason for existence, but it would

certainly take priority.
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approach can operate in parallel with more comventional
‘Wegtern’, ‘Northern'’ and ‘Eastern’ orlentations, to provide
a contextual African management methodology that hag global

relevance and will best enhanve organizational effectivences.

Thig propomition is more pogitilvely evidenced. There is
dertainly strong evidance of Neirthern, Western and Eastern
orientations and styles operating in parallel with the
Southern orientatiom. The strongest orlentation is the

Northern husiness-sphere which serves a very essential role,

It is clearly evident that the seemingly contrary £our
orientations gan exist within the mame organization. The
participative Venturecomm concept with ltes Southern
orientation exists in harmony witl the highly rational branch
administration system where detailled minutes of Venturescomm
meetings axe sent to the Divisional Human Resource Manager

for reviaw.

The Southern orlentation would best be desecribed as the
gverall governing principle that characterizes the company as
a whole., Other orientations then dominate depending on the

level of the organization and function performed.

At a higher level a wore Northern orlentation prevails,
whereag at lower levels due to the rural setting, smallex

numhers and cultural mlx of employges, a more ovexrtly
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salient being the extraordinaxy operation of the Welkom
branch, as well as the enthusiasm expressed by many branch
members interviewed as various branches and at the Great
Indaba. fThis is demonstrated by the relative lacking of
union or industrial aggression and the apparent sase at which
managers are able to exerclse flexibility in  branc

operation,

The ‘Southern’ orientation is however limited in dts

visibility in other areas. Indeed the adminiztration

activities and executive level focus, show few if any limits
emanating from a Southern orientation. There 18 an overall
perception amoniget most Cashbulld employews at all levels,
that the organizgacion is different, in that it has a more
humanigtic focus., This knowledge (be it perceived or real),
is certalnly a major motivation and source of commitment. AL
lower levels the ocommit.zant at:em from the simple human
recognition and falr treatment that employees anjoy. At a
more senior level there is a feeling of doing the ‘moral’
thing. Thig belief in moral ‘coxrectness’, meems Lo tle in
with the personal values of many senicr s’ interviews,
and is definitely a sgource of comai. ; evan though
Southern management ls not overtly evidenl at a wenlor level,
the fact that, attempts are wmade to follow this orlentation

at lower levelas does insplre many managers,

The second proposition that: The ‘Southern’ nanagement
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SUMMARY ANALYSIS TABLE

Resource division and the Reglonal and Branch level,

_ Westarn Northarn Eastam Southarn
The Exscutive Evident but Highly Exlsts but not | Evident In
tdecreasing avident and a8 a consistent | foous and
with Increasing theme mathodology
company with amongst all but not
growth company members always a
| arowth dirgot priority
The HR Funetlon | Evident in the | Consistant Exprussad More evident
freedom of with tite strongly by the | In focus than
the rational Tralning and the
operatlons measures and | Bevelopment Executive,
displayed by | controls of Manager and but leas
Divisional training and Divisional avident in
Humar LR, Human methodalogy
Hesource Resource and
fManagers Managars functional
L relationships
The Reglonal Exists In Highly Not highly Very highly
and spacific cases | evident In evident, Focus | evident In
Branch Levsl relating to systams, here Is on naturai
local issugz | hlararchy and | praotieal, not methodology
8.4 rellance on Ideotoglicat but always a
competitors head offlce, Issues consclous
and tactical foous
operation
4,7

Az to the first proposition: The ‘Southerh'’ mMmanagement
approach which has a humanistic orientation will be evident
in the organisation which has managed to win the hearts and
minde and subgequently the commitment of its members.

This has been confirmed by saveral examples. The most
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provides food and shelter for its members and their families

as well as a sense of humanity and purpose of being to all
that work within it.

1ts finest contribution may be greater still as it has the
potential to provide ingpiratic. and guidance to all
humankind in the conducting of thelr worklives, giving
meaning and explanation to the excessive demands and dizzy

uncertainty of all our existences.

Qonl0000s

“Though I approve of the goals of humen liberation
and profess love for freedom,
if I do not act on this love it is worthless,

Though I think I can 2]l which way the wind is blowing,
if I let the moment to act pass me by,
I betray the imperative to love,

The people have suffered long; chaxity serves barely
to keep them alive. but charity by itself defuses
the will of the people to act",

So Falth, Love and Hope must abide these three,
but without freedom and dignity
they remain hollow shadows".

Canaan Danang
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time, with a dynamic management team and large

corporate backing,

What must be highlighted though ig that the South Africa of
1983 wae far 1less zreceptive to the changes than the

environment of today.

Further researc¢h could be conducted in other organisations
and industrias to Invescigate the similarity of Human
Regouvce challenges they currently face and those faced by
Koopman in 1983, Research could also be conducted on other
functions and specific activities within Cashbuild such as
the budgetary process or site development strategy to asseas
whether these specifics adhere (5 Caphbulld/s overall

management principles.

The most supportive research would be focused on other large

organdsations that compete in the building suppiiles industry
to asgeas flrstly the difference in Management principles and
gecondly the degree to which these differences contribute to
Capbbuild's wmarket dominance. IF this proves correct ‘and
.the regearcher intuitively believes 1t will) then Castbuild’s
African Management approach can be regarded as a competitive
advantage and a tangible asset (just as goodwill is) that has

raken twelve years to svolve.

perhaps more importantly the company called Cashbuild Limited
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