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ABSTRACT

It is generalty accepted by wu.én resource analysts that a sills
shortage exists at pretar nnd is likely to accelerate in the future.
Surveys indicate that siWiages exist at artisan, technician and
management ievels [l organisations ars to address their currerit and
future human rescurces needs, barriers to better utlisation of their
fiuman resources must 2 removed.

This study adopts an expioratory approach focusing on the percep-
tions of lower and middle management leveis and their subordinate
semi-skilled ard skilled Black employees.

The purposs of the study was to identiy critical factors, as perceived
by White lower and middle management levels as well as semi-skitled
and skilled Black employees, required to run a successful Black
Advancement Programme within specific organisations. The sainpie
consisted of severieen White lower and middie levsi managers and
sixty-three Black semi-skilled and skilled employees. Each participant
comnplated. & & self-administered questionnaire which listed 32 state-
ments reﬂectzng specific Black Advancemant activities. Resprmclents
had fo indicate to what degree they consider the listed dctmtles wilt
influence the future success of the Black Advancement Programme.
Critical factors were identified by comparing the management and

employee perceptions of each listed actwlty .

The results of the research corfirm that management perceive Black

Advancement progress in a significantly more positive way than

employees do. The perceptions of the two groups indicate a statisti-

cally significant difference regarding the foligwing Black Advancement
activities : management clarification of vaiues and corporate commit- ",
ment by top management, strategic human resources planning, line
management ownership and accountatility, targets set or affirmative
action, staff atiitucies, two-way communication, formal training, ad-
dressing discriminatory practices and monitoring and {follow-up,.
These findings correspond with reasons given by Hofmeyr (1989) and
Human (1891) as to why Black Advancement Programmes fail. In
analysing these findings and the literzture it appears that effective Black
Advanzementis highly uniikely if done in isolation. Black Advancement
. Must be part of alarger Human Resource Strategic Plan and the
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implementation and reinforcing of plans and poficies made. Howsver,
being part of a larger Human Resource Strategy implies that Biack
~Advancement should not be a programme on its own, but rather be
part of a strategic Staff Development Programme.
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1.1

CHAPTER |

INTRODUCTION AND ORIENTATION /

¥
F

INTRODUCTION

The purpose of this research is tc identify the difference in perception
batween White lower and middle managers as well as semi-skilled and
skilled Black employees, which. contribute to or detract frdm the
success of a Black Advancement Programme within @ major South
African organssatum The observations by Hofmayr (1389) as to why
many Black Advancement P; rogrammes fail, were used as a basis to
d:sunguash factors coniributing to or detracting from the success cfthe
Black Advancement Programime within The Employment Bureau of
Africa (TEBA). in addition to the issues highlighted by Hofraeyr, further
issues were identified from within TEBAby means of the Nominal Group
Technique involvi g six employees selected from the two emplcyrram
ieveis identified above. A questionngire concerning thess issues was
administered to a sample of 17 managers and 83 Black employees
partfc:patmg in the Biack Advancement Programimne,

Given the shortage of skiled staff and trained managers facing South
Africa (Charoux, 1980; Nel, 1990) and the present key role of White
jower and middlie managers (de Kock, 1990), knowledge of the per-
ceptions of these managers and empioyees, as a refiection of their
commitment to Black Advancement is essential (Durst, 1990). With
reqard to Black Advancement, management commitment is an essen-
tial key, strategic focus for any organisation (Lindequs, 1990).

Project Free Enterprise (1989) ptints out that :
"It is implicit beliefs and values which impact on management and organisa-

tional goals. This means that if the organisation is going to change, the
individuals’ value system must be challenged. Considerable time arnd energy
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needs te e jaf;u.sed on re-shaping individual vaiues and handling the
concomitant fears and anxieties. Failure jo do this might simply result in
the :fmswn, suppamng values and ezmal oﬂpommuy policy beconung

' another inanimate cora*orate mtﬂ'inon. (PrOject Free Entarpnse

1989 47)

\1 &

Thig exploratory study is ;.:nlque in its dual focus on Iower and middle

management levels arg ‘Semni-skilled and skilled Black employees!
perceptions. ~The study attempts ¥z establish those critical factors
require ‘0 run 8 successiul Bisck Advancement Programme within the
Chambe. of Mines and its affiliztes. Results of the study will provide
critical informaticn for the strategic implementation ofequal opportunity
programmes irf other South Afﬁcan orgarii‘éations.

S

Thls chapter will sommonce with’ @ briet statamunt on the krnited

progress made in the advancement of Blacks into skilled and pasticular-
ly management positions and the importance of the research from a
national and organisational perspective. Thé: research question wil
foliow stressing the intent to gather essential information with wiicha
successful Black Advancament strategy can be planned. Theresearch -

methodalogy will be outiry aereaﬁer ‘together with key assumotions |
and definitions of concepts.  Finally, an overview of theldyout of the
research report will be outiined.

THE RESEARCH PROBLEM

Hofmeyr (1989) points out that in 1989 only 5.5% . ; management
positions were occupied by Blacks. In comparison, in the United
States in 1987 onfy 5.2% of the executive positions were occupied by
Blacks, bearing in mind that at that time Blacks comprised some 12%
of the American population. 1t is noteworthy that Charoux (1990) ststes
that in South African in 1982 Blacks constituted some 80% of the overall
population while occupying iess than 2% of management positions.
The difference between these two references is in ftself a reflection of



the overall state of confusion relgmng in orgamsatlom pamupahng in
and recording the progress they make with Black Advancement.

In a papet presented at tha University of Cape Town Graduate &chooi |
of Business in June 1980 cn 'Management Education for the Nineties’,
Hofmeyr (1990) expressed himself as follows : ~ ~

"A feature of the South African condition is that considerabie effort goes
nte forecusting future scenarios and determining what the opzions are for
the country. Future research has became a growth iudistry and has provided
somie thoughi-provoking analyses of the gencral trends and challenges; what
is needed now is a more narrowly-focused exeminaiion of specific areas
within the broader scope of this research. For example, there have been -
ruunerous .analyses of the future human resource requirements of the
| economy, and the critical shortage of skilled and mmwgmal personnel has
been well documented. What has not had enough attention hes been the
research and analysis to dsveloj‘ strategw to meet this challenge {Hot-
meyr 1990:1).

The study of the advancement of Blacks has been an imporiant and
centrai part of the literature on developing sidlled human resources and
managers for the South African economy since the 1970's. Cver the
past docade, a nurnber of studies have been conducted in this regard”
(Boulls, 1978; Hofmeyr, 1962, Human, 1882; Chardux, 1384;
Robertson, 1986; Charoux, 1987; Hofmeyr, 1990) and organisations
have attempted numerous Biauk Advancement Programmes, lts has
become evident that effective Black Advancement is crugial for future
South African economic growth (Louw, 1890; Nel and Nei, 1990).

The study of Black Advancement "rogranimes is complicated by the
confusion between theory and practice. Many orgamsatzons begn |
advancement without awareness of the critical theoretical factors un- "
- derlying successful programmes.

Human (1991) points out that ;



‘.’}"’P"" ’

AN

v, S
e

i

.. these programmes were concemed initiaily with the process of 'Black

Advancement .and centred around the abilities of Bluck people and the

recessity of truining them to fit into White organisationai life. %Me,
the major obstacles 1o the deveicpmeni of Black people were perceived to
be an inferior educational systei~ rnd the hm:tat:ons imposed on Black
people by their culture. Much of i+ <. v work ir this country represented
un asgempt to emjmn and ro expand inis way of thinking which foimed the

basis of a number of training programmes designed specifically to s vercon'e o

rrw%d deficiencies in Blacks" (Human, 1991 1).

The broader impactt the Black Advancement Ftrogrammes are wuem'ed

“to have is reflected by the llowing qucte vy Reilly :

“One of the most important oﬁ-gm':.g'tasks' as crucial to the wzmby’s

stability as it is to the fusure of privasé szterpme, is tg create and develop

non-racil osganisations, manhe:f By well-e‘ducared, trained an campeten:

' F 1 P N
.staﬁ' (Proje e Enterprlqe e:_a{, 989) _ b \\“ﬁ

There are aiso less tangible problems whsc.'a have to do with ernﬂlayea
attitudes, corporate culturé and the socio-political environment.

"Enlightened campahies will continue fo iry to make r(k'f"v‘}resr bui clearly
considerable time, effort and some re-thinking wilf be needed to mq:lmxent
an integrated process vhich brings about meaningful change. " Ad hoc
programmes and isolated changey are not sufficiens” (Hofmeyr, 1989:18).

Praject Free Enterprise (1989) came to the conclusion that :

"

an 'Equal Opportunity Culture’ tendsto. exist more in the minds of senior
management thar: at the coalface in the lower levels - where many old habits
remain deep{v ingrained.. This impiies that Jar greater energy and resources
zed to be directed towards equal opportunity issues ai the operational and

supervisory levels within the organisation.” (Project Fr‘e‘a Entarpnse etal,

1 989‘ B . . \9}.

e
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Manning (1989) concirs on the reed to change middile 'management
attitudes as a precursor to any successful development and expresses
himself as follows :

"Negative attitudes occur at the highest levels of the most progressive
companies. But they are most lethal in the middle, where they're niot so 2asy
to detect; and they're specialiy troublesome a;nong white supewisors, the
critical link with the Black workforce."

e yoeas on to say : "If you thought white managers were stressed now, wait
till the year 2000. The Chief Executive who ignores the challenges of Black
Advancement could be committing business suicide” (Manning, 1589:15).

Finally, Hofmeyr (1982) stated that :

"It would be one-sided to suggest that it is entirely the fault of ( Whm.)
management and companies that Blacks have failed to advance in organisa-
tions 10 any significant degree. If the potential Black manager’s perception
is that Whites are solely .o blame for kis predicament and that there is
nothing he can do to improve the position, then he is unlikely to progress.
The commitment and motivation of both parties is necessary” (Hofmaeyr,
1862:256).

However, the development of human resources is part of both the
individual's growth and the organisation’s growth through coping with
the environment of the orgausation. It cannct be done in isolation, but |
as par of the overall straiegy.

"Strategic development is the identification of needed skills and active
management of employee learning for the long range future in relation to
explicit corporate and business strategies” {Fombrun, Tichy ang Devanna,
1984:159). '

In this regard, a Black Advancernent Programme takes on the critical

role of strategic training and davelopment of disadvantaged groups. It
A3

is within this context that this reséarch aims to identity critical factors
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contributing to or detracting from the success of the presert Black
Advarcement Programme used in TEBA. o

Conssguer.ily, it must be concluded that the successful introduction
and maintenance of a Black Advancement Programme is dependent
amongst other things on the perceptions of middle and lower level
managers as well.as semi-skilled and skilled Black employees.

1.3 RESEARCH QUESTIONS

The results of this study will provide critical information for the strategic
implementation of Black Advancernent Programmes in other South

" African organisations, The research resul; sill also assist in bridging
the gap in understanding the Black Advaricement process between
White lower and mjddl; managers as well s semi-skiled and skilled
Black employees. - o

This exploratory study seeks to answer the 'foHowing questions :

e What factors within TEBA are pe  sived to impact most on thelr ¢

Blach Advancement Programme?

e Arethe perceptions of White middle and lower managers congruent
with thosevnf semi-skilled and skilled Black embloyees?

¢ Whai recommendaticns may be made for inclusion in an Equal
Opportunity Programme?

1.4 LIMITATIONS AND ASSUMPTIONS

* Hofmeyr (1989), based his observations on surveys conducted in
a number of organisations. This research report does not replicate
his research. Instead, it was decided to focus on a South African
organisation that plays a leading role with respect 1o the mining



industry, both nationally and inter-nationally. TEBA, which is tocay
believed to be one of, if not the largest, single employment agency
in the world, operates over an area of Southern Africa roughiy
equivalent in size to Western Europe, bringing mineworkers from
many different countries *< the mines quickly and efficiently, main-
taining links between them and, their families while thev are at work,
pruviding numerous support svyvices and, or course, taking them

hiome again.
P

LR

This huge logistical exercise is carried out from soms 80 regional
offices a and though five documentation centres. TEBA employees
prowde services for about half a miion mineworkers annually
{Gordor, 1987).

Y

The limitation imposed by this choice of a single organisztion is that
it cannot be assumed that tha findings would hoid for every other
South African organisation. A maijor limitation for the research is
inherent in the methodology applied and the logistics involved. In
comparison with interviews, the questionnaires’ ability to probe for
more detailed information is limited. Furthermore, ensuring the
maximum number of ques’ snnaires are returned, aspecially from
the rural areas, proved t0 be a daunting task.

The sample consisted of two distinct steff groups at the crganisation
interface levels, i.e. the ievel where White management mest Black
trginee ranagers. The sample, fairly typical of many Scuth African
crganisations, contains very tew women and only a few skilled
Blacks. Furthermore, the samp!_e spread across international bor-
ders and covered various politica: systems.

These limitations apart, the research allows for meaningtful resuits.
As the participants ali work for the same orgenisation, with a distinct
organisation culture and single employment poiicy, the validity of
tha results is not affected. Should the results conform with the
finding of Hofmeyr {1989), this research and questionnaire will have
rele:. ant applicatior: potential within South African organisations, if



these findings contrast with the Hofmeyr findings, the result will ipad
to the generation of alternative hypotheses. -

1.5 PERCEPTIONS AND RELATED CO“CEPTS

kel

1.5.1

152

introduction

This ressarch focuses on the perceptions regarding Black
Advancement held by White lower-level and middie-leve
managers as wel! as semi-skilled and skilled Blacks within a
specific South African organisation. The overali objective of
this section is to present an overview of this and relatad
concepts. ’

Definition of Perception and its Relevance to Work
Szilagyl ard Wallace {* 0) define perception as :
"the. process by which individuals attend to incoming stimuli gnd

organise or interpret such stirwli into a n.  age that in turs:
indicates an appropriate action or behaviour” (Szilagyi and Wal-

Jace 1980:71), while Reitz (1887) describes perception as

1ollows : "Perception includes all thase processes by which an
individual receives information abovt the environmeni - secing,
tearning, feeling, tasting and smelling.*

“All are important, but in the behaviour of mdmduds in orgarma
tions, the first three - seeing, hearing and feeling - are the d«.‘)&ungrﬂ
senses. The study uof these perceptual processes show thal: @Y
functioning is aff  d by three classes of variables : the ob}edar
events being perceived, the environment i: -vhich perception occurs,
and the individual doing the perceiving " (Reitz 1987:102).
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Perception deals with the individ.:al's view of reality. Interpret-

ing stimtlli leads o the individual forming a certain picture, fi.e.

perception) of his environment. Moregver, Hofmeyr (1982)
argues that perception is & primary mechanism by which
employees interact with and adjust to their jobs, informal
groups and the formal organisation. As aresult, the way Black

- staff, for example, perceive their wok environment, will in-
fluence both their understanding of their work and their be- .+

havi_our at work,

It must be noted that what one individual experisnces or -

perceives from his/her particular vantage point may ba very

different from what another individual experiences in the same

situation. Siivermen (1970) and Schein (1980) point out that
people assign meanings to situations and to°the actions of

. others and react in terms of the interpretation suggested by

these meanings, that is, how they react will depend largely an
how they define‘the situstion. '

in summary then :

"Perception is other than what is physically out there. Yet what is

perceived is reality for the perceiver, the only reality by which he
can guide his behaviour”. (Burns, 1979:32).

Black Advancement

The literature on this subject uses a variety of terms such as
‘Black Advancement’, ‘Affirmative Action’, 'Managing
Diversity' (Human, 1991:11); ‘Equal  Opportunity
Programmes’ (Greenblo, 1891:5; Lane, 1989:2); 'Employee
Advancement Programmes’ (Hofmeyr, 1989:13).

Human (1931} goes on to say that these :
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“are all labels employed, somewhat euphemistically, to describe the
process by means of which Blacks and White women are provided
with the opportunity to participate fully in the organisations and
societies in which they work and live." She then goes on 1o say:
“In order to sedssce complexity,  will generally confine myself to the
development of Black peaple..." {Human, 1991:71).

She goes on to describe i as the process by means of which
Blacks are provided with the opportunity to participate fully in
the organisation and the saciety in which they live and work.

(/,“\ - Project Free Enterprise (1989) refar to this issue as follows :
LL\.‘ e "The term ‘equal opportunity’ has recently superceded the pre-
h 1}‘ viously used 'Black Advancement’ or 'Affirmative Action’. Project

s Free Enterprise, inits 1 985 Report, defined Black Advancement as
S the upward mobility and advancement of Blacks into real,
nmwgenat positions™ (Project Free Enterpnse 1588:1).

“"hjs research concerns itself with 'Black Advancement’ us
def‘r‘ed above. This term is used because this is the term used
by TEBA and secondly, bex.ausa TEBA only considered 'Black
Advancement' 10 apply to Black {Afvican) staff members.

s



11

1.8 HESEARCH REPORT CONTEN'ﬁ' PRESENTATION

The Chapters to follow wili deat with :

Chapter Il
Examines the literature on and recent trends inthe approaches to Black
Advancement Programmes

Chapter il
Describes the research methodology

Chapter IV

Describes the researg:h results

cng,_si» v

Discusses the results in terms of the aims and research questions
Chapter VI

Concludes with recommendations for the applrcatxon of resulm and
future research

This Is followed by the References,ﬁpbendioes and the administered
Questionnaires. '
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CHAFTER Il

BLACK ADVANCEMENT : AN OVERVIEW

INTRODUCTION

A number of themes run through the history of Black Advancement
Programmes in South Africa as described by Coetzee {1990), van der

. Walt (1990), Moolman, (1990}, Falkenberg (1980), Lindegue (1990),
Phillips (1988), Manning, (1989), de Geus (1991}, Adonisi (1931} of
which the following are some of the most important:

e The shortage of managers in South Africa and the small ratio of

managers to subordinates when comparing South Africa with
developed countries is becoming a critical issue.

_South Africa's productivity is'among the lowest of the industrialised
_countries in the Western world. South Africais, in fact, teetering on
 the brink of slipping back into the abyss of poverty, starvation and

disease which characterise the fate of so many Third World
countries.

We are constantly reminded of the fact that the declining reservoir
of white males is insufficient (and will become smaller) to fill South
Africa’s management needs. This traditional reliance places an
unrealistically heavy burden on managerg and it is imperativo that
organisations ook to alternative resources, viz. other popuiation
graups and women, 1o iry and alleviate the situation.

o
by

§
There has also been an escalation in pressures brought to bear bn
orgenisations, especiaily from outside South Africa’s borders, 10
refiect a more realistic ratio between the various population groups
in their management teams. These pressures have been com-
pounded by other factors, such as disinvesiment and sanctions. .
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e Finally, the rapid poiitical and social changes in South Africa itself
havs resuited in a change in the exr .ations of employees and
potential employees.

These combined factors, together with the cyt//allenges facing organisa-
ticns on a global scale (e.g. changes in cuq; omer expectations, global
competition, shrinking communication links and interiinking
aconomies) give some idea of the complex challenges facing South
African organisations. Consequently, South Africa faces a stark choicé
if it wants to survive politically and economically The way to reai rapid.
economic growtn and democracy is in the way we develop and marnage
our human resources (Tucker, 1991).

[
L

CHARACTERISTICS OF HUMAN RESOURCES INSOUTH AFR!CA
2.2.1 Introduction

South Africa has a complex human resources problem as a
resuit of a iong and complex political, economic and socio-cul-
tural history. - The following are characteristics of hurnan condi-
tzons i South Africa:

2.2.2 Factors that wiil Make Change Inevitable
) Demographics : v

Approximately 86% of the cverall population is Black
(Charoux, 1890). This figure can be put into perspective by
studying Table i which presen’s statistics on the South
African poputation.
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TABLE 2.1

FACTORS THAT WILL MAKE CHANGE INEVITAE _E

POPULATION NOW

2010
GRADE ONES  NOW
2010
MATRICS NOW
2010

CONSUMERISM  NOW
2010

 URBANISATION  NOW

1 WHITE FOR EVERY 6 BLACKS
1 WHITE FOR EVERY 10 BLACKS

8% WHITE
3% WHITE

1 WHITE FOR EVERY 1 BLACK
1 WHITE FOR EVERY 6 BLACKS

40 - 50% BLACK
70 - 75% BLACK

50 % OF BLACKS, 90% OF WHITES

2010  7C% OF BLACKS, 90% OF WHITES
MANAGEMENT : b
WORKER RATIOS 1988 1:60
1995 1:72
2000 1:110
DESIRED 1:25
SKILLS SHORTAGE

BY 2000 MANAGEMENT 212 000
| TECHNICAL 200 000

SKILLS TRAINING 23 000 ARTISANS BEING TRAINED iN 1989.
BETWEEN 100 000 AND 150 000 NEEDED.

(Nel and Nei, 1990 : 31)

5
¥
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From Table 2JA it is clear that the Biack population is growing
muchfasterdhtharaﬂocdﬁ 1 (Black-White) in 1889, ncreasing
to 10:1 by2010 Consaqummonlyaltemanvelstoexpect
the rnajonty ©of economically active employses to be drawn from

the Black rzhc;al group to an gven greater extant in the Reture.
. Mdnafgement Worker Ratio

in t{;rms of the management to worker ratio, the South
Afritan occupational structure is concentrated in the fower
levels to & far greater extent than in countries such as tha
United Kingdom or the United States of America (Hofmeyr,
1982). According to Parsons (1988), 5,5% of economically
active South Africans fall into the “high level’ category, while
in the United Kingdorn it is 14,7% and in the United states of
America, 24,7%.

o Disadvantaged Background of Blacks

The Black potential manager comes from a disadvantaged
background, characterised by an inferior education. as was
«  svidenced by the 1989 matric results for Black pupiis.

"Of the 195 Wpupﬁrwbmﬂeﬁwmmmn, only 42%
passed, of which 17 533 gained uriversity entrance” (Charoux,
1990 : 10). “Furthermore, the 1985 census indicates that the

average educational level of the Black production worker is lower

than standard four" {Hirschowitz, 1990 : 33).

2.3 HISTORICAL ISSUES AFFECTING BLACK ADVANCEMENT |

2.3.1 Introduction

One of the major limitations of the activities of any enterprise is
the duty to respect the laws of the country and the dictates of



232

Hugo (1989) explains this issue as follows:

16 o Ty

government labour policy. The latter can have one of two
functions, i.e. either to prevent certain action by private
enterprise or managemert, or to stipulate certain minimum
conditions s actions. This section does not intend to review the
very comprehensive South African code of industrial laws, but
rather, to indicate briefly the types of restrictions placed by this
code upon management.

impact of Legisiation on Black Advancement

"Wisth the election of the Pact Govwrnment in the 1920s, a process
which could be dubbed South Africa’s own k:stoncal precedent for
aﬁinnaave action was set in moaon.

Fane

LAy

"The Pact Government ofHertzogs National Party and Cresswell's

Labour Party created a new Departmint of Labour in 1924, oneof

whaose objectives was specifically to p ‘:wt Whites from Black com-
petition. Inducements included Lomm to companies
whose labour policies entailed le efforts to employ Whites
(¢Jen at the expense of existing Black workers).” (rugo, 1988 : 2)

)
HB continues:

"Statistics attest to the success of these r:mfmd!abourpokm as
they became known. For example between 1924 and 1933 the
ruinber of Whites employed by the South African Railways and
Harbours rose from 4 760 to 17 683 while the number of Black
employees fell from 37 564 to 22 G08.

(Hugo, st al, 1989}

Management Responsibility and African Employment in South
Africa (1973) expand as follows on the issue of legislation:

"At first, certain Acts stipulated mnwnwn standards of performance
which had to be fulfilled by employers wherever the Acts applied.
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Examples are the Factories, Maciinery, and Building Work Act of
1941, which controls the safety, ealth and physical working condi-
tions in factories, the Shops and Offices Act of 1904 which has a
. similar role and the Niines and Works Act. Related to these are the
Workmen's Compensation Act No. 30 of 1941, the Unemplq/

Insurance Act of 1966, and the Masters and Servants Ac( which
stipulated centain obligations in labour contracts. All of & ﬁ;Acrs
did, to some extent, differentiate between racial groups, this
5 not so importani, since they usually stipulated minimum ondlﬂom
upon which employers could improve. However, as

separate amenities, they resricted the freedom of ergpl@rem to act in

a non-racial way."

"On a second level, Acts provided for the negotiating and industrial

council machinery between employers and employees. These in-

cluded the Industrial Conciliation Act of 1956 (which excludes
Blacks from the dzfinitior: of 'worker’), the Baewtu Labour (Settlement
of Disputés) Acts of 1953 and the Wage Act of 1957. These Acts,
which.are deeply entrenched in South African labour history, con-
stituted the framework for a racially differentiated negotiating process
with Blacks laciing formal trade union registration rights, and other
direct bargaining ppportunities.”

{(Managemen? Responsibiity and African Empioyment in South
Africa, Report of a P{Pnd investigation, 1973 : 51)

i I

Hofmeyr '3{1932) and Watts (1985) expand on what could be
termed a third category of Acts, not unrelated to the forner, and

concerned with \):ork reservation and the racial pattern of

employment. This included Clause 77 of the Industrial Concilia-
tion Act of 1956, the Group Areas Act of 1950, the Bantu Laws
Amendinent Act of 1970, the Physical Planning and Utilization of
Resources Act of 1967 as well as administrative vulings (e.g.
Bantu Labour Regulations). These Acts, turthermore, included
the much pubhc:sed three principles ofgovemment labour policy
in this regard, i.e.
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¢ No Blacks supervising a White worker.

s No Blacks subg jtuting a White worker directly.

¢ No common work place for Blacks and Whnt é%ployad
i the same type of jobs.

Both came to the conclesion that the real significance of these
statutes lies in the nature of their enforcement. While there is

generally little doubt in South Africa that employers had 11 .

respect the laws of the country and government policy, consid-
erable flexibility gradually evoived in thq interpretation and ap-
pheation of many of these labour laws. This is a result of market
conditioris, the continuation of the severe shortage of skilled
(White) workers, regional differences in the approach to labour
jegislation, deciining sensitivity by White workers towards Black

competitors and increasing pressure by South African and
foreign critics. | -

it must, however, be stated that since the early 1980'5 (the post

Wiehahn era) labour legisiation has changed uramatically in
South Alrica. Legaslanon does not prevent Blacks from being

. doveloped into whatever position the :ndmdual’s potential al-

233

lows.

in the short term H_dwes not seem as if legislation will be

intreduced to redrecs the situation. Undoubtedly for the next
generation or two the educational disadvantage Blacks have will
require the attention of organisations.

Education and Training | T
Hugo (1988} in his research came.to the conclusion that:

‘A major effori was devoted to educatin: and training Whites to
participate in & society which was undergoing rapid transformation
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away from a rural-based economy. This effort at ma.:s-upk‘j‘ﬁhen‘

was not extended to Blacks, Whites as a gra ip were launched on the

road to univeisal literacy giving them a long head-start over Blacks.

In addition, Whites had the muscle of voting power to support their
. demands to government."

"Race, educational qualifications and political clout were exploited
to ensure the exclusive social advancement of the White sector. The
lessons to be drawn from this are firstly that educational uplifiment
will be indispensable in a Black Advancement environment." =
{Hugo, st al, 1989}

Movirig from the philosophical tc the more practical, leaders in
education and espacially industry and cormnmerce must provide
traitung in relavant technical and managerial competencies,
continuous in-depth interaction with aducatlwal insiitutions and
the formation of interast groups betwaen :ndush'ylcommarce
and education bodies.

Furthermore, iné!ustrylcommerca groups must support the
process of educational reformrand make résources and exper-
tise available at ail levels of education and training.

. '.\"

24 BLACK ADVANCEMENT LESSONS FRO... THE UNITED STATES
_ ANO ZIMBABWE |

2.4.1 tnited States

Hugo (1389) concludes that there are *. umber of lessons to be
learned trom the experience of Biack Advancement in the United
States of America. Summarised these are:



¢ Cemmitment

There must be a clear and unambiguous commitment, in the
form of 2 statement of policy, io Black Advancement by ..
chief executive d‘\‘hpe\r and senior staff of the mganisatmn
and frequent reaffirtnation of that commitment.

¢ Communication

This commitment must be communicated down the hierar-
chy to all staff members. The City of Atia 1, for example
communicated its ‘Affirmative Action -~lan’ through
‘publicity in its in-house magazine, policy inclusion in
empioyee manuals and departmental annual reports,
notices on pay slips, posters in areas accessible to
employees and job applicants and presentation and Jiscus-
sion of the plan as part of the employee Induction and
training programmes.

e Malicious non-Compliance

Firm action must be taken apainst thuse managers or
empioyees whe, through rnalicious non-compiiance or other
means, block the implementation of the prograrmme. Most
resistance tc Black Advancement can be expected at the
lower and supervisory ievels. These are the people most
threatened by the advent of Black Advancement program-
mes because they themselves lack educational qualifica-
tions and g+ ospects for advancement.

+ Management Accountahlllty

Staff in supervisory and man Jenapl positions must be made
accountable for their perfurmﬂuce in the fieid of Black Ad-
vancement. Progress should be monitcred & Jart of their
performance evalustion,
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Many American cities have appointed ‘Affirmative Action
Officers’' whose job itis to conduct seminars for supegvisory -
and managerial staff to increase their understanding ¢f the
scope of Black Advarcement, and to brief . on naional
and iocal matters fprtaining to the employmieiit of Blacks
and other disadvantayeu groups.

Affirmative Action Officer

The task of a1 AF . - i.wwe Ac n Officer should be to assist
cepartments, .dentify proble  areas, haise between the or-
ganisation and relevant ot side groups, and maintain a
complaint system to ensure that allegations of discrimination
receive immediate and fair treatrnent.

Numerical Goals

Written gomls and timetables are necessary it the
prograﬁifﬁe is to remain on coutse. Nurnerical goais high-
light the areas needing remedial action and help evaluate
progress towards the ideal of Black Advancemant.

Manitor Progress

Monitoring of progress and sanctions against those not
complying with the programmse are essential.

Focus on Individual

The organisation's focus should be shifted to the individual

.rather than the group, to avoid group stereotyping.

No Tokenism ”

Tokenism s detrimental to Blacks, Whites and the
programme itself. An unintended consequence of Biack
Advancement is the effc ** that it can have of tginting the

.

4

.\h
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fegitmate advancement of Blacks. The achievements of
Blacks in positions formeity held exclusively by Whites must
be real and indisputable.

o Bridge Culture Gap

Programmes will be needed to help bridge the culture gap
between amployeses in the organisation. The aim will be to
unfreeze tha attitudes, beliefs and perceptions of employees
and to sensitise them to the need for change.

o Training

The importance of training is emphasised, as this will im-
prove the prospect for equality of opportunity. Black Advan-

cement proponents claim that anti-discriminatory principles
alone are insufficiant to redress the disadvanteges sufferad
as a result of systematic historic discrimination,

» Mentoring
Mentarship4.en be effective in enhancing potential.
¢ Rewards for progress

The experience of Black Advancement in the L1.S.A. has
shown that it is only when programimes are accompinied by
rewards and legislative reinforcement that meaningful
pi-ogress will be made.

24.2 ZIMBABWE

Hofmeyr and Whata (1991) from their research of the Zimbab-
wean situation highlighted some lessons for South African or-
ganisations. Briefly, these are:
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e The Role of Biack Managers

Academically and professionaliy those Black managers in
Zimbabwe that succesdad are highly qualified. They have
the determination: and flair needed to overcome problems on
their way to the top of their careers. This places a large
proportion or the responsibility for success on themseives.

s Atiitude of Top Mznagement

The attitude and policy of top managerment is pro-active in
the process of training, developing and promating Biack
management. However, changed nears, careful planning,
&nd appointing people will not snsure optimal development
of human resources and wiil adversely affect the functioning *-
of the organisation in the long run.There iy no doubt that
where top management has a positive attitude to change
. change can be effected with a great deal of success.

» Window-tressing Appointments

Window-dressing aﬂu poltical appointments have not
servad the cause of Afrk:anishg the employment structure.
The onus is on all organisations and top management in the
public and private sectors to make that extra effort to ensure

their personnel are adequately equipped to perform the job
for “vhigh they have been appointed.

o Need fur a Detined Strategy

it appears from s,at:stics on Black Advancement that there
has been somz progress in changing the profile of Zimbab-
wean organisations. The quality of this progress is, how-
ever, questionable since the quality of progress is
dependent on the aititide and approach of top manage-
ment.
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Itis'oonciudedthatttisnecessarytohav'eapﬁndplad
approach and a well defined strategy.

e Affirmative Action Legisiation

The *Presidential Directive’ of 1980 was directed at the public
service and the effect on Black Advancement was dramatc.
Howsever, Government did not intervene directly in the
private sector, although it did make it clear th-* it hoped
~ commerce and industry would follow the example set by the
public service.

25 PROBLEM AREAS FOR BLACK ADVANCEMENT

2.5.1 INTRODUCTION
i
Therg ars a multitude of reasons offered for problems en-
countered by Black Advancement programmaes, including the
White hacklash, and ranging from problems in the educational
system o a siow economic growth rate, a shortage of funds apd
‘ip service to equity’. Hofmeyr (1989) lists ten raascns why
Black Advancerent programmes fail : . ‘\\

e Inadequate Classification of Vakues and Corporaie Phiosophy

in the South African context, companies need a ctear vision
of themselves with respect to Blacx Advancement in a
changing political situation. These values need to be
‘'understood’ and reinforced at every ievel of the organisa-
tion in order to promote ownership, responsibility and ac-
countabiiity.

Attention must be paid to the values of workers and manage-
ment need to understand that percepticns differ chastically
at different lovels of the organisation, and unless manage-



25

ment understand these expectations and perceptions and
address them, involvement and-ownership is impossible. #
an organisation’s values are not clear, it will not be able to
develop a coherenmt and credible Black Advancement
programme. )

This is an essantial, if time consuming process, that must be
carried out by skilled professionais, i.e. management profes-
sionals willing to spell out cerporate values. ’

e lack 61__ Commitment by Top Managemant

Commitment involves action onthe part of management who
accept Black Advancement as a strategic necessity and are
evaluated and rewarded in tarms of their implementation of
Black Advancement objectives. Lack of top management
commitment resuits in Black Advancemsnt programmes not
being driven and monitored with the same enthusiasm as
other strategic plans.

o No Strategic Human Resource Planning

The contribution of the Human Resowrces function to the
deliberations of the top management team is to provide an
objective view of the short- and long-term Human Resources
needs of the organisation.

Strategic Human Resources Planning assists top manage-
ment to take more batanced iong-term decisions about the
need or otherwise for Black Advancement Programmes.

e Lack of Line Management Ownership and Accountabllity

Despite many years of experience with Black Advanceniont
Programmaes, organisations still give responsibility for the
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implementation and management of Black Advancement
prograrnmaes to the Human Resources Department.

If the argument concerning top management commitment is
‘extended, then ownership of, and accountability for the

- Biack Advancement Programme must reside with fne
management. " ”

Managers have to be evaluated on their contrihutions to

. Black Advancement objectives in the same way as they are
evaluated on their bottom line results. The Human Resour-
cos Department can consult on selection, training and
development - but the burden of effort for the implementation
of Biack Advancement Programmes should rest with the
individual Business Unit.-

o No Targets for Atfirmative Action

Successtul Black Advancement Prograrnmes have ali set
targets to nrovide a goal to strive for and a basis for monitor-
ing progress.  If business managers are accountable for
Black Advancement, they shouid agree upon the targets and
departmental differences shoull be conskiered. The or-
ganisation then must decide on the peopis mix it wishes to
have at certain targeted cates in the futurs.

in the case of Black Advancement, some companies are
quick to argue that they will not compromise their policy of
selecting and promoting 'on merit’. This seems admirable,
but given the disadvantages and barriers éxperienced by
Black empioyees it simply means that the most suitable
candidates usually turn out to be White males. Therefore, i
a Black Advancement Programmse is to be meaningful,
Blacks need to be given more opportunities to prove them-
selves and may nead more training and development to put
them in positions where they can compete on an equal



7

footing. Black Advancement presupposes a 'level playing
fleld’. This necessitates an equaiisation of opportunity -
providing additional training, development and back-up to
enable Black employees to compete on a more equal basis
with their White peers. All employees with advancernent
potenrtial must theretore be given an opportunity 1o develop
to the limits of their individual capabilities.

o Neagative Attitudes

The best plans can fail because not enough attertion is paid
1o the attitudes of all the parties involved. Aititudes influence
bahaviour. The negative attitude of, for example, the White
supervisor, and middie management in general may exist for
reasons of prejudice, lnw or simply, satistaction with

the present status quo. (\

In order to cope with amtudas(l Whites who doubt the
inherent capabilities of Blacks, organisations should:
1. Identify the opinions of relevant groups.

2. Employ skilled facilitators to allow resistence and fear

to surface so that they can ba managed - including
the exposure of contrasting values, attitudes and
perceptions.

3. Communicate the neeu for and benefits of Black
Advancement and allay any fears of job loss.

4, Manage the ‘culture’ of an organisation o comple-
ment the implementation of Black Advancement.

e No Two-way Communication

The process of managing a Black Advancement Programme
and dealing with negative attitudes reqguires on-going com-



munication In the organisation. There wili be little progress
if Black Advancement remains a ‘masterplan’ understood
by a select few. :

Plans need to be communicated and opportunities provided
for discussion and debate - in fact the input of these people
shouid be an integral part of the development plar in the first
place. -

Carz must be taken that Blacks do not parceive equity as a
'White' designed and executed plan or that Biack Advance-
ment is too narrowdy defined - and attention must ba paid to
broader issues, such as qualty of life, housing, transport,

- wages, educational assistance and intervention by the or-

ganisation in political matters which affect people’s ves.

¢ Rellance on Formatl Training

Toc many Black Advancement Programmes consist of @
numbar of training programimes which people are asked io
attend in the hopae that at the end of training they wilt be ready
for promotion. B

Fundamental to successtul training is the involverment of the
superiar: avarything he does, from the way he manages,
cormunicates and makes decisions, teaches his subor-
dinates something. ' |

The greatest single influence on a person's development is
his experience as a job holder. This msans that superiors
cannot achieve development in others by ‘dolng things for
them’ (Hofmeyr, 1989 : 18). '

In ~isence then, the work environment is the major leaming
enwvironment and training should be an adjunct to and work
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in co-opefétion with, job experience. if potential managers
and other trainees can work with managers who are effective

themselves and who are able and willing to doevelop subor-
dinates, learning is likely to take place.

» Discriminatory Practices

Congruence implies that what a person says and does are
complementary. “However from attitude surveys and oiher
research it is clear that from the perception of many Blacks,
discriminatory practices in enlightened orgenisations st
exist" (Hofmeyr, gt gl 1989). Iif these perceplions are not
addressedi, any performance will lack credibility.

Discrimination may be subtie - in the way instructions are
given, the way work is allocated, who is coached and who
is ignored. Attention also needs to be paid 1o the different
interpratations of values and policy.

¢ No Monitoring and Follow-up

"What gets measured gets done,’ (Hofmeyr, 1888:19). In
adgdition to formulat_ing and monitoring Black Advancement,
management m st follow up 10 ensure that objectives are
met.

Hofmeyr concludes his ariicie by stating that ad hoc
programmes and isolated changes are not sufficient.
"Change is difficult and only results from massive, pinpointed,
co-ordinated effort. This highlights the scope of the challenge.
Only an organisation wide strategy, clearly thought through, and
supported by management and employees can. succeed”
(Hofmeyr, et g, 1989).
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2.5.2 Critical Factors In Bilack Adva_ncemont

In terms of the above problems Hugo (1988) supgests that the
following six indicators pinpoin_t the progress of Black Advance-
ment Programmes in South Alrica:

With few exceptions, numerical goals are not yet part of Black
Advancement Programmes.

‘White managers perceive it to be good corporate politics: b

accept Black trainees and "turn them into success stories’
at the expense of real development (Hugo, ef al, 1989).

More time is spent on recruitment on Black campuses than
the number of.their graduates and the calibre of education
would sesm to justify.

Black matriculant and graduate cadet schemes operate to
put telented individuals through specially designed expan-
sive training programmes, the objective beirg to bring Black
trainees up to the level where as many as possible can
compete successiully with Whites for specific jobs.

Huqo, (1989) continues as follows:

“Targets are set for Blacks to fi positions such as apprentices or
trainee kzchnicians. Entry standards are not necessarily lowered
but a more exhcustive recruiting effort is usually underaken
among Blacks than among Whites."

"Blacks with good track Yecords are specially recruited with a view
to rapid promotion into earmarked positions. When such a posi-
tion F-comei vacant, the Black candidate who has proved himself
or herself will be appointed without necessarily being the best -
candidate available." ‘ |
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"Few South African organisations run programmes that incorporate

all of these Black Advancement components. Others develop Blacks

mainly because they expect a growing shortage of White skills. Thisis -

a large and growing category, lmdemtandably 50 because it is fuelled
by unvarnished self-interest.”” '

"There are also indications that anew perspective, which looks beyond

the traditional concept of training Blacks for own needs only, has

entered the process of Black Advancemeny. This involves the percep-
uanb) medzw;.xolargecompm:est}mt!hesmwaloftheﬁw
enterprise system: mu,: be at stake. Employem must therefore do their
bit to win hearts ad minds for a policy of orderly reform and suppont
for free enterprise™ {Hugn, 198%:12).

2.6 OTHER SIGNIFICANT RESEARCH !NT{Q’BLACK ADVANCE‘IENT
O;ver the years the following s:gmﬁcam research has been done: -

- Charoux (1988) concentrated on 'The Organisaiibhal Entry of the
Biack Manager Into South African Organisations’. in this research
he sought answers to three furnidamental questions: "Who I3 the Black
manageﬂ How can he be effactively recruited and identified?
How does he bex‘woma organisationally soclalised?’

He went on o propose a mode! of organisational entry specifically
aimed at Black managers, and examined how it could be practically
implemented.

Erwee (1882) described culturally specific variables in the South African
context which affect the career advancement of Black inanagers. She
concluded that, “In future research on variables affecting the career
advancement of Black managers, South African rasearchers must be willing
to empirically test their current hypotheses,” (E;}‘!wee, 1989 : 18). Shethen
lists some twenty preliminary research questions including:
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‘Towhicextent do the organisation behaviours of Btack and White
managers vary?’ and i
'What are the generai etoreotypss Black and wmte managers hold
about each other?’

Sha then iliustratad how much more basic research siill needs to be
done in South Africa.

Human and van Zyl (1982) conclude that *fundamentai gaps’ stiil
remain as regards our understanding of what makes the Black
manager respond the way he does inthe workplace. Tey thef studied

“the concept of ‘marginality’, commenting that in the marginal situation

the individual might not be abie to take his recipe knowledge of thé
world for granted, he might not be sure of his roles and he might

- continuously be subjected to inconsistent identity confirmation. The .

individual cortinuously finds himself torn between two worlds; that of
his socio-cultural background and that of tiie Westarnised worker.

They conclude that the individual perceives himself to exist.in a 'no
man’s land’. possibly also feeling a sanse of 'nzt quite belonging',
feeling purposeless and unsure where his loyalties shouldiie. it is their
recommendation that some form of fraining for both Whites and Blacks'
is of paramauint importance in order that each might at least begin to

~ understand both the problems and the fears of the other group.

Human and Human (1987) investigated the upward mobillity’ of

~ Biacks from: the economic and sociological perspectives as they relate

to the White elites in South African business circles. ~ <

This analysis in turn paved the way for a tentative discussion of the
- possibility of inroads oeing made by Black people into the South African
" business elte. .. __

if +

in this research t?épy examined, amongst others: sbqial mobility-and
elite formation, gocial mobiiity in South Africa, the economic perspec-
tive and muitip!e ci\!rectorates finally coming to the conclusion that :
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“Vithin the White population of South Africa - which is often regarded as
eir it in itself - we have a clearly defined business elite waich has interests of
its ov 2 to both protect and perpetuate.”

"All of this does not augnr well for the process of Blazk mobility into their
higher echelons of business. For the huge majority of Bleck {and White)
South Africans, the move from rags (o riches, in the absence of any fun-
damental change t0\the bases of power, represents nc more than a pipe
dream” (Human gad Human, 1987 : 73}

Moerdyk angd Coldweil {18990) examined what they termea the
'Exclusion Model', Deficit Modei’ and 'Mism~ich Model'. They
then examined the role of 'culture’ in busire. 5 ang Black Advance-
ment, '

The issue of ‘merit’ was examined, and they coniudad that if ‘'merit’
is i be the key to Black advancement, a new definition of ‘'merk’ that
is appropriate to the South African contsxt will have to be found. Finalh,
‘enpowering Black managers’ was examined. They concluded that
“although people must develop the campﬂeribics required for the adequase
performance of their jobs they must also be allowed, enabled or empowered
to do their jobs properly” (Moerdyk and Coldweti, et a|, 1990).

==y,
k)

Their overait( conclusion was that it is time for White South African
managers to'change culturally and to stop imposing their ‘values from
higly “hon the workplace’ (Moerdyk and Coldwell, 1990 : 22),

Koopman, Nasser and Nel (1987) recognise that the workforce will not
commit #gelf to enhancing qualily and productivity while negative
perceptions prevaill. Koopman focused his energy on changing the
perceptions of his workforce by integrating all staff irto the functioning
of the business through participation: 'right to thy floor sweeper’
(Koopman,Nasser gnd Nel, 1987 @ 103), was ther:fore niot only an
idealistic iea but also recogniticn that this is the only way real change
can be effected in South African organisatioﬁs. '
i
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Kruger and Human (1880), researching the attitude of skilled and
semi-skilled White and Indian workers to one another and to the
advancement of Blacks in the sugar miling industry, found "artitudes
vary from idealistic values, such as equal opportunity for all, to entrenched
racialistic uititudes towards other groups” (Kruger and Human, 1990 : 19).

The atitudes of Indians were found to be relatively more positive
towards Africans than the aftitudes of Whités, and the attitudes of
Indians towards Whites were found i De significantly more paosiiive
than the attitudes of Whites towards indians.

They concluded that: "Many of the atiitudes highlighted in this study
present obstacles to the success of programmes designed to facilitute the
advancement of Africans into higher level positions” (Kruger and Human,

et al, 1990).

Mokoatle {1977) shows that Blacks want o share in the profits they
heipsd t0 make, want their chiidren {0 be educated, 50 as to contribute
to the future, want more knowledge and education iry order to become
effective workers. "The Black worker believes he has vast leaming
capabilities which organisations do not recognise and which theefore
remstin andeveloped”. He concludes: "the message is both unambiguous
and chcllenging. Egually significani are the rewards, not only for those
organisations facing up to such challenges, but also for the econamy in
general, for ihe manpower involved and the navion around which the
eccnomy revolves” (Mokoatle, 1977 : 155).

Purcell and Cevanagh (1972) in their study present the attitudes and
feelings of manageiment and workers in on2 represerdative industry
(electrical manufacturing). They investigated: 'How du Black
workers, White workers and foremen view one anather and the
company?’ They also studied corporate policy regarding’equal
employment opportunity and its Implementation’. They corclude
that the need for Black Advancement action by management is quite
clear. However, time is short. More rapid growth of "iack involvement
in American industry is possible end practicabie. The howto doitis
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not s0 elusive as has heen thoughi. More elusive, however, are the
how o want it and the how to pay forit! -

Their findings showed that when Blacks enter the industrial world they
can enrich that worig for Whites as well as for themselves, and that
issues for the manager cant be transformed into shared accompiish-
ments and opportunities.

_ 2.6.1 Periinance ot Prior research to this Research

In reviewing the abovementioned prior rescarch it emerges that
several recurnng themes which require further ressarch have to
do with perceptions, attitudes and behaviour.

"Who is the Biack manager? Charoux, gt gl, {1986).

"To what extent dooas the organisational behaviour of
Black and White managers vary?* Erwee, gt al, (1988).

. prt;blems which have to do with empioyee attitudes...

 Hofmeyr, gt al, (1988).

“... some sort of training for both Blacks and Whites Is of
paramount importance in order that each might at least
begin to understand both the problems and the fears of

the other." Human ang van Zyl, et al, (1982).

“The role of ‘'culture’ in business, i.e. 'values, atlitudes
and behaviour of parlicipants™. Moerdyk gng Coldwell, et
al, (1987).

“The workforce will not commit itself to enhancing
guality and productivity whilst negative perceptions

_. prevail." Koopman, Nasser and Nel, et al, (1987}.
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o "Attitudles vary from Idealsitic values, such as equal
opportunity for all, to enirenched racialistic attitudes
towards other grouns.” Kruger and Human, gt al, (1990).

e "What the 3lack worker belleves.” Mokoatle, gt al, (1977).

¢ "How do Black workers, White workers, and foreman
view ¢gne another and the company?' Purcell and
Cavanagh, gt al, (1972}.
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2.7 CONCLUSION

Black Advancement Programmes, which for the purposes of this
research report will refer 10 programmes aime: at accelerating the
upward mobility of the Black (African) person, have been in fashion for
more thar a decade.

in general, however, when reviewing tha literature of the authors’
referred to thus far and Human (1891), it must be concluded that
atthough large sums of money have been spent on Black Advancement
Programmes, the return in tarms of developing suitable candidates for
promotion especially to management positions, has been disappoint-
ing. Participants, on the other hand, indicate that their expectations
concerning the prograrnmes and the benafits which would accrue froim
participation have not been realisea.

Human (1991) views the failure of Black Advancemant Programmes as
follows :

"The lack of meaningful progress in South Aﬁ:can with respect to the
devé?opmem of Black managers suggests that the affirmative action / equal
oppoﬂumty programmes implemented by companies do not work. My
experience tells me that many affirmative action programmes fail for a very
specific reason; namely, that they are founded on a deficit model of 'Black
Advancement’ which fails to take all of the factors impacting on the
development of Black people irto account, not least of which is the rm’e of
White managers in the development of their subordinates” (Human ‘et al,
1991).

Bearing these factors in mind, an attempt is made in this Tésearch
report to ideritify factors in a specific Black Advancement Programme
in order to establish the overt and covert obstacles which presently
retard progress in Black Ac(}vancemem.
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CHAPTER Il

RESEARCH METHODOLOGY AND DESIGN

INTRODUCTION

This exploratory ressarch studies perceptions amongst White lower
and middle managers, the “Frozen middle layer" (Smailan, 1991:54),
and Black semi-skilled and skilled empioyees in a decentralised affiliate
(The Employment Buregu of Africa) of a service organisation (The
Chamber of Mines of South Africa) participating in a Black Advance-
ment Programme.

" THE CHAMBER OF MINES

The Chamber of Mines of South Africa is a private enterprise service
organisatinn established in 1883 (G provide and protect the interests of
the South African mining industry.

It is a voluntary association of some 88 mem%ers which include the
countrys’ six major mining finance houses, cther mining companies,
and independent mines. In 1990 the Chamber and its affiliates
operated on a budget in excess of 500 million rand.

The mission of the Chamber of Mings is to provide a variasty of advisory
and service functions which can most cost effectively be handled on a
centrai, co-operative basis.

The Chamber of Mings consists of a number ot services employing
approximately five thousand people (1990), headed by a Chief Execu-
tive Officer who has ‘ve senior General Managers reporting to him
{Figure 3.1). One of thase Senior General Managers has the res.ti:\on-
sibility for TEBA.
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3.3 THE EMPLOYMENT BUREAU OF AFRICA (TEBA)

Gordon (1987) describes the histary of the Employment Bureau of
Alfrica as foliows :

"The Native Recruiting Corporation or NRC was formed by the Transvaal
Chamber of Mines in 1912 to recruit workers for the gold mines of the
Wirwatersrand from Bnitish territories in southem Africa, including
Basutoland, Bechuanaland, Swaziland, Zuiuland and the Transkei."

"It was to werk in tandem with an earlier company, the Witwatersrand Native
Labour Association or WENELA, formed in 1902, which then operated
mmti_ﬂ in Mozambigue, but afierwards expanded to other couniries in~
Central Africa. Together they were to provide the manpower required for
deep-level mining, which they did successfully, and with not a little nivalry."

"In the 1970s both companies were absorbed into a new one, The Employ-
ment Bureau of Africa, better known by its acronym TEBA, wiich is today
believed to be one of if not the largesi single employment agency in the world.
TEBA operates over an area of southem Africa roughly equivalent in size
to Western Europe, bringing mineworkers from many different countries to
the mines quickly and efficiently, maintaining links between them and their
families while they are at work, providing numerous supportive services, and,
or course, taking them home again” (Gordon, 1887.2).

This huge logistical exercisa is carried out from some 80 regional offices
and through five docurnentation centres. The 1 900 TEBA employees
provide services for about haif a million mine workers annually operat-
ing on a budget in excess of 45 million rand. See Sigure 3.2 and 3.3,

In conclusion Gordon (1987) states :

"Today's TEBA is an equal opportunity company. It has matched its pace
with the changes that sw-pt away colonialism. Blacks, usua!{y citizens of
the country in which they work, form the backbone of the staff -md more
and more locals are being promoted into middle and senior manugement.”
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"To achieve this the company has a training centre in Welkom where all
staff attend courses to improve their managemient supervisory and opera-
tional skills. There they come into contact with others from the TEBA
family’ whom they would never meet in the course of their ordinary dudes”
(Gordon, gt al, 1987).

However, despite this statement and the categoric statement in the
1880 Chambear of Mines Corporate.Phiiosophy that the Chamber will
apply "sound and fair emplo yrriént practices which include : Equal Oppor-
tunity for A" only 4 Blacks in TEBA (6% out of a total of 83 lower and
middle lave! management positions) reached iower and middie level
management positions {Paterson D-Band) by the end of 1990. it must
be concluded that little for: 3l strategic B.ack advancement has taken
place over the past eight =ars. This illustrates the gap betwsen
formulation and impiementa Hn of Black Advancement. This study
intends o establish the reasc: 5 for this gap through analysing the
perceptions of middle and lower management levels and Black
emplovees participating in the programme. |

RESEARCH DEESIGN

Bailey (1982) views measurement as any attenipt aimed at determining
the leve! of & particular attribute in the &.@a researched. Determining
such a leval could be either qualitative or quantitative. In this study the
research question is formulated in a propositional form and not as a
hypothesis in the traditional sense of predicting particular correlations.

The proposition will be tested,\i..and descrisbd in a descriptive manner
in order to determine and explain the factors contributing to, or detract-
ing {rom the present Black Advancement Programme. Descriptive
statistics will be used as a basis for analysing and erplaining the data
gathered. The nature of the research lends itself to this type and level
of analysis. i

The design and méﬂaod of research is illustrated in a model (Figure
3.4 :
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e PHASE!& Il : DESIGN AND DRAFTING OF QUESTIONNAIRE

in designing the questionnarre, it was intended o concentrate on the
factors perceived by the sample groups as impacting positively or

_negatively on the Black Advancement Programme in TzBA. The

procese was firstly to research relovant literature and company
records, and secc:ncily by means of the Nominal Group Technigue, 1o
gather data from a smatl group of staff members. The group consisted
of three White managers and three Black employees involved in the
programma, but not included in the sampie groups. Their responseg to
the ﬁ!!owing two questions was analysed :

1. What promotes the success of this programme?

2. - What prohibits the success of this programme?

A seif-administerel guestionnaire was developed {Appendix 1) which
incorporated items based on the abova facturs that emerged as areas
of significance ari. :he ten factors for the failure of B{{ack Advancement
Programmes identified by Hot ;avr (1989).

Pan | of the questiorihaire contained eighteen single-concept state-
ments describing Biack Advancement activities in TEBA. Part Il of the
ruestionnaire ¢contained fourtesn general statements describing ac-
tivities considered 10 be important when participating in a Black Advan-
cement Prograrnme. '

As shown in Table 3.1, # wa found that all the items developed could
be classified into the ten distinct factors considerau crucial by Hofmeyr
(19€9) iur the successtul implemerntation of a Black Advaricement
Programme in an organisation i.e. clarification of vaiues and corporate
philosuphy, 13p managsment commitment, strategic human resource
planning, line managemant accountability, affirmative action, at tudes,
two-way communication, reliance on formal training only,
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discriminatory  practices and meonitoring of Black Advancement
progress. Seoe Tabie 3.1.

} -
Impact on Management l Most impartant Reasons why Biack | impact on Black Employses
Advancement Programmes Fait
Leck of pobcies whick 1. Inadequate clarification of No clacity 08 the company
would guide msnagement + mhues and corporate and managemants position
dacisions in regacd 1o philosophy ragarding discrimination,
socied, political, economic Quectionnalre aftinvative action, political
issues and attitucie tonards | Sectioni: 51 change and sconomic juatice,
aqual oppartunity, Section!l 58 '
Lack of Cornmitment j.9. no 2, Lackof committment by top Sesr ag no more than verbat
time and offort put into | management acknowladgement and good
Black Advancement Prog- intentions i.e. no real action -
ramman are not driven and Cunatioanalrs luck of development and
monitored with the sams Section| : §2 promotion of Biacks.
snihusizam as other 14 strategic pians.
stralegic programmes.
Managarhant rationalize 3. No siraisgic hunan sesowces No advancement sxparisnced
away hard decisiona planning or advencemant withaut a
abat investment in Questionaaire - defined Ié\ng tarm human
Black Advanoesrent, Sectioni . §3 raource plan ;e fle davelop-
Section Il- §3 B mant tor spacitic jobs.
S$10
- i i _—d e VS
Line management nat 4. Lack of munagemant owner- Experience 1o participation
invowed in deciding how ship and sccountability ’ by liné managemaent in Black
advancemern: objectives Advancement Programme
are t0 be me? and are not Queationnaire Le. no tine manager visibily
evalusied on thair Saction| : 8& involvend.
nerfocmanos in this ores. Section ti: §2
Manage:runt sehs no T YT Targets or Affimative Nt adequate opponunities o
torgeis and objactivas and Action _ | fove themaelvee or opportun-
THovides no training and _ Questionnaire itins for raining and develop
avelopmert opporiunitios Section | @ 87 i TIem
for Bincks, 517 > 1
Sectier i: §13
1 " !
Tabis 3.1

WHY EMPLOYEE ADVANCEMENT PROGRAMMES FAlL.
' Hofmeyar (1989,
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Impact on Managsrnant Mast kriportant Rsasons why Blwck knpact on Black Emgloyees
: Advancemant Progremmes Fall
Negalivity iowsrds prog- 8. Negative attitudes Expariance hostility, find
areme, doubt inherent Cuestionnuire management doubt theit
capabiiities of Biarks, Section$ : S8 inhwrant ca. oLil'tes. Their
hostility towards persons = . 849 opinion, percaptions. expect-
participating in programma. 815 ations and contribution are
Sectionli: S4
- -1
&9
519
S12
Sslect few underatand and 7. Notwo-way communication Prograsmms designed and
and manage prugramme. axsouted by whites - o commit-
- Company doss not make Crpstionnaiie ment to broader jseues of quaiity]
known its plans ar.d Section! : S4 of life, bousing, transport,
msthocs 1o be used. No Secton i; 85 wages, sducationa assistance,

opportunities for feedback mte. Ne discussion o debate
or debete by aif involved about grogram:nes.

" I provided. ! : '
Wishas of managerislawand | 8. Pslianoe on formel training Experience no willingness or
subordinates am withsded Quettionnaire support by managers to develop
from close abservation of Seetion) : 88 subordinaies on the job o to
how the managess manage, 8 provids them opporiunitiss t
communicate, make 516 apply what thay nave samad
dacisions. conduct perform- 8§18 o Tormal courses. RO respon-
R appielsals, ¢ic. Sectionl: 81

sibility given 1o the indlvidual.

Na effart 1o scadicate
mispeTceptions abaut
discrimination. Treat
Blacks a8 second ciass
citizene that cannot meke
it in businegs, '

La not angura progress
if, macie &rcd abjectives
mut, NS visible aftlention
0 Ogremms, Manage: s
with negative atktucde aré
nol dens: with.

} i

9. Discriminatory practioes

Ouetticnnaire
Section ! : 511
513
Sectionli: S9
OSwu

10, No monitoring and
follcw-up

Questionnaire
Section] : 812

RS . o

21ill anperience discrimination « |
wages, canteents, oie. How
pecpia are ireated, e way
Inmructions wre given, the way
work is nllocated, how promo-
ticn decisions are taken, who is
coachad and fained and who
ix not.

No follow-up snt support, no
visible consiant monitading

O PrOGTaae.

Tabia 3.1 continued
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In Part | of the questionnaive a “four point Likert-type scaie” was used
l.e. a middie/neutral score was not provided, thus overcoming the
tendency towards”middle course neutrality” {(Nunnally, 1970 435).
Paspondents were asked to indicate the future success rate of Black
Advanceme. : in TEBA under given circumstances as (1) no different
at all, (2) a littie better, (3) much bett~r, {4) completely successiul. in
Part Il respondents had to indicate whether the given statements were
true or faise.

‘PHASE I : PILOT STUDY

The pilot questionnairé was adrninistered to d'group of seven persons
from various divisions in TERA and from both levels of the stalf
population. Persons in the pilot group were excluded from the re-
search sampie groups. Critica! discussion at the conciusion of this
exercise provided comments and suggestions for improvemeant of the
final questicnnaire. | )

PHASE IV :DATA GATHERING BY MEANS OF
SELF-ADMIMISTERERD QUESTIONNAIRES -

A covering letter was attached to the questionnaire explaining the
purpose, confidentiality and rationale for obtaining White lower and
middie management as well a< semi-skiled and skilled Black
employses’ perceptions ofthe far sontributing to or detracting from
the TEBA Black Advancernent Proyramme. The importance of com-
pleting all questions was stressed, in order to utilise all data supplied.
{See Appendix 1)

One of the initial difficulties encountered was to decide on a sample
size that was big enough to permit gene: alisation from the resulty; of
the sample to the entire population researched. On the other hund,
the sample had to be small enough so that it was practicat to Q\alyse

in terms of time and costs involved.
"""-.\

.\.
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In the case of TEBA, it was intanded to research a conglomerate
popuiation consisting of management levels on the one hand, and
semi-skilled and skilled levels on the other hand, spread geographicaily
throeugh the whaole of Southern Africa.

SAMPLE!

The sampie for this group was taken as all lower and middie level White
managers having subordinates participaing in the programme. Ques-
tionnaires were sent to the total population making up this group i.e.
23 managers {excluding pilot study group}. Seventeen (17 or 74%)
completed questionnaires were returned, thus making up the manage-
ment sample. '

SAMPLE Hi - 3
W .

The sampte for this group was taken as the Black semi-skilled and
skilled employees, reporting to the lower and middie level (nanagers
identified, who had participated in the programme and who were stilf
in the empioyment of TEBA at the time of the commencement of this
research projecti.e. May 1891. A total population of one hundrad and
sixty-twn ermployees were identified as falling within the defined group.
Questionnaires were sent to ali persons {162) listed on TEBA records
{excluding pitot study group). Ten questionnaires were returned un-
opened, marked "addressees unknown' or ‘not empioyed by TEBA
anymore . The balance, one hundred and fifty-two, produced 63 or
41% completed quéstiannaires and one half completed questionngire,
which for the punnose of this research was discarded.

PHASE V : ANALYSIS AND INTERPRETATION OF RESULTS

In analysing data, the researcher, according to Reeves and Harper
(1981), intends a number of things : firstly, to accurately describe the
information that has been coliected, secondly, to trace causes and
effects, and thirdly, to place his findings in the contex: of a wider theory
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of the cata. In this exploratory research, the primary objective is to
extablish perceptions of managers and employees participating in a
particular Black Advancemernt Proqrarnme, thus gaining more insight
into the problemns encountered by Black Advancement Programmes.

The process of mterprataton {of extracung!measuring from data) does
not constitute tamper’ 1g with the facts. "Radzer, it is a matter o} bringing
together in comprehensible form all the different responses, and assessing
the s:gmﬁcauce of fh? total pattern” (Reeves gnd Harper 1861:177).

As can be concluded from the intent and methodology described
previously, the descriptive survey method 0i research is used, yielding

ualitative data.

* However, prior to considering the statisticat treatment of the data, the

35

following characteristics must be borne in mind.
¢ The data s discrete with each measurement being indspendent

o Scale of measurement of data - ordinal - ranking objects or people
in terms of most to least with respsct to an attribute but not showing
how far apart the objects are with respect to this aftribute (Nunnally,
19?0)

Summary

In this Chapter it was illustrated using & research model as shown in

Figure 3.4 how the research process was designed. The application
of this model and the data obtained require further analysis and
description to prasent the sagn:ﬁcanoe of the perceptions of lcwer and
middle level managers and that of semi-skilled and skslled Black
employees.

N

Yo

f?b
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CHAPTER IV

RESULTS

Introduction

This section of the research report presents the rasuits ot the question-
naire recording perceived factors contributing to ar detracting from the
advancement of Black staff members. Initially, raw scores will be
presented, from which the comparative scores and their significance
have beeh calculated.

Throughott {he research report, comparisons are made between :
k .

s White lower and middie level managers’ perceptiuns # J semi-
skilled and skilied Black employees’ perceptions of factors which
contribute to or detract from the success of a Black Advancement:
Programme.

Section 4.2 of this Chapter will report and discuss the method of
statistical analysis used.

Section 4.3 of this Chapter will repart the demographic profile of the
respondents. The raw scores obtained by means of the seff ad-
ministered questionnaire as well as the comparative raw Scores ex-
tracted from the ahove raw score tables are repoted in Section 4.4..

Section 4.5 of this Chapter reports the comparative statisticat critical
vatues oltained by means of the Kolmogorov-Smirniov Two-Sanipls
Test done on Section | of the questionnaire.

Section 4.6 of this Chapter reports the comparative statistical vaiues
cbtained by means of the Test of Two Proportions deie on Section H
cf the questionnairs.
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The various relatiorships between factors will be indicated by using pie
charis, bar charts, and table:.

4.2 Statistical Analysis of Data

¢ Section ! ot Questionnaire
1
initially for results from Saction 1 ofthe qug  ‘ionnaire, factor analy sis
was attempted to analyse the data. It was, however, found that ihe
loading of items intc factors did not maxe any theoretical sense,
particularly ihe first and sec ~d factor. A three factor and four
factor solution was also attempted without success. Eventually, in
order to extract meaningful resu'ts from the data, the

KOLMOGOROV-SMIRNOV TWO SAMPLE TEST was found to
be applicable (Segal, 1956}.

™ “Fur'uction and Hationale

"The Kolmaugorov-Smirnov Two Sample Test is a non-parametric test
of whether two indapendent samples of ordinal data have been drawn
from the same population {or from populations with the same distribu-
tion). The t.o-taitz! test iy sensitive to any kind of difference in the
distribution fror1 which the wo samples were drawn - differences in
locatie:(central tendency), in dispersion, in skcwness, otc.”

"If the two samples have in fuct been drawn fror: the same population
distributicn, then the cumulctive distributions of both samiples may be
expected to be fairly ciose i each other, inusmuckh as they both should
shaw only random deviations fram the population distribution. If the
two sample cumulative dissributions are 'too fur apart’ ai -my pont, this
suggests that the samples come from different popututions. Thus alaie
envugh deviation between the two sample cuniative distributions is
evidence for rejecting Ho" {Segat, 1956:127). Furthermors, the test
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can ha used when the two samples are of different sizes. (See
Table 4.1)

o Section ll of Quaestionnaire

For results frorn Section I} of the questionnaire the test for the
difterence between two population proportions was found to
be most appropriate (Groebner and Shannon, 1981). This test
requires that two random samples selscted independently of each

other are used. if the null hypothesis is rejecied one can conclude

that there is a signifizant difference between the two popuiation
proportions. (See Table 4.2)

y
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Table 4.1

STATISTICAL ANALYSIS

A

KOLMOGOROV-SMIRNGV
ALPHA = 10%
CRITICAL VALUE = 4.605

Questionnalre
Section |

S1 4 04765 00635 0.1130 16.975 REJECT HO
5 07059 01420 0.5630
10000 0.6349 0.3651

23 1.0000  1.0000 0.0000

Lo S & R 7 I 4
w
-

0 01176 00000 0.1476 9.836 REJECT HO
8 04118 0.1270 0.2848

10 28 10000 05714 0.4286
27 10000 1.0000  0.0000

8

3 00588 00317 00271 2000 ACCEPT HO

83 1
3 9 0.2353 0.1746  0.0607
9 24 0.7647 05714 0.1833
4 27 1 1.0000 00000
$4 2 6 0.1176 0.0952 0.0224 $.162 REJECT HO
8 b5 0.5882 01746 0.4136
6 34 08412 07148 02289
1 18 1.00000 1.0000 0.0000
55

1 0.765 0.0159 0.1606 4.202 ACCEPT HO
04706 0.1905 0.2801
32 09412 06984 0.2428

19 .60 1.0000 0.0000

-~ 0BG W
sy



- TABLE 3 continuad.

7

6 3 3 0.1765
¢ 7 07059
5 32  1.0000
0 21  1.0000
s7 4 6 02393
8 8 087059
3 14 08824
2 235  1.0000
S8 2 4  0.1176
6§ 10 04708
7 22  0gexs
2 27 1.0000
89 4 4 02353
6 15  0.5682
6 28 09412
1 18  1.0000
$10 2 3 01176
g 8 08471
5 19 09412
133 10000
$11 7 2 04118
& 6 07847
3 22 09412
+ W 1.0000
s12 1 1 0058
7 9§ 04706
5 27 07647
4 26  1.0000

0.0476

0.1289
0.1587 05472
06667 0.3333
10000  0.0000
0.0052  0.1401
0.2222 0.4837
0.4444 0.4379
1.0000  0.0000
0.0635 0.0542
0.2222 0.2484
0.5714 0.3109
1.0000  0.0000
0.06835 ,0.1718
0.3016 " 0.2866
0.7143 0.2269
1.0000  0.0000
0.0476 0.0700
0.1746 0.4725
0.4762  0.4850
1.0000  0.0000
0.6317  0.3800
C 1270 3.6377
0.4762 4650
10000  0.0000
0.0159  0.0430
0.1587 0.3118
0.5873 01774
10000  0.0000

186.032 REJECT HO

12.527 REJECT HO

5.177 REJECT HO

4.400 ACCEPT HO

11.953 REJECT HO

21.778 REJECT HO

5.208 REJECT HO



TABLE 3 corntinued.

I

$13 10 24 05882 © 0.3810
4 9 08235 05238

2 11 09417 05984

1 18 10000  1.0000
$14 7 15 04118  0.2381
8 12 08824 04286

2 21 10000 0.7619

0 15 10000 1.0000
$15 3 5 01785 00794
6 10 0524 ,D~38Y

6 20 08824 uibB4

2 19" 10000 1.0000
816 3 7 01765 0.1111
L5 7 04708 02222
|7 25 08824 06190
‘2 24 1.0000 7 1.0000
$17 2 2 01176 00317
7 8 05294 0.1587

3 28 07059 0.6032

5 27 10000 1.0000
518 9 30 0524 0.4762
6. 16 03824 07302

2 11 10000 0.9048

" 0 6 10000 1.0089

0.2073
0.2997
0.2428
0.000C

0.1737
0.4538
0.2381
0.0000

0.0971
0.2913

0.1859
0.0000

00854

0.2484

- 0.2633

0.0000

0.0£39
0.3707
0.1027
0.0000

0.0532
0.1522
0.0952
0.0000

4.811 REJECT HO

11,027 REJECT HO

4.545 ACCEPT HO

3.713 ACCEPT HO

7,358 REJECT HO.

1.240 ACCEPT HO
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Table 4.2

TEST FOR DIFFERENCE BETWEEN TWO POPULATION

Questiornaire
- Section i}

PROPORTIONS

£
S d

TEST OF 2 PROPORTIONS

ALPHA = 105

CRITICAL VALUE = 1.645

2aggse

S7
S9

§10
s
$12
§13
$14

10
i4 *

16 *

10 .
-

6"

14 *

10
10
15

37
50
8
13
28
14

P1 P2

58.8%  58.7%
824% 79.4%
35.3%  57.1%
94.1%  20:6%
58.8%  60.3% °
84.7%  22.2%
35.3%  79.4%
84.1%  £2.1%
20.4%  54.0%
82.4% - 84.1%
35.3%  31.7%
58.8% B3.7%
58.8%  25.4%
88.2%  77.7%

PBAR
58.8%
80.0%
52.5%

- 36.3%

60.0%

. 31.9%
70.0% -

92.5%

- 43.8%
83.8%"

32.5%
86.3%
32.5%
80.0%

y4
0.067 ACCEPT HO
0.273 ACCEPTHO
-1.6G1 ACCEPT HO
5.593 REJECT HO
0.112 ACCEPT HO
3.354 REJECTHO.
-3.519 REJECT HO
0.285 ACCEPT HO
-1.798 REJECTHD
-0.176 ACCEPT HO
0.277 ACCEPT HO
-3.700 REJECT HO
2.611 REJECT K.)
0.957 ACCEPT HO



4.3 Damographic Profiles

4.3.1

4.3.2

Management (Figure 4.1) -

introduction

Personat details and demographic variables are included in this
research to illustrate the wide distribution of _;he respondents.

Furth=rmore, in order to interpret the data ﬂerta.ntnﬂ 9 tne
miis: .esearch problem, ie. o I?Ls:‘tlf} the dnfferenq' v ,.‘sr-
ceptinn between VWhite lower anF ridklle managers as well as
semi-skilled and skiliec &ack j)mployees c! fastors, -whicih
contribute 1o or detract from the success of & Black Advance-
ment Programime, personal details and demographic variables
need to be taken into consideration. \ & E
, y

Personal Details Profile

a

In the management sampie, the language groups were rap-e-
sented as fo.)ows

L

Home Language ~ Number Percent
English o 6;4-,7

- Afrikaans 4 25,5
Other : Portugese 2 11,8

This response rate is possibly directly attributable to the
geographicsl spread of TEBA as well as its historical develop-

. ment alongside the mining industry. Another factor whichmay

contribute to the apparently low proportionate representation
by Afrikaans speakers is the fact that a fair proportion of midcile
and lower level managers are descendents of Enr3h speak-
ing traders from the Eastern Cape (Transkei and Ciskei), Natal
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(Zuluiand) and Lesotho (3asutoland). These traders formed

part of the forerunner organisations to TEBA. Thoy were part

of an agency network for the Witwatersrand Native Labour

Association and the Native Recruiting Corpuration. ‘
P _

Black Employees (Figure 4.2)

Amongst the Biack employee samole, the language groups

 were represented as foliows :

Home Language Number Percent

Northern Sotho 4 83
Southern Sotho 22 429
Tswana . 6 9.5
Xhosa 18 20,5
Zulu a 14,3
ti»...
Other: Chichewa 1 1.6
Shangaan 1 1,6
Swazi 1 16
Venda 1 1,6

This response rate is not directly attributable to the number of
offices located in each state or region. A noticeable high
response rate (58,3%) compared o the overall responss rate
ot 41% came from the Lesotho employees.

However, the averall response rate is a fairly representative
response in tc - ms of the sample distribution.



PORTUGUESE (11.8%)

AFRIKAANS (23.6%)

LANGUAGE PROFILE OF MANAGEMENT
FIGUSE 4.1



Other {8.8%}

N. Sotho (6.3%)

o
EA
o
=+
-
=

3
N

8. Sotho (42.9%]}

Xhosa (20.6%}

5%)

Tawana (9,

LANGUAGE PROFILE OF EMPLOYEES
FIGURE 4.2
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e Age Proilles (Figure 4.3)

Age groups were represented as follows :

Aye Managoment Employees

Number Parcent Number Percent
18-34 3 177 22 35.0 \
3549 10 588 2 a0
50+ & 25 12 19,0 .

The management age profile fits the expactac age level of a
lower and middle management group iA a well established
organisation. On the other hand, the age profile of the
empioyee group reflects a rather high age levei for a group of
employees on a specific development programme, 8.g. a Black
Advancemert Programme. 1t would be expected that a group
of employees being groomed to entar the lower and middle
management groups would come from in the 18-34 yaar age

group.

This finding is supported by the employses’' response 10
questions three, seven and ten in Section | of the questionnaire
as well as their response to Statement three in Section 1l of the
questionnaire. S
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o Gender Profile {Figure 4.4)

Gender groups were represenied as follows :

| Gan}/)er ~ Management Employees
- Number Percent Number Percent
Male 15 88 81 97
Fomale 2 12 2 3

The distribution of gender can b_fa considered & e “9pre-
sertation of males and females i the organisation. More

‘specifically at the lower and middle management groups. As

regards the femals representation in management levels, a
plausible reason could be the remote location of many of the
officas and the lack of wark opportunities and facilities for
SPOLSes andchildren of fernale managers. This argument is,
however, contradicted by tha fact that even the urban offices

represented by 59% of the managsment sampie, onf‘y show

two (12%) female respondents.

The distribution amengst empioyee levels is even worse, only
two (3%) were female respondents. No reasons sxist to doubt
the correlation between response rate of the actual number of
females employed in the organisatios:.
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» Profile of Period Employed (Figuve 4.5)
S
The period employed by TEBA was ﬁfﬂected as follows :

p
Perlod Employed Management

Employees

k)

Number Percent "‘%} Numiber Percent

1ess than 1 yéar 0 0 | I}i*e;.__ o 0
p— 3 27,7 | \3 48
5.9 years 4 235 2 X
" 10+ years 10 58.8 38 60,3

The man&gembnt sample group show a substé_ntially larger
distribution amongst the 14 year employment group in ctm-

parison to the émployee group. Bearing in mind that the latter ..

I

‘employee group is supposedly being developed to filf at leabt
‘some of the managerment posts in future, the expectation
would be that the employment period profile should be the
reve: se of what was found in TEBA.

The age profile findings also support Black employee percep-
tioris as refiected in questions three, seven and ten of Section
i of the questionnaire. Their response 1o statement three in
Section il of the questionnaire is also supported by these facts.

e
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e Profile of Period in Present Job (Figure 4.6)

The period employed in present job was found o be the
following :
{

Period in Present Job

Manageraent Empioyees
Number Percenti Number Percent
less than 1 year 1 59 _. Kid o 11,1
1dyears 9 53,9 24 38,1
. 59vyears 7 412 24 38,1
10+ years | 0 0 8 12,7

Clearly noticeable is the fact that na managbment respondents
have had more than ning years service ir; their present job.

Fromtha Biack amplqyae respondent éroup, 12,7% have been
ten years or longer in their present job. This fact leads to the
conclusion that management staff move more rapidly through
the various levels into senior positions or leave TEBA if
progress is not rapid encugh. Conversely the progress made
by Black employees is slower and time bound in the sense that
Black employees will spend longer penods of time in skilled or
semi-skilled jobs before being promoted or before they leave
TEBA empioyment.

Again & can be said that perceptions reflected by Black
employee responders in their responses to questions three,
seven and ten of Section | of the questionnaire is supported by_
the employment in present job profile. Their percephon m
response to Statement three of Section il of the questic: it
i$ also supported by these facts.
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« Profile of Area Where Employed (Figura c 7)

The distribution of gecgraphic area where p*esenﬂy employed
is reflected as follows :

G&ographical Area Waere '.bresentiy Employed

- Manageme:r Emplayees .
° . Mugrn her Percent - Nuraber Pafcént
_Joi:;unnesburg g 529 9 i@_._; .
" OtherUtban 1. 59 s 7.9
a2 LI 12,7 *
TBVC @ B 1?/55-.:.,-:52.? | . 22 )
_No'respbnse' O___ ' _TG . SRR 16 {]

L
o

it must Le noted as reflected in Figure 4.7 that dne employee

- didnot indicate in what geographuc area he is employed.

/)

- The geographical distribution of management :fs sKgwed to N

some extent by the fact that the response rate of managers at
"tiead Office’ in Johannesburg was 0% compared t0 861,5%
response rate fror managers in rural areas. - Amongst the
amployee tevels it tas evenly distributed amongst the various
gsographical areas represented. When comparing the cur-
relation betwsen language and gecgraphrcal distribution it is
noticeable that the rnajonty of foreign respondents ware from--

" . Lesotho.



MANAGEMENT

JOHANNESBURG E’:fj OTHER URBAN [ RURAL

Li] FOREIGN -

PRCFILE OF AREA WHERE EMPLOYEL‘\
FIGURE 4.7
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¢ Incidence of Education and Tralning (Figure 4.8)

The inciderice of education and training is refiected as follows:

s e it s e s
-

Education & Training Leveis/Coursas

Management Employees

Number Percent Number Percent

I

Sarne High | |
School 0 0 14 22,2 ;
High School _

Completed 17 20,0 35 556

University Deg- _

ree Compieted 4 235 4 8,0
Other post matric __

qualification 8 47,0 7 11,1 __
COM Training ¢
Courses 10 58.8 3 15,9

Other TEBA o
training courses 10 58,8 35 55,6 N a
Other tramning

Courses 5 29,4 1 17.5

The incidence of education and training reflects a balanced
distribution amongst various levels of educationai qualifica-
tions attained and training courses attended. As can be ex-
pected the management respondents are better educatea and
reflect a higher attendance frequency at training courses.




OTHER TRAINING

OTHER TEBA TRAINING

COM TRAINING

OTHER POST-MATRIC

UNIVERSITY EGREE

HIGHSCHGOL COMPLETE

SOME HIGHSGHOOL F— -t

. ———

C% 0% 20% 30% 40% 50% 60% 70% 80% 90% 100%

\\‘ _

INCIDENCE UF.;E.DUGATlON AND TRAINING
FIGURE 4.8
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e Incidence of Senior TEBA Course Attendance (Figure 4.9)

The incidence of attendance at the "senior TEBA’ courses and
specifically at management developmant programmes within
TEBA is reflected as foiiuws @

Senior TEBA Course Attendance
Management i Employoes

Numser Percent Nun?a)bar Percerft

Administration )
Course . -4 235 59,._ 93,7 . -
Basic Mgnage- -
ment Course 13 76,5 19 30,2
Problem Solving
Course g 529 15 238
- industrial Rela- .
tions Course 14 823 -- 23 36,5

The incidence of 'Senior TEBA Course’ attendance clearly
_ reflects the level of staff in the organisation. The management
respondents show a high distribution frequency in the courses
intended to strengthen managers in their day to day activities,
in contrast, the course attendance incidence amongst Black
employee responders reflect a high attendance fraquency at
Administration Courses, i.e. courses strengthening staff mem-
bers in an area where managers are less actively involved in
their day to day activities. ;

These findings can be interpreted as being aimed at overcom-
ing the deficiencies in educational background of the Black
employees, or as tokenism i.e. the Black smployees are sent
on a course which is of use in their present job but of limited

o Attt Pl - Pk PR SARR & s A - e,

£ &~ el -t s bl S Saar WG 4 st ke 0
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“benefit in future management positions. A possible result of
this tendency is that when promotions are due, the Black
employee is not equally trained and lacks basic managemsent
skills in management areas other then administrative skills and
ends up not being promoted.

4.4 Conciision

The personal details and demographic variabies discussed verify the
wide language, age, employment period, period employed in present

job and geographic distribution. Incidence of education and training - .

indicates support for the claim that the Black empioyee respondents
had to fulfil certain minimum education and training criteria in order to
perticipate in the Black Advancement Programrme. Incidence of Senior
TEBA Course attendance could be considered to partially support the
claim that a Black Advancement Programme was implemented and
maintained.

Analysis of the personal details and demographic variables discussed

~ indicate support for some of the Black employse perceptions of factors
affecting Black Advancement in TEBA. The overall effectiveness of this
programnme in terms of management and employae perceptions re-
quires further analys:s and discussion.
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4

4.5.1

4,52

4.5 Questionnaire Responses £

Description Of Raw Scores

Table 4.1 tabulates the raw score of the White management
participants for Section | of the questionnaire. Tabie 4.2 tabu-
‘ates the raw scores for the semi-skilled and skilled Black
participants for Section | of the questionnaire.

Table 4.3 tabuiates the raw scores of the White management
participants for Section il of the questionnaire. Table 4.4
tabulates the raw scores for the semi-skilled and skilled Black
participants for Section it of the questionnaire.

Table 4.5 tabulates the comparative raw scores for Section |
of the questionnaire. Tabie 4.6 tabuiates the comparative raw
scores for Section 1l of the questionnaire,

Oiscussion Of Raw Seoras
Section 1 of the Questicnnzire

An overall significant difference betweern perceptions of White
middle and lower level managers and Black semi-skilled and
skilied subordinates emerge (Table 4.1 and 4.2 Section ).
White managers in general, view the Black Advancement
Programme more positively in that they believe that changes
to the programme could only improve it moderately. In con-
trast, Biack semi-skilied and skilled subordinates, in generai,
have a lass positive view of the Black Advancement
Programme in that they beiieve that changes to the programme
could improve it substantially. (Figure 4.10)
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e Section ll ot the Questionnaire

£

¢ cant differences in perceptions of White managers andg’
Black semi-skilled and skilled subordinates are identified in six
(45%) of the issues addressed (Tabile 4.3 and 4.4 Section Il
and Figure 4.11),

|
r



Table 4

3

Lection | : Raw Scores Management Level Staﬂ

Statement 1 Statament 2 Statement 3 ftatement 4 Statement & | $iatement 8 Stataman: 7 Statament & Staterment 8
1 2 3 4]y 2 3 afjy 2 3 4i1 2 3 al1 2 3 af{1 2 3 ait 2 3 al1 2 3 &«|]1 2 3 &
A 2 3 a{1 Z 1 1 1 1
B 3 3 3 2 3 1 4 3 1 .
[ ] 2 3 4 2 1 2 2 2 2
[£] 2 3 4 3 : 3 2 3 3 2
E 2 2 3 2 2 2 b) 2 3
¥ 1 3 3 ] 3 2 2 &7 1
[ ] “ F 1 3 1 2 1 F 2 3
H 2 2 2 2 3 3 2 F 3
| 1 2 - 2 3 2 2 3 1
A ] 3 3 3 3 3 z 3 3 2
K 3 3 3 3 3 a 4 3 3
jt R 3 3 3 L3 3 2 2 4 X
M 2 2 3 3 v 2 1 1 -2
N 1 1 1 2 2 2 2 2 2
o 2 3 4 3 & 3 3 3 3
[ 2 3 2 2 3 2 3 2 i
o 2 2 2 2 1 2 1 2 3
r'l'—-ﬂl.lln "% % b O 2 & 0 0|1 3 9 4|2 & ¢ 1|3 B 8 1]3 8 6 0|4 8 2 212 & 7 2|42 8 ¢ 1
Statement 10 Sttemant 11 Statement 12 Statarment 13 Eiatament 14 Statement 15 Stetamant 18 Statarmnert 17 Statement 18
I 2 3 411 2 3 411 2 3 411 2 3 411 2 3 4311 2 3 4Afj1 2 3 A1t 2 3 411 2 3 4
2 1 2. 1 1 1 2 2 1
2 2 4 2 1 3 3 4l
2 2 F i F 2 2 4 2
2 2 3 'y 3 3 3 2 2
2 1 2 ) 1 2 1 1 1
3 4 4| % 2 & ' 4 4 2
1 1 2 [ 1 2 1 3 1
1 1 2 1 1 1 1 1 1
2 1 2 1 2 3 2 : 2 1
3 2 . 3 2 2 3 3 & 3
2 ] 411 a 4 3 & 2
4 3 3 3 2 2 3 3 1
2 1 3 1 1 1 3 3 1
3 2 1 2 2 3 g 2 2
2 2 L} 3 2 3 4 2 3
2 1 2 1 1 2 2 2 2
3 2 3 1 2 z 3 2 1
2 B 6 117 6 3 1|1 7 & &{1w0. 4 2 1[7 ® 2 03 @ & 2|32 & 7 2]z 7 3 6% & 2 0

82
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3

MUCH BETTER

A LITTLE BETTER

4

COMPLETELY S3UCCESSFUL

T

Questionaire (Section 1}
Comparlson of Munagemerit and Subordinate Perceptlons

Figure 4.16
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4.6 Descriptive Analysis of Scores (Questioninaire Section 1)

4.6.1

46.2

Introduction

Although the length of the questionnaire used will result in a
iengthy description of the findings, it is considered necessary
in order to extract meaningful conclusions. A systematic
recording of findings in relation to each question will be done.

Findings (Questionnaire - Section | - Table 4.5)

¢ Introduction

-~ Statements were initially selected against two criteria,
namely, that they had face validity and that they should
address a parsonal perception rather than a personal
opinion of another’s perception. items were selected for
discussion if the difference betweer. the responses of the
two groups was significant at the 90% level {(Kolmogorov-
Smirnov critical valus of at least 4,605). The high degree
of face validity of the statements gives coi ..idence that the
perception scores derived are reasonable indications of
perception levels, although no claim is madé that the per-
ception levels for sach statement are independent of each
cther.

Inorder to ensure clarity a brief descriptic}'in of the response
pracess is given. Respondents had to indicate their per-
ception of specific Black Advancament aclivities by placing
a cross (X} in the appropriate biock below each statement
on the questionnaire to indicate to what degree they con-
sider the activiy wiil influence the f ture success of the Black
Advancement Programme in TEBA. When responding to
a statement, respondents had to decide whether they
perceive the present Bleck Advancement Programmae is :
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totally effective, can be improved upon, can be Im-
proved upen substantially or, need serlous recon-
sideration. I the respondent perceived the Black
Advancement activity stated to be totally effective the first

| block no differant at all had to be marked.- :Should the

! respondent percsive the Black Advancement activity stated
can be improved upon the second block a little better had
to be marked. Iif the activity was perceived to require
substantial improverment then the third block much batter
had to be merkad. Finally if the activity was perceived to
require serious reconsideration the fourth block compleie-
ly successful had to be marked.

463 Analysis of Findings

¢ Siatement 1

The percenticn of the two groups of respondents of the
understanding and reinforcing of the policy of Black Advan-
coement by meanagers in TEBA and on its impact on future
black Advancement differed significantly statistically.

Cleariy Black subordinates perceive their managers as not
fully understanding and reinforcing the policy of Black
Advancement in TEBA,

o Statement2

The perceptions of the two respondent groups of the
preparedness of TEBA mariagement to commit time and
effort to ensure Black Advancemeant opportunities, differed
significantly statistically. =

Clearly Black subordinates perceive their managers as not
committing enough time and effort o Black Advancement.
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Management perceptions, althocugh more positive, support
this perception of the subordinates.

Statement 4

The perceptions of the twn respondent groups differ sig-
nificantly on the issue of immediate managers having a say
in what should be inciuded in the the Black Advancement
Programme

Black subordinates clearly perceive their immediate
managers as not having enough say in what should be
included in the Black Advancerment Programnme. This per-
ception is supporied by the management respondents’
perceptions.

Statement &

As regards the issue of immediate managers beirig involved
a: coaches inthe Biack Advancement Programme, a statis-
ycally significant difference in perceptions between the two
respondent groups is found.

Subordinates again indicate a significantly strong percep-
tion that their immediate managers are not being adequate-
. Iy involved as coaches with the Black Advancement
Programme. Management perceptions although less posi-
tive support this perception of subordinates.

Statement 7

The issue of Blacks with potential being given more oppor-
tunities to compete on equal footing with White co-workers
also resulted in a statistical significant difference in percep-
tions.
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Clearly Black Advancament Programme participants have
strong perceptions that Blac!:s with potential are not given
enough opportunities to compete on equal footing with
White co-workers. Management respondents have a far
more positive perception i.e. they do not perceive this
activity to require more than some improvement. A diver-
gent perception of this magnituds between the two respon-
dent groups requiras serious atiention.

Statement 8

On the issue of White co-workers and marnagerment attitude

towards Black Advancement, & statistical significant dif-
ference in perceptions is perceived. '

Although the statistical significance ic more than the set
critical value, the gap in perceptions of the two responderit
groups is smalier. Stated alternatively, managers and sub-
ordinates perceptions are significantly more similar in
regard to this issue. However, White cG-workers' attitudes
towards Black Advancement obviously require attention.

Statement 10

Perceptions- regarding reinforcing training through real
decision making responsibilities showed a significant statis-
ticai difference.

Clearly one of the issues where the gap in percaption as to
what needs to be done in the future as regards Biack
Advancement is bigger. Black subordinate respondents
have a much more sombre perception in regard 1o how
much decision making responsibilities bave been
delagated to them. Black subordinate respondents per-
ceive themselves to have very little decision making respon-

W
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sibility on thie job, hence litte on the job development takes
place. : '

Ststeraent 11

By far the most significant statistical difference resulted
from the perception gap between management and subor-
dinate respondents regarding the issue of discrimination in
the way work is allocated and how instructions are given in
TEBA.

By far, the most critical issue in terms of the vast gap in
perception that exist between management and subor-
dinates. Serinus investigation into this issue is required.
Ciearly subordinates perceive nianagement to apply dis-

+ criminatory practices in the work situation. -

Statement 12 .

A significant statistical difference in perceptions between
management and subordinate respondents exist in regard
to the issue of constant monitoring and foliow-up to ensuie
Black Advantemaent objectives are met.

The perpections of this issue cén possibly lead to the
conclusion that if a better process of monitoring and follow-
up in regard to Black Advancemsent existed in TEBA, some

“of the other critical issues would aiready have been

resolved. Subordinates certainly perceive management to
do no or liitle monitoring and follow-up on the Black Advan-
cement process.

Statement 43

The issue of Black and White trainees sharing accommaoda-
tion during training courses showed a significant stat':ical
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difference although not to the same extent as ather issues
did. '

Although an extremely significant statistical gap does not
exist, the difference of perception within: the subordinate
respondent group requires attention. A possible con-
clusion can be that afthougr accommodation faciities are
shared no real social mixing takes place.

Statoment 14

Organisational obstacies in regard to time off to attend, and
fransport etc. 10 training courses showed a significant
statistical differenca.

Management respondents do not share the subordinate
perceptions that they have practical problems to overcome.
Taking the fact that subordinates at this level do not-have
company vehicles or allowances and are either dependsm
on public or specially arranged transport, a better under-
standing of this perception is obtained.

Statement 17

Overcoming the deficiencies in the Black education syster.:
through special training and education opportunities for
Biacks showed a significant statistical difference.

From the subordinates’ perceptions and the divided per-
ceptions of management regarding this issue, itis clear that
further investigation is required. Ways and means are to
be found to provide educational support.
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464 Summary

Reviewing the percaptions of managers and subordinates with
respect to statements one, two, four, six, seven, eight, ten,
eleven, twelve, thirteen, fourteen and severiteen the following
conclusions can be made, assuining that these perceptuons
tlo reflect the actual situation .

The policy uf Black Advancement in TEBA is r % clearty
undarstood and reinforced by all managers

Management in TEBA do no commit adequate time and
efort to ensure Black staff members get advancement
opportunities.

b

immediate managers of staff on the Black Advancement

‘Programme should have a greater say in what should be

included in the programme.

The immediat_g meanagers of stafi members on the Black -
Advencement Programme must be more involved @s
coaches in thé programme .
Black staff members with potential must be given more
opportunmes to compete on an equal footing with White

© co-workers.

A negative attitude ‘amongst nanagers prevails towards
Biack Advancgment.

Biack staft menmers do not get the opportun ny to reinforce
thepry leamed on courses through real decision making
regponsmtlmes in their jobs.

Thereis discrimination in the way work is aliocated and how
instructions are given in TEBA.

L
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o Notsenough monitoring and fotiow-up is dcne to ensurethat ;
the objectives of the Black Advancement Programme were
th. . i

e Thz issue of shared accommodation during training cour-
ses require investigation since a large proportion of Black
empioyees do not experience it as being totally shared.

e Thers is a strong perception that some organisationai
obstacies in regard to time off for training, transport to
training venues, etc. still exist.

e An effort should ba made to overcome the deficiencies in
education that Biacks hava through providing specific op-
portunities for this purposs.

Y .
Recommendations and 4 Staff Development Mode! will be

discussed in greater detail in Chapter V.

S

4{ ’
Comments On The Statements Where The Null

Hypothesis Waa Accepted (Questionnaire - Sectior | - \
Statements 3,5,9,15,16,418)

in regard to these questions the null hypotheses (Ho) is
accepted i.e. the twn populzn groups have distributions
falling within the limits of Alpha 10% and critical value 4,605. At

tace value, however, with the exception of statements three '

and eighteen, the perceptions of respondents regarding issues
raised in statements five, nine, fifteen and sixteen requnre
further attention. in all insiances, the management ! espoﬁ-a
dents have a more oplimistic »erception of the way these
issues impact on the Black Advancement Programme. The
subordinate respondents have a more pessimistic perception
of how lhese issues impact on the Black Advancement
Programme.
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Interms of future Black Advancement Programmes, # is impor-
tant that these parcepbons be acuressed : ;

Statement §:  evaluaiing managers of staff members(bn the

Black Advancemnent Programme for their support
of the programme. In the case of both managers -

and employees there is a strong perception for
a need to evaluate mariagers on their support
of the Black Advancement Programme.

Statement 9 . staft members on the. Black Aévanoement
Programme themselves participate in drawing
- upthe programme. Both respondent groups
have the percepuion that staff members on the

Biack ‘Advancerment Programme must partucapate

in the drawing up of the prsgramme

Statement 15 : the belie! of lower and macfile Ievel managers
in the inherent capabzlmes of Black staff
members. There is congruence in'the two

~ respondent groups perceptions that lower and
middie levet managers do not really befieve i’
the unherent capabilities of Black staff members

Statement 16 : management to alfow staff members returning

from training courses to apply what they have
learnt. Black staff members seturning from
tralmng cuurses are not given the Opportunitv

to apply what they have learnt on the course. . -

- Althotigh the n+ ¥ hypathesis was accapted in these instances -

both management and Black employee perceptions indicate
the need for action to improve management practices..

Reviewing the response to statement three where the rull

v '\‘potnssis wase.aucepted at a critical value 3¢l to 2.000 it
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vias obvious that both respondent groups are in agreement

- that there is no manpower and succession plan for empioyees

participating in the Black Advancement Programme.

As ragards statement gighteen, both respondert groups have
the percaption that Black staff members who have progressed
through the Black Advancement Programmein TEBA need not
spend more time with fellow Biack employees than with White

“statf members as this will have no influence on Black Advan-

cemant. The strong perceptions both respondent grour~ |
have on this issue led to the conclug’ n that Black Advai: -
ment Programme participants shuw.d faitier spend more time
with White staff members.

Recommendations and a Statt Deveivpment Model wiil be
discussed in greater detail in Chapter VI.
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4.7 Descriptive Analysis of Scores (Questionnaire Section il)

4.7

Findings (Questionnaire - Section I - Table 4.6)

e Introduction

In Section fi of the questionnaire, the test of 2 proportions
was applied at Alpha equal 10% and critical value level
1,645 to accept or reject the null hypntheses. A systematic
recording of findings in relation to each statement was
done.

in this section of the questionnaire, fourteen statements
were put {0 the respondents to establish their perceptions
of the impact of the specific issues on the Black Advance-
ment Programme. The null hypotheses were rejected in six
instances i.e. thatis for statements

4,6,7,9,12 and 13. A high degres of conndeii~e axists that
the perception scores derived are reascnable indications
of perception fevei, aithough no claim is made that the
percaption levels for each statement are indepandent of
each other. ' |

47.2 Discussion of Statements Where Null Hypothesis Was

Rejected

+ Siatement 4

Black staff members in supervisory/managerial positions,
are reluctant to discipline other Black staff members who
are older than themsslves.

Alarge gap in perception exists batweon management and
subordinates regarding this issus. Management percep-
tions regarding this issue is aiarming and may be based on
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preconceived ideas regarding the respect the "traditional’

ack person has for his elders. This perception may result
in a reluctance to appoint Blacks as supervisors/mann;ers
and may result in Biacks not bsing giveri training and
development opnortunities. Black subordinates reject this
statement. I must therefore be concluded that Blacks
perceive themselves willing to supervise/manage Biack
staff members older than themseives.

Statement 6

‘Black persons are reluctant 1o supervise persons from
other ethnic groups |

Orice again there is a marked gap between management
and subordinate perceptions. Management perceptions

may result in training and promotion opportunitias being

withheld from Biacks with potential since they are of the
‘wrong; ethnic group’. This is possibly the resutt of precon-
ceived ideas and also perhaps an 'apartheid syndrome’.

Based on their rejection of this statement, Blacks perceive
themselves as willing to supervise staft from other sthnic

groups.
Statement 7

Some Black subordinates become more confident when
working under the supemsnon of Bieck superiors.

Management respondents perception, cloudsd by
stereotyping and prejudices, is clearly in line with their
perceptions of statements four and six. The same can be
said of the Black subordinate group’s perceptions.

it

N
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Sz

There is no doubt that this issue must be addressed in
general and in any future Black Advancement Program-
mes. -

Statement §

Biack staff mermbers doubt that there is any real benefit for
them from the Black Advancement Programma.

Wwithout real results such as promctions and appointment
of Blacks in senior supervisory and managerial positions,
this perception is to be expocted. Management percep-
tions may be based on preconceptions and patemalism.

Statement 12

Work standards wﬂl remain just as high if Black staff mem-
bers are developed and promoted.

The majority of botrl| respondent groups perceive this state-
ment t2 be true and must be seen as opening the way to
reinforce training and development on the cne heénd but
also to create opportunities for promotion of Black staff
members. r]_

Statement 13

I3

Because of the poor Black education system, Biack staff
members rust have differert training programmes to those
attanded by White staff mernbers.

It could be deduced that Black subordinates reject this
statement on the grounds that they do not want to be
treated differently and that they wish to be given equal
training and development opportunities.
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473 Discussion of Statements Where Null Hypothesis Was
Accepted (Questionnaire - Section i - Statements
1,2,3,5,8,10,11 & 14 - Table 4.6)

¢ Statement 1

Management creates conditions where all staff member§
are equally v lling, able and allowed to perform their jobs
w iha best of their ability.

Tris reflects a situation where the maintenance of the status
quo is supportéd Bui from responses to statements in
Section 1 if new theorv is to be applied or own initiative is
to be used it is not tolerated.

L

Statement 2

Advancement programmes create expectations of job re-

iated progress which are not fulfilied.

This agreement with Statemerit 2 supports perceptions
revealed in Section | that career and succession planning
is not done and employees with potential are not given the
oppaortunities to fulfil their potential,

-~

Statement 3 | v

Usuaily Black staff members are promoted because of their
length of service and not because of their skills.

Employee perception is to some extent born out by the
personal and demographic profile details, i.e. length of
service and age profiles as well as their perceptions of
stataments posad in Saction . :
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o Statement s

Salaries paid are perceived to be low, hence trained Black
staif members leave to join other companies.

Again this is support for the finding that no strategic man-
power planning is evident in TEBA.

- o Statemem 8

Biack stait members do bselisve the programmes are a
determined effort to better their knowledge and skiils.

This high level of agreement forms an encouraging base
for any future Black Advancement Programmes.

» Statement 10

When promoted or transferred, Black stalf members en-
colnter extreme difficulties when trying to obtain finance
for purchasing a house.

This underiines the views of Human {1891) and Hoimeyr
(1989) and others that Black Advancement does not just
entail training but must address the broader environmental
factors as well,

o Statement 11

The development and promotion of Black statt members
will be tc the detriment of Whits staff members.

The positive perception of managers is encouraging for any
future Black Advancement Programme.
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e Statement 14

Having some lectures presented by Black training officers
contributes positively to the advancement of Black staff
members.

The overall agreement with this statement can possibly be
considered as a need for Black role models in the Black
Advancement process.

47.4 Conciusions

A clear indicatun exists that this Black Advancement
Programme is not currently achieving rea! Biack Advancement.
A detailed tn.cussion and recommmendations foliow in Chapter
Vi. ‘
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CHAPTERV iy

RESULTS Il TERMS OF THE PURPOSE AND RESEARCH

5.1

QUESTION

! K

Reasons For Perceptions Gaps Between Managers and Black
Empioyees

Establishing perceptions is extremely impartant since the individual’s
attitude and behaviour is formed by his perception. Having established
perceptions, some insight will be gained into the attitude and behavicur
displaysd by people.

Perceptliony thus play an important role in a persory’s life. Koopman

(1987) put this as follows : "His perception of a better future is what drives

a man” (Koopran, 1987:20). Therefore frustration and demotwatlon
sets in if a better future does riot emerge.

However, it must be borri in mind that an individual's perception of a

situation does not aiways reflect reality. The reason for this is that the
functioning of the perceptual process is influenced by variables such
as the Gbject or occurrence surveyed the environment within which
parceptions take place, and the individuals dlrec;tly involved with the
perceptual process.

One of the major barriers that lead to distoriion of perception is
‘stereotyping’ i.e. forming a judgement about pecple based on an
'ideal’ or 'type’ of impression we have formed abott their group.
Mistaken stereotypes fie at the root of a great deal of employment
discrimination {Szilagyi ang Wallace, 198C:74).

A number of misperceptions regarding percons and issues frequently
develop in o.garisations. These misperceptions or inability to view
events from another person’s powtaon increase the danger of potentlal
conflict{Le Roux, 1984)

Watts (1985) in her study of the parceptions, attitudes, reactions and
experiences ot u-:0k managers and their white work colleagues, found
that substantial perceptual discrepancies existed between thess in-
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dividuals. In 1986, shg goes on to say that : "If organisations wish to
implement black job adv,b ement successfully, they should first de, . isar
Jactors could militate agiinst this. The place to begin is with the employees
themselves. Not to understand what employees think are the issues and
where they stand on these issues, really diminishes any Black Advancement
Programme in terms of operational importance” (Watls, 1986:8).

Perceptions and Black Advancement

Research by Day (1991} into the attitude of White maie, students
supports the conclusions Szilagyt and Waliace reached regarding
stereotyping. Day (1991) found that :

"Firstly, the ext;nt . witich White maie MBA students are doubtful . Yout
the inherent mpai, ies of Blacks and, secordly, the surprising lack of
support that fhey exp. ssed for affirmative action, it would appear that the
White male economic clite are concerned, perkaps unconsciously, with

mainiaining their pnvdc%ed position.”

"Stereotyping of Blacks a.s inhémmiy less capable has given rise to negaave
expectations of Blacks. These negative expectations ure reinforced when

Blacks display an apparent lack of ability when performing relatively low {
level work, Performance is equated with lack of ability rather than-with the

underlying assumptions that Whites have about the abilities of Blacks. The
lack of commitment of resources to Black Advancement is, therefore,

apparently justified by Blacks’ own dispiayed mhemnt incapability" (Day,
1991:51).

Szilagyi and Wallace (1990) came to the conclusion that an individual's
motives, previous laarning, and parsonality all influence perception.
Managers must take such considerations into account in predicting the
way their actions and orders will be perceived by others. Perceptions
is a form of behaviour and, therefors, influenced by factors such as :
&
® A supervisor/managerissuing a job instruction
e

o the timing of a inussage

» characteristics of the perceiving person.
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Reeves and Harper {1981) give sorne indication as to why gaps
in peroeptions of management and employees Qccur :

5 "Dismmfact;on stemming from treatment by supervisors or

A managers is an obvious case in point; or negative attitudes and
pehaviour among employees may be mistakenly discounted by
management as no; being indicative of seriously felt grizvances; or
a critical attitude towards management muy be misinicrpreted as
alienation. Altematively, absonce of protest or complaint may be
snistaker: for satisfacti: . These kinds of misinterpretations are not
uncommon” (Reeves ang Ha r, 1981:12).

The research conducted in TEBA indicates a high incidence of
perceptions of both respondent groups being distorted by
stereotyping. Management constantly erceive their input to
the Black Advannement process more positively regarding the
clarification of values and corporate philosoghy, commitment
by management, strategic human rescurce planning, lins
managsment accourtability, affirmative action, white attitudes,
two-way communication, application of training, discriminatory.
practices and monitoring and follow-up. Black employee per-
coptions regard these same issues as more negative.

f(
53 A (:omparlson of the Perceptions Recorde In this Research and

Hofmeyr's Findings as to Why Black Advancement Programmes a

Faii

As shown in Table 3.1 all the statements put to the respondents by
means of the quesiionnaire relate directly or indirectly to Hofmeyr's
"Ten Important Reasons Why Black Advancement Programmes Fail™.

As described in Chapter 1V the nuil hypothesis was rejected for
eighteen cut of the thirfy-two statements describing the Black Advan-
cemeni process. For twelse of the other statenents the null hypothesis -
is accepted, but both management and Black employee perceptions
“Indicate strongly that for nine of these statements the Black; Advance-
ment process is not effective and requirss atterition. In the case of just
two statements management and Black empioyee respondents’ per-
ceptions are positively inclined towards the Black Advancement
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process. in one instar.ce the statement was perceived as ha&ing no
influer.ze of the Black Advancemant process {Sae Table 5.1).

in twenty-nine out’” of thirty-wo . instances, managers and Black
employees parlicipating in the Black Advancement Programme indi-
cated that they perceive that inadequacies 2xist in the TEBA Biack
* Advancement Programme. v
As can be seen in Table 3.1 the statements put to respondents relate
directly or indirectly to Hofmeyr's ten reasons why Black Auvancement
Programmes fail. When analysing the perceptions of respondents in
this research, itis clearly shown (Takle 5. 1) that the probiem areas and
wecknesses existing in the TEBA Black Advancement Programme are
.ailar to whit Hotmayr found in other orgahisations.
Thereforé it must be concluded that accoring to lower and middle
managemert and semi- -skilled and skilled Black empiocyee perceptions
there is in the TEBA Biack Advancement Programme :
¢ Inadequate clarification of va!ues and corporate phllosophy
’f
« Alack of - "‘mmiiment by top franagement
« No strategic human resource planning
e Lack of management ownership and accountabiiity
e No targets, or affirmative action
- @ Negative attiturles
» Foor two-way communication
» Reliance on formal training

e Discriminatory practices

¢ No management monitoring and follow-ug. -
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[ “Most inporiant rassons why Black
Advancaemant programmes fail

1. adeguate clarification of

Mioat important 18as0ns why Binck
- Advancumant programiman fail

5. No targeis or afiirmativa achion

Most important reasons why Bic
Advancement programimes tall

8. Peliance on formal raining

valuet and corpoi oie aciion
phitosophy. Questionnaine
Questionnaics Section! : § 6 PBsjectHo
Questionnalre Section! : § 7 RepctHo $ 10 RepettHc
Section) : § 1 RejectHo 517 Rejsct Ho S 16 MA&E
§ o+ Seclionli: § 7 RejectHo $ 18 Noinfluence
513 FrjsctHo an BA
Sectionil: § f MS&E
2. ieck of commitireent by 6. Neogative attitudes 9. Discriminatory prsciices
top managemant
Questionnaire Quostionnaire
Quastionnaire Sactonl : S 8 RejsctHo Secdon! ; § 11 RejsctHo
Seetion| : § 2 Pejecttio S 9 MUBE § 13 FejectHo -
§ 14 Reject He 515 MA&E Sectionll: S 14 MSE
Sectionl: S 4 Faject Mo
5 & PRejsttHo
§ 9 FajectiHo
St +
$12 Rejectlio
3. Mo strategic human 7. No two-way communication 10. No manitoring and
resoune planning foilow-up
_ Cuestionnaie
Cestidnhaire Section! : 8 4 PejectHo Questionneire
Sectiont: S 3 M&E Sectionlt: £ 5 MK Ssction! : S 12 RejectHo
Sectiond: § 32 MRE b
S10 M&E
Y SO — —
4, Lack oFfhansgument
owr.aiship and account-
abliity !
QOuest:onnaire {
Sectioni : § 5 M&E
Sectionl: § 2 MBE . ;
‘ U L.
Reject Ho - | MBE 4
Significent diitarance in | Acorpi HO but both management | Particular activity presently
perception - requites 1 and empinyt_u pei->cive this l cone ofiectively
sttintion e | activity requirss atizntion E
Table : ..

COMPARISON OF RESEAFICH FINDINGS WITH

HOFMEYR’S FINDINt..'
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CHAPTER VI

RECOMMENDATIONS FOR STRATEGIC EMPLOYEE AD-
VANCEMENT

6.1 introduction

Up to tnis point this research centred on the process known as 'Black
Advancement’ since this was the term used by TEBA when originating
their programme. As detai'aed in Chapter | a vasiety of terms have
avolved over the years and lately two terms are used that perhaps best
describe what the actual process should be. Hofmeyr (1989) used
"Employee Advancement Programimes' as an alternative far the "Black
Ac'vancement. Human (1991) described the process as 'Peopie
Deveiopment’. ’ -

6.2 Black Advancement vs Employee Advancement

Why discard the term ’Black Advancement’? Mkeie (1986] viewed
Black Advancement as foliows :

"They call the new dispensation 'Black Advancement’, which is another way
of excusing a pracess of normal economic activity on grounds of more' rather
than economic necessity” {Mkele, 1986:7). '

Malimela (1388) has sven stronger views about 'Black Advancement’:

"ddvancement where to, und who advarces who? Why not staff advance-
ment? Do we ever have White advancemerns? Is it Whii .5 advancing Blacks
or Blacks advancing themselves or both cocperative with each other on the
road to economic and soito-political siability, and economic growth and
¢ petitiveness?” (Malimela, 1989:3)

The latest person to object to the term Black Advancement is Mbatha
{1932) who expresses himself as follows -

"We huve alwiys been inundated with literature, conferences, seminars and
waork-shops on Black Advancement. Nothing wrong with that. I have
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always held, though, on the basis of analysis of some of the ‘experts’ (mainly
White) in Black Advancement, that their ideas and thinking aboitt Black
pecple are nat only patronising and msultmg to Blacks, but also racist”
(Mbsatha, 1992:14). .
_ f

There are strong indication that the term ar_ﬁH concept of Biack Advan-
cement, affirmat:. s action, equal opportunity, etc. as currently known
should be discarded in favour of a programme that has no racial or
sexual connotations and which reflect the true purpose of such &
programme namely to develop staff.

¢

Recommendations For Strategic Staff Cevelcpmant :
A Theoretical View

¢ introduction

To date, organisations have tended to do strategic planning without
really considering the human resource aspect of the organisation.
in order to overcome this it is essential that an organisations’
strategic plan include specific human resource plans along the
same lines and at ‘e same level of intensity and importance as for
marketing, finance, technology, production, and so on.

¢ Future Human Resource Strategy

Most stratesie planning in organisations, apert from the difficuities
in Human  surce planning, have placed emphasis on formula-
tion of policy iather than implementation. According to Fombrun,
Tichy ang Devanna this led to the conclusion in the eighties "t#at
much «me and thought had gone into analysing and planning strategy
yet very little into its implementation” (Forbrun, Tichy gnd Devanna,
1984:26).

The chalienge, therefore, is the effective implémeantation of strategy
l.e. getting people 10 do tha right things :0 obtain results from
strategies. Fombrun, Tichy gnd Devanna go on to say that : "In
this ~espect, the human resoirce tools become ceniral and focus specifi-
rally on selecting the right people to run a business, rewarding them from
strategic activities, and designing staffing patterns tha: match the strategy
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plans, as well as creating mé:é'stmtegicafly motivated development and
labour relations policies * (Fombrun, Tichy and Devanna, et _al,

Inview of the skilled manpo ver and management shortage in South
Africa as well as. the rapid changes taking place, closer contact
must be achieved between the organisation and its environment
on the one hand and management and worker within the organisa-
tion on the other hand. Human (1991) describes it as "The issue of
the 19905 and the art of riding the permanent white waters, will be te
create intelligent organisations. By intelligent, I do not mcan organisa-
tions flooded with PhD’s but rather organisations which can learn. We
need to unleam old habits such as eitherior thinking; splitting thinking
and doing; planning and impiemcentation; effectiveness and efficiency,
and if you will, creating profit and distributing it; managing change and
managing stability, etr."

"Once we have unlearned ouvr habits, we need to learn how to leam on

-+ a continuous basis. We reed to stant designing organisavions which

promote and enhance learning and which wtilise and maximise all the
intellizence in the organisation. We are going to need intelligence rather
than weight and size to perform well in the future."

« "Thus, flatten the organisation : kierarchies are by nature unintelligent.
Be canscious; one cannot learn when one does not open the mind,
Know that you don't know; the greatest barrier to learning is thinking
that you know. Immersg yourselves in, rather than isolate yourselves
from the warids of the impont:ut peaple (customers and employees) and
learn from them. And to owr edacators of management this : teach
" people how to think and how to learn, for this is of far greater value
than what to think and what to leam. We can’t waste our limited
resources on handing out fish cvery day; we need 1o teach management
how to fish" (Human, 1981:317).
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Conclusion

Managing strategically and intefligently must increasingly become a
way of iife for South Afvican organisations facing the wrbulent
economic, political and demographic forces of the 1990’s. In order tc
survive and be successfui, organisations and their managers will have
to confront basic questions regarding the formuiation and implemen-
te. 0 of human resource strategies.

The arsa requiring most attenho in the 1990's is human resource
rianagement and development ai} it has been the most neglected
strategic area in organisations. //Furthermore, it will be central 10
implernenting the needead qg}i}.ﬁér and politicai changes in organisa-
tions.

A process for changing the human resource imanagement of organisa-
ticns will in future need spacific strategic frameworks for dealing with
the challenges before them. '

Recomimendations for 'imp!amentatlonﬂ of
Staff Development Programmse

6.5.1 !mrdd;_iétlon

&
&
i

Results of this research and a review of the litersture regarding
Black Advancement and strategic human resource develop-.
ment brought no startling new issuas 1o light. In fagt, in the
main it must be concluded that the real reason for the failure
of most Black Advancament Programmes in the past resuited
from :

e the process not baing part of acarger Human Resource
strategic plan, and

e the non~|rnpiementation and remfcrcang of whatever plans
wera made.

o
$

Any recommendations should therefore address these two
issues as a mattar of U*’aorl‘ty
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Recommendations-

Stratagic staff development which has as one of its main
purposses the development of all disadvantaged staff must as
a strategic process involve the following :

e Mission and Strategy

The organisation within which the strategic development
takes place must have a reason for being (mission) and a
serise of how to apply information asid resources through
staif to carry it out (strategy).

e formal Structurz

Human Resources (staff} and tasks are organised to imple-
ment the organisation’s strategy.

¢ Human Resaurce Systems

Staff are recruited and developed to do jobs defined by the
organisation's structure; their performance must be
monitared and rewarded. '

e
Mission and Strategy

The organisation must clarify its mission and sirategy and
ensure it is communicated to all management and staif. Not
only must all managiement and staff be made aware of # but
they must also have clarity as to their individual functions in this
regard. Job descriptions and work standards must be directed
at achieving the mission and strategy of the arganisation. »

Forma! Structure

The organisational structure must be such that it maximises

the staff's abilitios to implenient strategies. Organisational
structure is required but not to the extent that it stifle staff
activities and deveiopment.
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6.5.5 Human Rescurce Systems

In rder to introduce a successiul formal Staff -ké?:’»e::-z'is_rﬁent
Pro. amme a critical pre-deveiopment phase iwx.0s to be
compieied namely the Human Resource Planning jhase.

s Humai Resourca Pianning Phase

The organisz n's strategic plans must be interprated o
outline a forecast of the staff required in each projec 710U
category. This forecasted human resource requ:ement
must be compared with the projected supply of huma:-
re.ources within the organisation after taking variables
such as promotion, transfers, wastage, etc. into considera-
tion. As with ail strategic planning external factors i.e.
political, economic, social, etc. must also be taken nto
censideration.  This forgcast enables management to
decide how many staff members must be develoged in
genera' ore specifically, now many from disad-
vantage-  Jups must be developed. This plan must
include targets and deadiines for the development and
promotion of identfied staff. The Human Resources
Development Phase then foilows.

» Staif Davelopment Programme

This phase must be introcduced with a specific briefing of
senior managers by the Chief Executive Officer of the
organisation. This process must cascade through the
vaiious ievels of the organisation and must be supported
by the various inhouse circulars, newsletters and commit-
tees. Only once the briefing of staff has been completed
can the actual Staff Development Programme be impie-
mented as part of the crganisation’s overall strategic plan.
Once the formal Staff Development Programme has been
esablished in the organisatiory, it should form pan of the
contiruous Human Resource Managernent ang Develop-
ment process.
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s Staff Development Model -

Figure 5.1 displays an holistic Staff Development
Programme Model which integrates solutions for problems
identified by this research.

The model must be seen as a cone viewad from above with
the top of the cone being the centre of the modsl. The
centre of the modei is, therefore, the strategic planning
cone fiowing outwards towards line managers and super-
visors (4th circular band from centre) who are ultimately in
the forefront of the development process. Cn-ordinating of
the Siaff Development Programme takes place through a
joint Line/Staff Management Commii.2e chaired by at least
a Senior Manager.

The specific tasks to be carried aut in the various phasss
of total staff development is displayed in the broad circular
band (5th from the centre). The numbered headings show
the various Human Resource Management and Devilop-
ment phases cominencing with (1) Nominating, (2) Testing,

An aspect that does not show up ciearly on the model is
the fact that it accommodaies various levels of staff
development. Staff with higher aptitude will not necessarily

~ undergo s:.ilar training and deveiopment as lower aptitude
staff would undergo. The modei also has a mgjor division
of deveiopment phases. The ‘training’ phase (4), stretch-
ing over 18 months consists of modules covering topics
such as Basic Principles of Business, Report Writing and
Presentation Skills, interparsonal Communication Skills,
Assertiveness, Culture Bridging, Planning and Problem
Solving, Leadership, Team Building, Job Description Writ-
ing, Perfurmance Appraisals, etc.

Learning is reinforced through applicationgs \assignments,
rola plays, presentations in front of videos, etc. As the
tfraining phase progresses, line managers and coaches
ensure practicat experience in the ‘development’ phase {5)

through on-the-job coaching, projects and translers. '
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Towards the end of the training phase, phase (6),
‘assessment’ introguces thé second major deveiopment
segment. Staff who are wveluated and assessed t« have
manageral potential will be diverted into phase (7),
‘progression’, ‘while lower potential level staff will be.
- diverted into phase (8) 'Productivity improvement’,

Ali staff, but more specifically disadvantaged groups benefit
from phase (3). 'Social Upiiftment’ and phase (10}
‘Conditions. of Empioyment Equity’. Phase 9 acdresses
those areas where the policy of separate devel.sprant took
its biggest toll on disadvaniaged groups. Phase 10 addres-
ses in-company discriminatory policies and practices.

Finally, throughout this whole process, management must

~ ensure through "discrete manipulation' that thé~sglected

trainee group broadly reflects the country’s populatiog
- ratio. This ensures that the targets set are rnet but most

importantly, White and disadvantaged groups learn more
abowt each other thus countering stereotyping and

projudices. It furthermore ensures inter-clepartmentsl

communication and liaison overcoming inter-departmental

miscommunication and friction. =

The recommendations provide for invoiving coaches to
assist trainees. Volunteer, junior and middle managers,
from the same department/section as the trainees are
" nominated as coaches. The final selection then takes place

through input from line managers, human resource prac-
titioners and trainees. :
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6.58 Summary

As a result of this research and Hofmeyr's ten reasons why
Black Advancement Programmes faii, the critical success fac-
tors addressed in this model are the following :

e Clarification of Values and Corporate Philnsophy

Values are understooc and reinforced at all levels of the
organisation through the cascade effect initiated by the

~ Chief Executive Officer. “Affirmative Action® takes place at
the seiection phase only through direct manipulation and
thereafter ali staff are developed and promoted on merit,
The development of disadvantaged groups must be seen
as part of staff development in general.

¢ Commitmant by Top Managemant

Being involvad in the strategic human resource planning
process and understanding the internal and external fac-
tors impacting on it ensure total commitment.

e Strateglc Human Resource Planning

Requires recognition of staff deifelopment s a key
strategic objective. Career and succession planning is
essential o ensure promotion -and development from
within. )

» Line Management Ownership and Accountability

Throughout line managers are involved ang held respon-
siblei.e  -eciding how the staff development programme
objectives . -ouid be achieved.

e Set Statf Development Targets

Targets provide a goal to strive for and a basis for monitcr-
ing progress. The moda! provides opportunities 1o assess
the individual trainee and the overall process at speciic
phases in the process.
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e Atttodes

in the short term in order to overcoms negative attitudes it
requires involving managers in the staff devsiopment
- process. Infuture, as ex-trainees, managers will overcome
stereotyping and negative attitudes as a result of their
‘exposure and interaction with other groups during courses.

e Communicaticn _ \\
Involving managers and staff through brisfing and the
cascade effect will improve communications. The model /
provides the opportunity to address wider issues than meie
training and promotion.

#17 guture maneijers through their experience as trainees or
' coaches, will communicate more easily about staff develop-

& Training
The medel specifically avoids providing only fur formal
training. Training is only a single phase out of the ten
phases that entail the programme. Emphasis is placed on
coaching an on-the-job development tor groups and in-
dividuais. This process addresses the actual requirements
of the job. - o

e Discrimination )

involving ait groups, Whites included, in the Staff Develop-
ment Programme, counters discrimination in the selection
process. Senior management involvement and continuous
monitoring and evaluation of the process, trainee and
coach will further counter discriminatory practices. In the
long t.rm, ex-trainees, having lived through the process
alongside disadvantaged groups, will have outgrown the
inclination towards discrimination.
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o Monitoring and Follow-up

Monttoring and {cllow-up ara an mherent part of the Staff
Deveiopment Programme, both taking place at regular
intervals. Mariagers are part of the process ona direct day
to day basis.

Ll
f
fe

rr

'‘Black Advancement’ is not the answer. Black Advanoemant |

“has failed repeatedly

“Firstly, they fuil because they are based on ]ﬂx model of development
that sees development simply it terms of pumping ‘education’ into
Black people. Unless we addfress prejudice, racism, stereotypes
and]brnqati: - expectations orljthe part of White managzrs as well,
tlgm education per se will havc{ a limited payvoff’”

"Secondly, an important, and pa ibly the most critical reason why
these programnes fail is that top managemeny is not committed to
them.  Top  management must stop. identifying ‘micdle
ma.nagemem as the area Qf resistance; middle managers will only
resiss” as long as top managema:t aliow them to” (Human

1991:328). 3

i

Staff development is a process of give and take from both sides
between management and staff. Managemerit must be com-
mitter! tu apply ail their means and resources to the process
while staff (Black) and others must be wli!mq to put time and
effort nnto developing themsaives. .

The results and findings . of this research indicates that Black
staff do not seek special favours. They only ask to be given
the same opportunities that Whites {males) have had pm{the
past years. Furthermore, based on the above ﬂﬁdmgs the
assumption is made that this statement applies to other disad:
vantaged employea groups as well. i
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APPENDIX 1.

ADVANCEMENT OF BLACK STAFF
MEMBERS QUESTIONNAIRE

introduction

Tharkh you for completing this questionnaire, The purpose of this research
ir to identify critical factors contributing to or detracting from the success of
the Black Advancement Programme within TEBA as perceived by lower and
middle managers, as well as semi-skilled and skiiled employees in TEBA.

The results of this questionnaire will be strictly confidential. Neo individual
will be identified by name in the ensping research report submitted in partial
fulfilment for the Degree of Master of Management, University of the Wit-
watersrand Graduate School of Business Administration.

Any queries regarding t.he questionnaire can be referred fo:
NAAS VAN NIEKERK

- CHAMBER OF M[NES TRAINING CENTRE
(011) 493-3158 ext. 164 o

It7s herewith certified that Mr Naas van Nickerk is a registered Master of
Management student at the University of the Witwatersrand Graduate
School of Business Administration, conJucting this study for his research
report.

F M. G

PROF F M ORKIN .
SOCIAL RESEARCH METHODOLOGY



Advancement of Black Staff Members Qucsnonnam:
- Page1

INSTRUCTIONS

Please complete the questionnaire ounly if von have aitended one or more of
the $-nior TEBA Courses i.e. Administration Course; Basic Mansgement
Coursc feblem Solving Course and Industrial Relations Course, presented
at the TEBA Training Centre in WELKOM.

The qucstionna'ire consisis of two sections: S |
SECTIONT

Consists of eighteen statements describing Black Advancement activities in
TEBA. Make a cross (X) in the appropriate block to indicate to what degree
you consider the statement wnll infiuence the spuecess of the Black Advance-
ment Programme in TEBA. © '

EXAMPLE (Using statement 1 page 4)

If the policy of Black Advancement in TEBA were clearly understood and
reinforced by ail managers, the Black Advancement process would in future'
be: L

no different ai ali | | a fittle better |) much better completely succesfull

When rea.pondihg to this statement, should you feel that the way Black
Advancement is presently done in TEBA is totally effective then you must
mark (X) the first block

no different at all

Should you feel that the way Black Advancement is presently done in TEBA
can be improved upon then you must mark (X) the second block

a Little betfer




Advanccrncnt of Black Staﬂ" Members Duestionnaire -
Page 2

Should you feel that the way Black Advancement is presently done in TEBA
can be improved upon substantially then you must mark (X) the third block

I:m}__clz better

Should you feel that the way Black Advancement is presently done in TEBA
need serious recons:deratlon, ;hen you must mark (X) the last black

com pletely successful

Please note:
You must mark (X) onlv one l:‘qck for eath statement

SECTIONII | s

Consists of fourteen stalements describing activities con:;ldered to be impor-
~ tant when an organization participates in a Black Advancéraent Programme.
Make a cross (X) in the appropriate column to indicate whether you! find the
statement to be true or false,

ST

* The questionnaire will take you approﬁimately thirty minutes to cempleie,
**  Please ensure you have made a cross next to each s atement.

Please return your completed questlonnaire {by mterna! mail, if pcssible) no
later than 15 November 1991, to:

NAAS VAN NIEKERK

Manager, Training and Development

Chz. aber of Mines Training Centre

c/o TEBA

P O Box 62251 ' ) ¢
MARSHALLTOWN

- 2107



I
#

PERSONAL DETAFLS
PLEASE MARK ’X) IN BLOCKS RELEVANT TO YOURSELF:

3. HOME {ANGLAGE 2 AGE - A, PEFIOI EMPLOYED BY YE&A
= Northern Sothd. o W-Myears | less than 1 yror
';;-—'—1 Southern Sethy 35 45 years 14 years 5
Tewane ’ i 50 + yeurs 5-8ysars SR
Xnose ! more thar 16 years... - o
—~ 3 oo S PERICD EMPLOYED IN PRESENT JCB
| English b [N . - :
Aftikagns _ — : less than 1 year .
Other fspecit) - | ) ('f\ww g 1.4 years i
' ! ;'1{ "'\Mala } 1 - 5 8 years
| i f Femaie P ,.J £ . i_more than 10 years e

\) 6. PRESENT JOBTITLE

i

8 GRECGRAPHIC AREA WHERE

i~

7. EDUCATION/TRAINING ' o - PHESENTLY EMPLOYED o
. |_Some righschool ' : Joharnesburg | ,l o
. Highsehoo! completed . P‘“?'fii‘ _:% ____'
University degree completed : : o Restof Y . :
Crhe: post-matric qualification L Kierkxdorp Ares ]
Chambaer of #tines Training Courses Weikom
Cther TEBA Trairing Courses . - Fusteriburg |
I Onhe: Training Courses . ‘ Witbank Arsa
. Othar Urbien Areas
' OFS B
Capy
KatalKwaZulu
8 SENIOR TEBA COURSE ATI'END&NCI: Tansvas) i
Tiznaked %
| Admie:oation Counasa Ciskel
i (% | Basic bunagument Course : Soputhatswana
7| Probleny Sotving Course___ 1V ' Venda
Indtustrial Relations Course _I — Outsitie R.S.A.
i
JAEN -3



SECTION1

Rate the following statements ig terms of what you believe would contribute to -
or detract from the advancement of Black staff members in TEBA. Make a
clear cross (X) over the box of your chaoice.

1.

g

if the policy of Black advancement [ YEBA were clearly understood and
reinforced by almanagers, the Black Advanr‘ement process would in
future be :

| nodiferentatall| | alittle better | | much better | [ completely successful |

If management in TEBA were more prepared to commit time and effort
to ensure Black staff members get advancement opportunities, then the
Black advancement 7'ocess would in future be :

[no dlﬁerent at all | /L lttle hetter | [ much better | | completely successtul |

i there was a deffaite pian for the promation of participants in the Black
Acvaincement Programme into specific jobs, then the Black advance-
munt process would in future be :

[ no different at all | | a little better | | much better | | completely successhul |

If the immediate managers of the staff on the Black Advancement
Programme had a say in what should be included in the programme,
then the Black advancement process would in future be :

[ no diflerent atail | a little better | [m much better | [completely successiul |

If the immediate managers of stafi members on the Black Advancement
Progranime were evaluated on their support of the programmie, then the
Black advancement process would in future be :

| nodiferentatall| | alittie better | | much better | | completely successful |

if the immaediate managers of statf members on the Black Advancement
Programma were invoived as coaches in the programme, then the Black
advancement process would in future be :

| no different at & | | a itie betler | | much tetter | { complefely sucoessiu |




7.

11.

12.

if Black staff members with ;;otential on the Black Advancement
Programime were given more opportunitios to compete on equal foating
with White co-workers, then tne Black advancement process wouic in

. future be .

Rt e — e e ok

_noditferentatall | | alitte better | | much better | | compietely successful |

i the attitude of White co-workers and managers to the advancement of
Black steff were more positive, the - the Black advancement process
would in future be :

e Tris ia et -, s— At e e

| no different atal | | 3 little better ] [ muct, ett: - |  completely succass:rf:g

o o ot e et e

it the staff members on the Black Advancemant Programme themselves
could participate in drawing up the programme, then the Black advance-
ment process v id in future be :

[ no citterent at ali | [a titie better | [ much better | {completely successful |

tf what was learned during senior courses at Welkom by Black staff
r~embers was reinforced through having real decision making respon-
sibility in their jobs, then the Black advancement process would in future
La:

[nodifferers st all | [a little better |  {much petter | {completely successful |

If there was no discrimination in the way work is allocafed and how
instructions are given in TEBA, then the Black advancement process
would in future be :

If management in TEBA constantly monitored and followed up to ensure
that progress was made and that the objectives of 1' 3 Biack Advance-
ment Programme were met, than the Biack advancement process wouid
in future be :

[nodifferent at all | [alitfe better | [much better | [completely successtul |

i



13.

14.

15.

18.

17.

18.

If Black and White trainees shared the same accommodaticn blocks at -
TEBA Training Centre {Welkom), then the Black acvancement process
would in future ba :

{nodifterentatali | {attle better | |muchbetter | completely successful |

If ther¢ were no organizational obstacles in regard to time off for training,
transpdit to Welkom ete. then the Black advancement process would in
future be -

[nodifferentatall | |aiittie better | [much tetter | |complstely successhui |

J gl

If TEBA lowsr and middle level managers really balieved in thie inhsrent
capabilities of Black staff members, thenthe Black advancement process
wc Jid in fuiure be :

|no different atall | [alittie better | [much better | [completely successtul |

¥ management in TEBA allowed staff members returning from training
courses to apply what they have learnt at the courses, then the Black
advancement process would in futtre be :

| no.different at all | |a littie better | imug_h betteg] \complstely suooassfgl_]'

if i .ack staff members were given the opportuniiy 10 catch up on the
educational and training opportunities that White staff members have had
before they participate in the Black Advancement Programme, the Black °
advancemsnt process wouid in future be :

(o different atall | [alittle better | [much better | {Gompletely successhl

It Black staff members who have progressed through the Advancemant
Programme in TEBA spent more time with feliow Black employees than
with White staff members, then the Black advancement process would
in future be :

lnodifferent atali | |alittle better | |much better | [completely successiul |




SECTION li (all participants to complete)

Mark with a cross (X) whether you consider the statement to be "True® or
"False" in respect of the advancement of Black staff members in TEBA.

TRUE | FALSE |

1.  Management creates conditions where ali staff
members are egually willing, able and allowed to
perform their jobs to the best of their abiiities.

o

2. Advancement programmes create expectations of
job related progress which are riot fulfilied,

3. Usually Biack staff mmembers are promoted bacause
of their length of service and not their skills.

i

It

4. Blacnstaff members in‘;supervisocy/managarial posi-
tions, are reluctant to discipline other Black staff
members who are older ~an themselves.

5. Salaries\ﬁa%‘d are perceived to be low, hence trained
Black sta.*. {‘t\:ambers leave to join other companies.

6. Black supervisors ara reluctant t0 sup-rvise persons
from other ethnic groups.

7. Some Black subordinates become more confident
when working under the supervision of Black super-
visors,

8. Black staff member s do belisve the programmes .‘a'_?
a determined effort to better their knowledge and
skiils.




10.

11

12

13.

14,

Black staff members doubt :at there is any real
benefit for them from thg Black Advancement
programma.

When promoted or transterred, Black staff niemhérs
sncounter extreme difficulties when trying to obtain
finances for purchasing a house.

The davelopmient and promotion of Black staff rnem-
bers will be 1o the detriment of White staff members.

Work staindards wili remain just as high if Black staff
members arg developed and promaoted.

Because of the poor Black education system, Black
staff members must have different training program-
mes to those attended by White staff members.

Having some lectures presented by Black training -
officers contributes positively to the advancement of

Black staff members.

TRUE

{ PLEASE ENSURE THAT YOU HAVE CLEARLY MARKED YOUR ANSWER T.dJ

[ EACH STATEMENT IN SECTION | AND SECTION i,
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