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ABSTRACT

Current political changes in local government will necessitate the implementation of

affirmative action programmes. Successful implementation is vital to ensure peace

and stability at local government level. The main pUlPOSe of this study was to

examine control options for affirmative action in local government.

The research was conducted by means of two research methods, namely documentary

study on eight policy documents and survey questionnaires from 152 people involved

in local government. It is interesting to note that the results of these methods were

highly complementary.

The documentary study and survey questionnaire results revealed a high degree of

consensus on union involvement in the development of affirmative action policies and

programmes. Furthermore, the enforcement of affirmative action by means of

agreement between management ana the trade unions W,\1S well received by all

occupation groups in the study. Councillors and officials in particular, had no

difficulty with shop steward involvement in the implementation of affirmative action,

The study revealed that council officials and councillors are not in favour of

government involvement in enforcing affirmative action policies and programmes ..

At best, negotiated guidelines on affirmative action are fairly acceptable. The use

of quotas and/or fines was unacceptable to the various parties.

The nature of the. research was exploratory and took the form of theory building as

opposed to theory testing. For the first time in South Africa, an attempt was made

to assess how best control systems for affirmative action policies and programmes

could be implemented in local government. The input from key stakeholders in local

government made it possible to develop a model that could he used to control

affirmative action policies and programmes.
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CHAPTER·l

INTRODUCTION

1.1 BACKGROUND AND RESEARCH PROBLEM

The purpose of this section is to provide background information with

reference to the revolutionary changes presently taking place in local

government. Specific attention will be given to the impact of these changes

on traditional employment practices as well as on subsequent equalisation of

employment opportunities.

The research problem will emanate from this discussion.

1.2 CHANGES n'l LOCAL GOVERNMENT

The Local Government Negotiation Forum is currently in the process of

negotiating a nVI:-n\ciai and non-sexist local government dispensation. It is

estimated that before the end of 1993 Interim Executive Councils will be in

place to administer newly constituted interim administrations (The Star,

1993).

The implication of .these changes in effect means that existing white local

authorities will be integrated with neighbouring black local authorities. To

this end the principle of one local authority one tax base will apply.

Given the above developments, two major issues, namely, affirmative action

and the training and development of staff in existing black local authorities

have emerged and are enjoying high priority (see Appendix 1). Special

working groups of the Local Government Negotiation Forum (hereafter:

LGNF) are currently debating these issues and will undoubtedly negotiate

appropriate policies to meetthe needs expressed by the representative parties

to the LGNF.
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Local authorities, in h~\ not too distant future, will serve the needs of diverse

resident and ratepayer communities. The key question is. whether existing
policy-makers are equipped to deal with the needs and aspirations of the dis-

advantaged community (i.e. blacks, coloureds and Asians). The racial

composition of high level manpower in local government is predominantly

white male and is hence not well positioned to. meet the needs of diverse

communities;

Chimere-Dan (1992) makes the point that as a guide to public policy, the

reality of demographics is highly relevant to contemporary South Africa since

the rapidly expanding black population is already making increasing demands

for public services. He further asserts that maximum and equitable responses

to these demands will need a knowledge of different characteristics of the

national and local population groups. In practice, white male policy-makers

failed to address the needs of the black community. Their initiatives at best

resulted in inefficiency and at worst in a total collapse in the provision of

essential services.

The legitimacy of a new dispensation will only be realised if competent

blacks are appointed, particularly in senior management positions.

Moreover, black officials will in the interim phase be perceived to serve the

needs identified by black politicians more effectively than their white coun-

terparts, Present policy-makers may for example be more loyal to say the

Conservative Party and could apply delaying tactics in executing policy

formulated by say a ANC dominated Council. However, Sachs (1992) makes

the point that officials should not only serve their own groups but the entire

community.

Effective affirmative action policies will determine to a large extent the

successful operation of new local government administrations. The Deputy

Minister of Local Government, Yakoob Makda (1993) noted that particular

attention should be paid to a just system of affirmative action. The bottom-
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line is, if affirmative action fails, local authorities could become

ungovernable, which in tum may, more than likely, result in destabilis.ng

the socio-political environment and plunge the country into chaos,

Representation of blacks in skilled and managerial job categories in local

government which now employs approximately 250 000 employees nationally

(see Appendix .2), is appalling to say the least Only 2.4 % of the Town

Clerk/Treasurer positions in South Africa are for example occupied by blacks

(see Appendix 3). 1'0 add to the enormity of the problem is the fact that

blacks in particular have suffered from a lack of primary; secondary and

tertiary education as well any vocational training. This in effect means that

the number of blacks available for appointment to and training for managerial

positions in local government is limited.

1.3 AFFIRl\.1ATIVE ACTION AND EMPLOYMENT PRACTICES

Racial and gender discrimination have been deliberately entrenched in a wide

range of statutory provisions in South Africa for many decades. Preferential

acts such as s 77 of the Industrial Conciliation Act and s 12 of the Mines and
\

Works Act were specifically promulgated ~olay the basis for the policy of

job reservation. A series of policies favouring whites over black workers

were first developed by the National Party and the Labour Party (the Pact

government) during the 1920s. The so called "civilized labour policy" of the

Pact government was !,"reciselyenacted to uplift urbanized poor whites at the

expense of black workers, largely through employing large numbers of

unskilled and semi-skilled whites in state and parasratal organisations. The list

of discriminatory instruments in labour law is well documented and has no

doubt served the goals of apartheid extremely well (Thompson, 1992).

Given. the long history of discriminatory labour practices, it is not surprising

that the promotion of equality has become the central objective of political
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parties and movements engaged in the process of negotiating a new con-
stitutional dispensation both at the national and locallevel. There is no doubt

very broad consensus that all forms of race discrimination in a·new society

must be eradicated.

It is therefore not surprising that one of the major players, namely the ANCt

devoted two fun articles on affirmative action in its draft Bill of Rights.

Article 14 reads (Thompson, 1992, p.4):

"1. Nothing in the Constitution shall prevent the enactment of legislation, or

the adoption by any public or private body of special measures of a positive

kind designed toprocure the advancement and the opening up of opportuni-

ties, including access to education, skills, employment and land, and the

general advancement in social, economic and cultural spheres, of men and

women who in the past have been disadvantaged by discrimination.

2. Any ac ion taken in terms of the above shall not be deemed to contradict

the principle of equal rights for all South Africans as set out in Article 111.

It is encouraging to rote that the African National Congress (Ready to

Govern, 1993) proposes affirmative action with a view to establlsning a law-

governed, progressive, and equitable way of ensuring advancement without on

the one hand freezing present privileges or on the other going over to

arbitrary compulsion. It believes that the issue has to be handled with both

firmness and sensitivity.

The lack of success of affirmative action in the international experience

proves to be very disturbing. The United States, for example, can be

considered a world leader in democracy and in upholding free market

principles. Despite this enlightened stance on democracy and economic

principles, workplace inequalities still persist irrespective of the fact that

regulation, administrative policy and legislation to remove discrimination

have been in place for the last forty years (Galagan, 1991).
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The international experience highlights the complexity of implementing
affirmative action successfully (Straw, 1989). This poses a serious concern

if one considers the gross imbalances in equality that need to be addressed in
South Africa.

The successful implementation of affirmative action policies and legislation

is no doubt vital within the South African context given the fact that the

disadvantaged constitute the majority of the South African population. To

ensure that policies and programmes are effectively implemented, some form

of evaluation and control vill be necessary. Sachs (1992, p.127) cautions

however that ... "legislation should avoid attempts to use bureaucratic

measures arid arbitrary figures to enforce top-down changes. Not only are

these precariously at the' mercy of future statistical opportunism, they invite:

resistance on the part of those having to give way! and can create discomfort

for those who benefit" .

Bennell and Stracham (1992) in tum assert that affirmative action legislation

on its own is relatively worthless. What is required is the establishment of

an appropriately structured agency, either internal or external to the

organisation, to monitor employment practices that is not only well

resourced, but also capable of speedily "prosecuting" employers who are
found to have discriminated.

The complexity surrounding the control of affirmative action policies is

clearly articulated by Bennell, Strachan and Sachs. Purcell (1979) further

cautions that agreements such as affirmative action may not be implemented

due to, inter alia, informal practices and customs ir, the workplace that are

not supportive of affirmative action policies and programmes.

In summary ~ the effective control of affirmative action policies and

programmes is a pre-condition for successful implementation. The i3GUeis

not simply how to control but what to measure in order to control effectively.

This argument will form the basis of the research problem.
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1.4 THE RESEARCH PROBLEM

This brings us to the main problem this research proposes to address,

namely: how best can control systems for affirmative action policies and

programmes be implemented in local government?

The SubI)roblems

(i) The first subproblem

To determine to what extent major stakeholders should be involved in

the control of affirmative action policies and programmes.

(ii) The second subproblem

To determine to what extent affirmative action policies and

programmes should be integrated with human resource management

systems and strategic planning.

(iii) The third subproblem

To determine to what extenteither internal or external agencies

should be involved in the enforcement of affirmative action policies

and programmes.

The output of this research will be an affirmative action control model for

local government based. on input from major stakeholders, expert opinion,

affirmative action policy documents and the literature. It needs to be noted

that as far as I am aware, nowhere has such a model ever been agreed upon

by major stakeholders. This research will thus be the first attempt to develop

such a model.

1.5 LAYOUT OF THE RESEARCH REPORT

The research report is structured in the following manner :
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Chapter 2.·:Literature Review

This chapter deals with the need for affirmative action as well as the

international experience of it. Specific reference is made to the control of

affirmative action. The theory of control is also dealt with. There is

discussion On the key variables critical to the implementation of affirmative

action policies and programmes. These variables have a direct or indirect

bearing on the control of affirmative action. Finally, a theoretical

Affirmative Action Control Model for Local Government is developed.

Chapter 3 : Research Methodology

In this chapter, the research methodology is examined. The method of data

collection is discussed, followed by the various phases of conducting the

research. Reference is also made to the population to be researched, sample

size, sampling method, methods of data analysis and finally limitations of the

research.

Chapter 4 : Research Results

A review of the research results is conducted in this chapter. Both qualitative

and quantitative analyses of the data are presented.

Chapter 5 : Discussion and Interpretation of the Results

This chapter deals with an analysis of the results and they are integrated with

the theory presented in Chapter Two. The Affirmative Action Control Model

that was developed in Chapter Two is refined in this Chapter based on the

research findings.

Chapter 6 : Conclusion and Recommendations

A summary of the results, conclusions and recommendations for further

research are detailed in this chapter.
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CHAPTER 2
LITERATURE REVIEW

2.1 INTRODUCTION

The ulti~ate goal of this research is to establish how affirmative action

should be controlled in local government. The literature review will focus

on the need fer affirmative action; the international experience; control

systems; and. the key variables critical ..for the successful implementation of

affirmative action.

2.2 THE NEED FOR AFFlRMATIVE ACTION

As we move towards a new political dispensation, calls for affirmative action

are heralded at almost every platform and forum. Amid these calls is a vast

amount of confusion about what the term "affirmative action" really means.

Albertyn (1993, p. 24) defines affirmative action as : "Affirmative action

entails positive, remedial action taken to redress historic inequality and

injustice. In a practical sense this means re-evaluating standards, attitudes

and practices in respect of recruitment and soliciting; training; screening

practices (testing, the merit criterion, qualifications and performance

evaluation); internal labour markets and tracking systems; promotional

practices; and the corporate culture (the affirmative environment) of the

workplace II.

Albertyn (1993) states that clearly defined goals must be set.to remedy and

redress past discrimination and disadvantages with the objective of extending

equality, She points out that this view accepts that individuals do not

compete on an equal basis. She further asserts that there are deeply

entrenched forms of systematic discrimination and disadvantage which

structured inequality between individuals and groups on the basis of race,

gender, disability, sexual orientation; language and religion>
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Albertyn's definition of affirmative action is confined to employment and will

serve as a framework for the purpose of this research report.

A discussion on the need for affirmative action follows.

2.2.1 A Pre..condition for Peaceful Transition

A number of authors have stated that affirmative action is a pre-condition for

peaceful transition, In this section the views 0;' l:U1Zyl 'Slabbert and Mr
Justice Pierre Olivier are stated.

Van Zyl Slabbert (1992) states that one of the conditions for successful

transition towards a democratic outcome is, inter alia, civil-military agree-

ments on how the civil service and particularly the security forces will be

transformed to be made serviceable to a democratic government. He says a

new government, particularly a democratically elected one, that inherits a

disloyal civil service and especially an antagonistic security force will hinder

a peaceful transition.

Mr Justice Pierre Olivier, vice-chairman of the SA Law Commission in tum

said that affirmative action was needed even at great financial cost - to ensure

lasting peace in South Africa. Furthermore, he asserted that : "Affirmative

action may be discriminating, but it is in a sense healthy because the

elimination of inequality will bring peace ... which makes these sacrifices a

small price to pay". (The Star, 1992, p. 6),

It is hence imperative that at IOGal government level a diverse management

cadre exists to formulate public policy that will meet the needs and

aspirations of a non-racial and non-sexist society.
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2.2.2 Local Black Organlsatlons

With over ninety percent of top managerial positions in the private and public

sectors currently held by whites, local black business, political organisations

as well as major trade unions have referred to the urgent need for affirmative

action (Nacssa World, 1992). Maphr 1(1992) states that a new,mainly black

government is likely to demand greater representation of blacks in key

positions of the civil service.

2.2.3 Multi-cultural Society

South African organisations are increasingly becoming microcosms that

reflect the reality of a multi-cultural society (Fuhr, 1992).

The challenges relating to the increasing diversity of the workforce include:

• meeting the needs of the changing workforce through flexibility, for

example, by respecting the values of different cultural groups in the

workplace;

• increasing productivity by effective management of diversity; and

• reflecting the diversity of the community in the organisation in order

to meet the diverse needs of the multi-racial residents and ratepayers.

2.2.4 Human Resource Needs

Local government is currently reliant on white males to meet its skilled and

managerial human resource needs (See Appendix 3). A more proactive

strategy would be required to develop black managers to fulfil future human

resources needs.
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2.2.5 Local Government Negotiation·Fol'Um

The Local Government Negotiation Forum has adopted resolutions (see

Appendix 1) specirically on affirmative action, adult basic education and

training and development; These resolutions will be implemented as soon as

Transitional Local Authorities are elected. This will most probably take

place early in January 1994. The implementation of affirmative action in
local government is a reality. ~·'pweffectively it will be implemented and

controlled are the major issues.

2.3 AFFIR1vlATIVEACTION: THE INTERNATIONAL EXPERIENCE

The purpose of this section is to review the impact and control of affirmative

action policies in the international experience with reference to India,
Malaysia, Sri Lanka, America, Canada, Scandinavian Countries, Namibia

and Zimbabwe.

2.3.1 India

In India affirmative action was rigidly defined in terms of quotas for

schooling and employment. This was a law cost strategy since the

Government accorded a low priority to developing the primary and secondary

school system. Since a minimal investment was made inmass education very

few untouchables and tribals had access to universities and employment OJ[1

an equal basis. Despite these limitatiom some measure of equality was

achieved in that India does have a small and growing middle class of

untouchables and tribals, India's attempts to improve the lot of the poor must

be seen against the extremely low economic growth rate that failed tc

generate adequate revenue for educational and social service investmr-
(Weiner, 1993),
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Lessons from the Indian experience indicates that affirmative action goals are

hardly achievable under poor economic performance. Secondly, low cost

strategies seem to benefit a minority whilst the majority of the population is

sHU marginalised.

2.3.2 Malaysia

After independence in 1969, the Malay community became the ruling

political party. The rest of the population constituted a sizeable Chinese

minority who exercised considerable financial and politkcl control, and a

very small Indian minority (Weiner, 1993).

The post-independence constitution made no reference to affirmative action

but did include a clause which referred "special rights for Malays". These

rights were not clearly defined. In 1969 the riots erupted and the Malay

dominated government started to take the special rights issue seriously. This

gave rise to the introduction of the new economic policy which was intended

to accelerate economic growth and provide special benefits to the Malays,

Subsequently, resources such a~ land settlement schemes, agricultural credit,

price supports were allocated to the rural Malays (Weiner, 1993).

It is interesting to note that appointments in the civil service were made at a

ratio of four Malays to one non-Malay. This resulted in resentment by e

latter group, however, the Chinese alliance in government was prepared to

go along with this policy. The deal was essentially that the Chinese take

control of the economy and the Malays be responsible for control of the

administrative services, the police and the army (Weiner, 1993).

Lessons for South Africa, and in particular in local government is that some

form of trade-offs are necessary. The Malaysian experience is relevant to

South Africa in that the ruling party was the party with a disadvantaged

constituency.
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2.3.3 SriLanka

The Sri Lanka experience with affirmative action can be described as a

disaster case. What happened in essence is that a misguided affirmative

action policy proved destructive for the country's political and economic

development and for relations among the country's major ethnic communities

(Weiner, 1993).

In 1956 the Sinhalese Buddhist political party seized power and did so with

the proviso that it would elevate the status of the Sinhalese. The minority

group. the.Tamils were comparatively better educated than the Sinhalese and

occupied a major proportion of government offices. Within a decade the

situation was reversed. Tamil composition of the civil service dropped from

fifty to flfteen percent. Preferential selection policies favQured Sinhalese

speaking applicants, which in essence automatically cAvluded the majority

of Tamils who were not Sinhalese speaking (Weiner, 1993). Opportunities

in the private sector were limited since much of the private sector was

nationalised. Moreover, economic growth was exceptionally low.

Resentment finally' culminated in an armed struggle that began in 1957 and

continues today (Weiner, 1993).

Lessons for local government is that the unilateral implementation of

preferential policies will inevitably lead to resentment and possibly civil war.

The involvement of all the stakeholders is vital in policy formulation and

implementation.

2.3.4 United States of America.

Affirmative action in the USA has an essentially legal basis with disputes

finally being settled in the courts. The Civil Rights Act of 1964, Title VII

compelled organisations who practice discrimination to take "affirmative

action" to redress imbalances. A year LaterPresident Lyndon Johnson issued
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an Executive Order requiring "affirmative action" in employment and

promotion for all Federal contractors, even if they never discriminated. Then

in the 1970's the Equal Opportunity Employment Commission went a step

further by establis'iing quotas, or statistical goals, for the employment of

certain minority groups (Weiner, 1993). Mandatory programmes are

common in the public sector and large organisations in the United States of

America (Albertyn, 1992).

Affirmative action created two perceptions in America. To some it meant an

active or affirmative effort to recruit and promote minorities and to end

discriminatory practices. It included efforts by universities and firms to

actively recruit minorities and women, and create special programmes to

improve the skills that minorities needed to effectively compete in the labour

market. To others affirmative action meant mandatory results through

quotas. The controversy continues over quotas while goals and timetables are

generally acceptable as a means of expanding opportunities for minorities

(Werner, 1993).

The American experience again hi,....hH~h. r ~~uotasas contentious with goals

and time tables being .re acceptable.

2.3.5 Canada

In Canada all federally reguiated employers in the private and public sectors

have to comply with the following terms of the Employment Equity Act

(Albertyn, 1992).

• Employers are bound to identify and remove artificial harriers to

hiring, promotion and training.

Employers must work to achieve a representative workforce reflecting

the demographic make-up of the population in the area.
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• Employers must prepare an annual report on their results in respect
of the above, showing inter alia, the representation of groups in

respect of hiring, salary, occupation, promotion and termination.

• Employers must prepare an annual employment equity plan with time-

tables andgoals,

The Canadians have achieved more with this form of control in contrast to

the previously low success rate of voluntary programmes (Albertyn, 1992).

2.3.6 Scandinavian Countries

In the Scandinavian Countries, the collective bargaining process takes

preference. The law plays an auxiliary role or operates in the absence of any

collective bargaining agreement. Tr~key issue is to what extent the law

requires that employers with collective bargaining take race and gender issues

into account and include affirmative action or positive action measures in

their agreements.

In Sweden the law requires that irrespective of collective bargaining

agreements (Albertyn, 1993) :

• Working conditions and environment that suit men and women
(toilets, size of machinery); and

that the employer must ensure that applications are received by both

Sexes when a vacancy occurs.

In the absence of collective bargaining agreements employers are compelled

to make a special effort to receive applications from the under-represented

sex and see that the proportion is progressively increased (A'bertyn, 1992).
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Collective bargaining is well entrenched in the South African industrial
relations environment. This makes the Scandinavian experience relevant for
South Africa.

2.3.7 ~aIDibia

In terms of Article 10 of the Namibian Constitution of 1991, all persons are

equal before the law and no person may be discriminated against on the

grounds of sex, race, colour, ethnic origin, religion, creed or socio-economic

status. Although the Namibian Constitution has created the legal space for

legislative programmes incorporating Affirmative Action, to date no such

concrete legislation has been enacted (Thompson, 1992).

LUff (1993) states that the Namibian Government accepted as part of its

policy on labour and manpower development the policy of tripartism. This

in effe6t means that any future affirmative action legislation will have to be

negotiated by government, employers and employee organisations.

2.3.8 Zimbabwe

As part of the political agenda after independence in 1980, special efforts

were to be made to enhance the power and authority of blacks. One w'(}.,yof

achieving this objective was to Africanise the civil service. This culminated

in the Presidential Directive to the public service commission on the

restructuring of the civil service (Hofmeyr and Whata, 1991).
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The effects of affirmative action was dramatic. At the senior levels whites
made up 37% (or 5 207 out of 13 918) in the professional, technical and
administrative category in 1989, and 1,3% (or 1 340 out of 100 016) in the

same categr in 1991. It is interesting to note the increase in the size of the

service from approximately 56 000 in 1981 to 165 000 in 1989, The

lowering of proportion of whites ill the public service was due to this

expansion, emigration and retirement (Hofmeyr and Whata, 1991).

The Presidential Directive was indeed Zimbabwe's only form of controlling

affirmative action. It was not conceived \'.s part of employment policy, but

rather as a political statement on the necessity to redress racial imbalances.

It was also directed at the parastatals and the private sector, but involved no

legal basis for implementation in these areas, The Presidential Directive was

only legally binding on the public service commission (Hofmeyr and Whata,

1991).

1.3.9 Conclusion

The international experience dearly indicates that unilateral imposition of

affirmative action legislation had limited success, since those who were not

benefitting, highly resented the law in this regard, in particular in poor

economic growth circumstances. Sri Lanka is a case in point where

resentment led to an armed struggle, In contrast, affirmative action in

Malaysia was relatively successful since the Malays were essentially not

favoured at the expense of the minority Chinese and Indian populations.

Economic growth provided sufficient opportunities for everybody.

Secondly, leaving the control of affirmative action to the courts only is not

ideal since the courts may have different rulings on similar cases, However,

some form of legal agreement is necessary to control affirmative action.
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A collective bargaining process, whereby the state, employee and employers
organisations co-determine public policy on affirmative action is perhaps the

best option in that it creates space for all major stakeholders to be involved.

2,0" CONTROL

The purpose of this section is to discuss the theory on control.

2.4.1 Introductlon

Affirmative action is central to the ,. vival of local government and therefore

a strategic issue, In view of I ; »propriate control systems should be,

developed to facilitate successful h~~rAem:;-ntatAl)n.

Steiss (1982, p. 265) highiight» the delicate decisions and potential problems

associated wnh control sysrems : "Controls nave no value in themselves. As

with plans and organisation, the valt ..e of controls is instrumental to goal

achievement. In practice, however controls often are imbued with some

intrinsic value. Long (fl.: they serve any useful purpose, controls are

retained 'for their own value' ." Too much control can stifle initiative and

encourage behaviour designed to 'beat the system'. Too little control

unnecessarily increases the probability that desired results will not be

achieved".

In the public sector systematic application of control techniques have recently

been employed (Steiss, 1982). Increased emphasis on transparency in local

government makes the adoption of effective management control techniques

critical. This is in line with increased pressure on accountability in the public

sector (Steiss, 1982).

In the sections that follow attention will be given to a definition of control;

characteristics of control; types of control; control constraints; the control

process; key variables; key success factors and performance measures.
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2.4.2 Definition of ManagementControl

In the literature, many definitions of control exist. For the purpose of this

study Otley's definition is used.

Otley (1987, p. 20) defines management control as ... "the overall activities
of the organisation, undertaken in pursuit of its overall goals and objectives".

He states that it involves both day-to-day operational control and long-term

strategic planning. In essence, it is concerned with the interface between

these two activities, i.e. it seeks to ensure that the tasks which are being

carried out will in fact lead to objectives being achieved.

Maciariello (1984) considers management control as part of the management
process, namely planning, organising, leading and controlling. The planning

phase in affirmative action constitutes the formulation of appropriate policies

as well as the development of strategies. The leading and organising phase

are dependent upon the ability of the leadership to implement the policy and

programmes by enabling staff and to allocate the required resources. In the

final analysis some form of controlis necessary to ensure what is planned is
implemented according to predetermined goals and standards.

The next section deals with characteristics of control.

2.4.3 Characteristics of Control

Drucker (1974) identifies three major characteristics of control.

i) Control can be neither objective nor neutral

In any social situation the act of measurement is neither objective nor

neutral. It is subjective and of nece Ity biased and as such changes

both the event and the observer. This implies that it changes the

perception of the observer ~ if it does not altogether create his
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perception. Events singled out for being "controlled" are indicative

of their importance and hence acquire value.

In an affirmative action environment the setting of employment quotas

to improve workforce diversity could be perceived as a mandate to

mc;lxetoken appointments and the subsequent lowering of standards.

It is therefore critical that policies should be stated in clear and

unambiguous terms to minimise distorted perceptions.

In view of the above it is clear that one needs to carefully determine

what to measure. For example, if the number of blacks. trained is a

key issue to be measured, an emphasis may be placed on churning out

vast numbers of black trainees without providing opportunities for

meaningful participation in the real world. This kind of scenario will

only promote training at the expense of empowering employees to

apply their skills on the job.

Ii) Controls need to focus on results

Organisations exist to contribute to society, the economy and the

individual. As such, results exist only externally - i.e. in the

economy, society and with the customer. The customer alone creates

"profit". Everything inside the organisation creates cost. It is easy

to record and quantify efficiency, that is doing things right inside the

organisation. In contrast, it is far more complex to measure effects

that is, the impact on the external environment.

Drucker asserts that the central problem is that executives in large

organisations are isolated from the external environment. What is

therefore required is a. continual scanning of the external environment.

It is in this area that modern controls can make a contribution.



It would be inconceivable for a chief executive officer in a future non-

racial, non-sexist local government environment to meet the needs of

the community unless hel she understands the context of the changed

circumstances. Since the chief executive officer will playa key role

in making affirmative action strategies happen it is vital that he/ she

has access to meaningful information external to the organisation.

iii) Controls are needed for measurable and non-measurable events

Business results that can be quantified in financial terms are easy to

measure. These events have to do with past economic performance

and are normally internal to the organisation. The outside events that

determine the success or failure of a business are not measurable until

it is too late to have control.

Measurements which fail to identify assumptions with respect to non-

measurable statements that are being made can misdirect the

organisation. For example, local authorities that fail to attract or hold

able black employees will not survive. Retention of the services of

such skilled staff is more important than simply meeting the annual

budget for the city or town. This kind of problem is difficult to

quantify yet critical to the survival of the organisation.

Finally, the danger is that organisations tend to focus on measurable

areas which implies less "real II control. What is hence required is to

maintain a balance between measurable and non-measurable areas.

In essence, measurable areas fail to capture non-measurable variables

in the external and internal environment. What is required is an early

warning system that will proactively identify those variables that can

negatively impact the control of affirmative action policies and

programmes, such as for example, setting-up black employees for

failure by their white counterparts. It is all very well to measure the
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number of black managers appointed. However, it becomes more

difficult to measure the frustrations experienced by black managers
working within a predominantly white male management team.

The next section deals with types of control.

2.4.4 Types of Control

Otley (1987) identifies three types of control that can be incorporated into a

management control system : behaviour controls, output controls and input
controls.

Behaviour controls are mechanistic by nature in that.they specify exactly what

tasks are required and how they should be carried out. This implies that

behavioural controls call for very little judgement on the partof subordinates

and can stifle initiative and hence be counter-productive. This can also lead

to tunnel vision in that a subordinate would carry out instructions even

though it becomes apparent that the desired objective is not going to be

achieved. For example if the organisation targets certain posts for

disadvantaged groups, appointments will be made regardless of the

availability of suitable candidates in the labour market. This can lead to the

appointment of employees who are not suitable.

Output control means that targets are set for subordinates but the means by

which they are to be achieved are not specified (Otley, 1987). For example,

supervisors may be requested to improve the trainability levels of his/her so-

called "unskilled" labour force. The means need to be established by the

supervisor, ego by implementing literacy and numeracy training programmes

to raise trainability levels.

Finally, input controls refer to resources to be utilised and are often used in

conjunction with behaviour or output controls. This kind of control is nor-
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mally used in the absence of clearly defined actions or results. For

example, the long-term development of potential black supervisors is no

guarantee that after completion of a training process that they will be

successful supervisors. In such an instance one may be dependent upon using

input controls such as appropriately designed competency-based learning

systems and valid selection criteria, to achieve the desired results.

It seems that behaviour controls are more effective than output and input

controls. However, they require that senior managers should know exactly

how to do ajob. Output controls in tum have a wide range of applicability,

with the major difference being the time span for which goals are set. Input

controls, in tum, are used extensively in conjunction with output and

behavioural controls. By themselves, input controls are very weak as they

do not allow effectiveness to be monitored.

Constraints to control will receive attention in the next section.

2.4.5 Constraints upon Control Systems Design

Maciariello (198:4) asserts that a number of variables can either give direction

to or constrain the design of a control system. These include style of

management, organisation structure, goals and objectives, strategies, and

policies.

The management style in essence determines the degree of participation in

major decisions by subordinates. An autocratic management style will lend

itself to unilateral decision making by top managemeut. Senge (1990) states

that giving orders is not the same as being in control. He cautions that

power may be concentrated at the top but having the power of unilateral

decision making is not the same as being able to achieve one's objectives.
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For affirmative action to succeed all stakeholders. will have to participate
meaningfully in the development, implementation and control thereof. A top

down managerial approach will be fatal in particular within local government

since management is essentially white male.

The management style will in a sense determine the organisation structure.

Glenn (1986) states that a properly documented organisational structure

facilitates compliance with established corporate policies. It clearly

establishes and specifically identifies authority and responsibility levels to

assist in achieving compliance with policies and procedures. It fixes

adequate levels of supervision, provides for observation and tes.irrg activities,

and for verification that resources are used as planned.

In view of the above one needs to establish appropriate levels of authority to

ensure compliance with affirmative action policies and programmes.
However, such policies and programmes must be co-created by all the major

players to ensure commitment rather than compliance. Compliance can for

example lead to beating the system! For example, if a female is employed

in a traditional male dominated environment she may not get the necessary

support from her male colleagues to succeed. In fact, they may set her up

for failure to prove that females are not competent.

Maciariello (1984) states that policies may be inconsistent with the objeetives

and goals of the organisation, so that goals become out of reach of even the

most effectively designed control system. He adds that one may find, upon

analysis, that policies tend to frustrate the expected results of decisions.

This may be true if, for example, an affirmative action policy prescribes a

quota system for appointment to posts. This could result in the appointment

of candidates Who are merely appointed on the basis of gender or race

without. due regard for experience and educational achievements. This will
ultimately lead to inferior performances and negatively impact organisational

goals.
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The next section will review the control process.

2.4.6 The Cybernetic Paradigm of the Control Process

The cybernetic paradigm of control implies a system that has the capacity to

rectify itself and as such sustain itself; Such a process is depicted in Figure

2.1. This process is also referred to as a repetitive control process which

may be described as follows (Maciariello, 1984) :

i) Set. goals and performance measures

ii) Measure achievement

iii) Compare achievement with goals

iv) Compute variances as the result ofthe preceding comparison

v) Report the variances

vi) Determine causes of the variances

vii) Take action to eliminate variances

viii) Follow-up to ensure that goals are met

Figure 2.1 :
The Cybernetic Paradigm of the Control Process
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The cybernetic control model is based on a systems approach which in effect

implies that it is a dynamic model. This makes the application of this model

ideal in an affirmative action environment with its multi-facetted variables

both internal and external to the environment.

This model assumes that decisions are formulated as 3. result of the

interaction between the decision maker and his environment (i.e. internal and

external environment).

The changing socio-political environment is influencing decisions regarding

employment equity. Both unions (external environment) and employees

(internal environment) are exercising pressure for employment equity.

Based on this data, decision makers construct certain beliefs concerning

performance and the state of the external environment. These beliefs are

referred to as factual premises. The factual premises are compared to the

value premises which denote the overall goals of the organisation. If one

embarks on an employment equity programme due regard must be given to

closing the gap between factual.premises and value premises. In a new local

government context a diverse community will be served. To meet the needs

of such a community the local government's workforce should reflect the

composition of the community to provide effective services. The gap serves

as the prime motivator for action.

Implementing a decision is the next phase. The effec.or, a manager,

activates the decision, thus serving as a change agent. Control is brought

about by action taken by the decision maker who next seeks to determine the

effects of the action. The new information is referred to as feedback. If it

closes the gap itwill be repeated in future similar circumstances. Ifgoals are

met routinely organisations will seek to improve levels of performance.
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Feedback produces learning. If goals are not achieved, the process will be

changed. Failing yet again the decision maker will either alter the

performance measures distorting his or her perceptions of reality or alter his

or her goals,

The advantage of this control process is that it is an open system in that it

interacts with both the external as well as the internal environment. To

control affirmative action effectively inputs from both the internal

environment ego employees, councillors, management as well as the external

environment, ego ratepayers, unions, civic associations and government

should be considered.

Affirmative action is a complex :intervention to implement. The model via

its feedback loop will facilitate life long learning and hence ensure continued

improvement.

Finally, it is important to identify and control the key variables as well as

determine how to measure them. The next section will deal with these

issues.

2.4.7 Identification of Key Variables

Key variables (or critical success factors) are those relatively few

environmental variables that are crucial to the attainment of goals and

objectives. These key variables become the basis for the est. blishment of

appropriate performance measures, i.ward structures and resource allocation

procedures (Maciariello, 1984). Once the key variables are identified, the

control system is indeed given focus.

To identify key variables we need to ask: to which variables in our intemal

and external environment are our goal, ,J1d objectives most sensitive? Gray

and Matson (1987).
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2.4.8 Key Success Factors and Perf(J;n:nan~eMeasures

Fitz-enz (1990) states that to assess whether human resource interventions add
value, some form of measurement and evaluation are necessary. He further

states that .1eading management experts over the years have noted that

measurement is a fundamental requirement of business management. It is a

truism that: "You can't manage what you don't measure",

Variables that are measured should be those that are important given the

strategy we have selected in pursuit of our goals and objectives. Secondly,

to prevent confusion, only those variables that are crucial should be
"measured" even if they are qualitative, Key success factors should not be

omitted from the control system because they are qualitative (Maciariello,

1984).

2.4.9 Summary and Conclusion

Control is essential to ensure that organisational goals are achieved. The

process itself needs to he holistic in a sei. ...e that both internal and external

variables are considered. Control systems must be carefully designed so that

misdirected values are not associated with it. Key variables should be

identified and measured.

The sensitivity surrounding affirmative action in Ct. highly explosive socio-

political environment will necessitate some form of control. On the one hand

advantaged groups may resist change by setting up members of disadvantaged

groups for failure. The control system must be tine tuned to pick up these

subtle forms of sabotage. Likewise, the retention of high level black

personnel must be carefully monitored in. an environment where poaching is

rife. Again, the control system must be sensitive enough to allow manage-

ment to take appropriate action timeously.
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2.5 KEY VAlUABLF.s CRITICAIL 1'0 mE
SUCCESSFUL IMPLEMENTATIO:S OF
Afi'FIRMA TIVE ACTION POLICntS AND PROGRAMMES

The purpose of this section is to review the key variables in affirmative
action. Data is taken from expert opinion as well as from the literature.
These variables need to be evaluated and measured as' part of the control
process.

2.5.1 The Role of Stakeholders

This section deals with the role of stakeholders in the planning, development,
implementation and control of affirmative action policies and programmes.
The term stakeholder was first used to refer to stockholders as the only g-oup
to whom management need to t~~ responsible according to Freeman (1984).
He thus defined the term stakeholders as those groups without whose support
the organisation would cease to exist. This definition clearly suggests that
an organisation has obligations not only to shareholders and customers, but
to all individuals and organisations with which it has transactions and rela-
tions (Sturdivant, 1979).

Hofmeyr (1993) asserts that affirmative action in the past was in many ways
unsuccessful since management followed a "top-down" approach in initiating
and driving such policies. He further states that participation by other stake-
holders is necessary for the following reasons :

• People understand more about something they have contributed to.
• People are more committed to something they have been involved in

formulating.
• The knowledge, experience and insights of the people at whom the

process can be directed at can be tapped,

If participation leads to the empowering of people, it releases the
potential of individuals to perform effectively.
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In sum, management would not be able to formulate an affirmative action
strategy without understanding the needs and concerns of the stakeholder

groups (Honeyborne, 1987). If an affirmative action strategy is formulated

without the inclusion of all stakeholder groups, support would not be forth-

coming and hence the strategy would not lead to success.

Hofmeyr (1993) proposes that managers, employees, trade unions and poli-
tical parties should participate in decisions taken to implement affirmative

action policies and programmes.

i) Managers

Black managers are important stakeholders in the design and

development of affirmative action interventions. Their level of

involvement can be on an individual basis, in task teams, on projects

and in discussions on affirmative action. In addition, surveys Can be

a useful way to evaluate opinions and perceptions and should be used

continually to control the effective implementation of affirmative

action policies and programmes,

Likewise, white managers who could be a source of resistance must

be included in the debate on policy formulation. Once again survey

findings may be useful to identify concerns and opinions (Hofmeyr,

1993). Failure to address the concerns of both black and white

managers could render affirmative action programmes unworkable.

ii) Employee~
The input of employees is vital in the design and development of such
programmes. After all they will be the main beneficiaries of such

programmes. Many of them would like to improve themselves and

would like to see affirmative action extend beyond the ranks of

supervision and management (Hofmeyr, 1993).
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Constant monitoring of the perceptions of affirmative action progress

on the ground could serve as a powerful control mechanism.

iii) Trade Unions

Trade unions represent a vital stakeholder group and their involve-

ment, input and observations are essential according to Hofmeyr
(1993). This view is supported by Erntzen (1993) the General

Secretary of the South African.Municipal Workers Union (hereafter:

SAMWU) who concurs that all parties should be Involved. However,

he believes that there can be no affirmative action programme under

the apartheid system. His argumer.t is that the current civil servants

are overtly political and harbour innate hatred against inevitable trans-

formation. In view of this, advancement programmes s~lould focus

on transforming institutions, enabling the underprivileged and shifting

mind sets of white managers (Hofmeyr, 1993).

A survey conducted by Anthea McGregor and Associates (1993)

indicates that organisations that had union presence, suggested that the

union and shop stewards should be involved in every stage of

development of the affirmative action process.

iv) Political Parties and Bodies of Civi_l_..socie~

In a local government environment politicians as well as other

representatives from the non-statutory bodies such as civic associa-

tions should nave a input in policy formulation. Hofmeyr (1993) says

that these groups can contribute towards shaping affirmative action

legislation and h-nce will have an impact on how affirmative action

policies will be controlled on a national level.
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The writing is on the wall. The only way to legitimise affirmative

action is via the stakeholder route. Management i~ South Africa will
have to unlearn the traditional autocratic management style and adopt

a more participative style.

2.5.2 Integration of Afflrma¢ive Action Policies and Programmes
with Human Resource Management Systems and Strategic Planning

Waterman Jr, Peters and Phillips (1991) describe systems as all the

procedures, formal and informal that drives the organisation, ego training

systems, cost accounting procedures, budgeting systems. They argue that if

you want to understand how an organisation really does (or doesn't) get

things done, look at its systems.

Systems are an intriguing reflection of the state of the organisation says

Waterman Ir et al (1991). It is all very wen paying lip service to a

commitment to employment equity but making it happen is the difficult part.

The point Waterman Jr et al attempt to drive home is that systems make

strategy happen. The key learning point is that if we do not change our

traditional human resource systems; affirmative action will remain un-
attainable.

2.5.2.1 Integration of Affum.ative Action with Human Resource
Management Systems

Fowler (1988) supports the notion that without systems, strategies.will

not work. He makes the point that securing genuine equality of

opportunity needs to be seen as an integral element of human resource

management, not as some form of'.optional extra. The traditional

human resource systems fail to recognise the strength of a diverse

workforce. There is therefore no logic in only appointing white

males in ssilled and managerial positions (Fowler, 1988).

Page 32



2.5.2.2

Affirmative action equates healthy employment practice. To this end,

a growing number of employees in the private and public sector have

revamped employment procedures to achieve non-discriminatory

practice as a matter of general employment policy (Fowler, 1988).

Pennington (1993) notes that important support systems for

affirmative action strategies include : stringent recruitment and

selection; orientation training; training and development;

performance appraisal; coaching and mentoring; and integrated

human resource systems.

Afril'Dlative Action and the Strategic Planning Process

Organisations should move away from the traditional perspective that

the shareholders are the only stakeholders that matter. To legitimise

business practice, the requirements of all stakeholders, ego workers,

union, customers, suppliers, immediate community, shareholders and

government must be considered (pennington, 1993). In fact,

Honeyborne (1987) makes the point that if corporate strategy failed

to take account of stakeholder groups, support would not be forth-

coming to ensure the continued survival of' the organisation.

Affirmative action proved to be successful in organisations where it

has been integrated in the business planning process with full

commitment from the chief executive officer. This means targets

were set that included racial profile objectives, training objectives,

development objectives and budgets. In addition these organisations

had spent considerable time "sensitising" all staff members to the

requirements of affirmative action (Pennington, 1993).
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Affi.rmative action has often been referred to as a topic which is much

talk about but very seldom acted upon. It is clear from the above

discussion that for affirmative action to be realised, it needs to be

integrated with human resource management systems as well as the

strategic planning process.

2.5.3 Organisational Culture

It is assumed that organisational culture reflects the values and norms of

white male dominated boardrooms. In this kind of environment assimilation

is promoted which in the end would fail to develop the full potential of a
diverse workforce.

Kilmann (1989) states that culture has to do with the unwritten rules of the

organisation. He further states that the fundamental diagnostic question is :

Does the organisation's culture support the behaviour that is needed for

organisational success today (or does it pressure members to live according

to what worked yesterday)?

In local government the culture was established. by white males who occupy

almost all senior managerial positions. Rosmarin (1992) believes that the

current reality demands being able to work with individuals from different

backgrounds in a manner that enables them to reach their full potential, in

pursuit of organisational objectives, without anyone being disadvantaged by

irrelevant considerations. He notes further that racism, prejudice,

stereotyping and negative attitudes towards diversity are major impediments.

In view of the above, organisational culture is indeed central to the successful

implementation of affirmative action strategies and hence need to be carefully

internalised and controlled. The key question ip how do you change and

control culture?
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Kilmann suggests a five trs C approach to bring about change and renewal

in organisations (see Figure 2.2). The first track, the culture track, enhances

trust. It prescribes that the organisation increases communication,

information sharing, and that a willingness must exist before any other

improvement effort can succeed. To make affirmative action work a climate

of trust is crucial. Secondly, the management track provides management

with the skills to deal with complexity. For example, equipping managers

with skills for managing diversity to effectively lead and develop a diverse

workforce. The team-building track infuses a common vision of the new

culture. All stakeholders co-operate to solve problems. Fourthly, the

strategy-structure track develops a revised strategic plan, for example, in line

with affirmative action. In this way all available and appropriate resources

will be harnessed to suggest policy and map strategy.

Finally a reward system track sustains all improvements by officially

sanctioning the new culture. Strategies for affirmative action will demand

hard word and commitment from those involved in implementation. Those

who contribute to the new culture need to be rewarded accordingly.

Figure 2.2 :
Scheduling the Five Tracks

1989 1990
JFMAMJJASONDJFMA

I I I I I I I I I I I I I I I 1

1. Culture Track

2. Management
Skills Track

3. Team-Building
Track

4. Strategy-Structure
Track

5. Reward SY6tllm Track 1------------------
Source: Kilmann (1989)
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In summary it is dear that a supportive organisational culture is critical to
ensure the success of affirmative action. It certainly needs to be carefully

audited since it has the potential to derail affirmative action initiatives. In

fact it is difficult to detect some of the unwritten rules. An in-depth culture

audit should hence be conducted prior to 1rr,lementing affirmative action

interventions.

2.5.4 Management/Union Relationship

In this section the union/management mode will be discussed. The

union/manag rnent relationship is critical to joint policy formulation.

2.5.4.1 Management Style

Management style and union modes will determine how successful
affirmative policies and programmes are controlled. Douwes-Dekker

(1990) identifies three management styles (see Figure 2.3).

In the confrontatiol1 mode unions are accepted as. inevitable but

management still insists on prerogatives and maintains a strictly

legalistic relationship with the unions. This is hardly a stance that
will foster long-term relationship building. Also, the organisation is

mainly concerned with the bottom line (Douwes-Dekker 1990).

The l!@rticipative approach is a non-industrial relations approach

driven by organisational development interventions such as

establishing value statements, individual management to worker

communication systems, performance related reward systems, career

development. and so on. These interventions are designed without

consultation with unions.
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2,.5.4.2

Finally the relationship-building mode is the ideal mode to ensure
legitimacy. Unions are empowered in the workplace with a trade-off
obligation. Emphasis is on ensuring that unions can influence

management decisions, by tilling a problem solving aporoach, This

approach is ideal for dealing with a complex and contentious issue

such as affirmative action.

Figure 2.3 :
Union Modes and MalUlgement Styles

RELATIONSHIP- 3 6 9
BUILDING ? ? CO-OPERATIVE

PARTICIPATIVE 2 5 8
MANAGEMENT UNITARIST CO-OPTIVE RBO
00 Techniques POTENTIAL

CONFRONTING 1 4 7
UNIONS ADVERSE AUTHORI- ?

TARIAN

POWER NON- ACCOMMO-
CONFLICT DECISION DATION

UN ION MOD ES

Source : Douwes-Dekker (1990)

Union Modes

In the power-conflict mode the union/management relationship is at

best adversarial. The union fights management on every proposed

change. The question is: Is it possible to effectively implement

affirmative action policies and programmes given such a relation-

ship? Management in these circumstances will normally unilaterally

implement interventions with very little success. How can control

ever be effective in the absence of trust?
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The non-decision mode is based on fear of failure and low propensity

to union commitment. In this mode shop stewards either have to

participate informally in management activities, so as not to lose

influence on output and outcome which affects their members or to

defy management and be labelled "irresponsible".

Finally, in the accommodation mode unions respond to increase

productivity and otl.er participative programmes instituted by

organisations who elicit union support. In this mode both parties

realise that they have to ensure the survival of the organisation.

Affirmative action will have a better chance to succeed if this mode

is adopted.

Purcell (1979, p.58) aptly summarises the management/union

relationship, "The industrial relations policy (the same will apply in

the case of affirmative action policy) is to utilise and reinforce an

ace .ptance of a common interest between workers and management

through policies which create an impression of participation and

partnership whilst main~ning management's right of last say. The

intention is to foster a bargaining relationship with the trade unions

which integrates the two sides and depolarises the situation. This

implies that the company will engage in behaviour which legitimises

the role of unions, develops trust between the parties and encourages

friendliness between the negotiators. It

Purcell (1979) proposed that to achieve t'iis kind of relationship it

becomes necessary to expand the base of negotiations and

consultations from terms and conditions of employment to other

issues, traditionally considered as part of the management prerogative,

where common interest can be debated. Joint working parties of

management and shop stewards can discuss subjects such as job

evaluation, affirmative action and so on.

Page 38



In summary the management/union relationship is critical in legiti-
mising, for example, an affirmative action policy and programme. If

management prerogative prevails a one sided approach to control

affirmative action will be adopted and the policy will be rendered

meaningless.

2.5.5 Marketing Affirmative Action Policies and Programmes

Affirmative Action like any product or service needs to be marketed to

ensure that the goals are understood by those involved who can then work to

meet its objectives. This section will review how a marketing approach could

contribute towards achieving affirmative action goals.

Detsanick (1983) says that a complex human resource intervention (such as
affirmative action) can be marketed in very much the same way as one would

sell a new product. He suggests that the following key questions need to be

answered to establish the need for a product or service :

• What are the criteria to enable us to choose the issue?

• What would influence the timing of a decision to initiate a significant,

time consuming, costly programme?
• Who will be affected - positively or negatively - by not addressing a

human resource issue?
• Who are the clients, and what are they willing to buy into?

• What will it take to satisfy their needs?

• Just what are they willing to pay for that satisfaction?

Most of these questions have been answered in previous sections with regard

to affirmative action. Since its introduction and implementation is extremely

complex, the }Jolicy demands a sound marketing approach to ensure its

success.
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2.5.5.1

2.5.5.2

2.5.5.3

Ries and Trout in Fitz-enz (1990) asserts that marketing is the

battlefield of the mind. They continue by saying the client's mind is

made up of slots that are filled with perceptions. This means '.Itat one

is dealing with subjectivity which implies that if you want to

encourage change you have to change the perceptions of your clients.

Affirmative action in particular, means different things to different

people. Failure to address these divergent perceptions will revder the

programme unworkable.

The questions is, where do

Needs Analysis

Detsanick (1983) says the starting point is ..', ,ateful needs analysis.

He cautions that the same effort to launch a new product is required

to make complex human resource interventions work. Failure to

conduct a comprehensive needs analysis for affirmative action

purposes will be fatal to the programme.

Detsanick (1983) suggests that through focus groups, attitude surveys,

hot lines and investigating discriminatory employment practices, we

get clues as to the needs of our internal clients.

The needs analysis will be followed by -egmentatlon of the market.

Segmentation

Fitz-enz (1990) says the key questions in segmenting your market are:

• Who are your customers?
• What do they really do and want?
• What are their attitudes toward your type of service?
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In an affirmative action environment the market will have different
segments. For example, black employees who have been denied
opportunities in the past will perceive affirmative action as the
opening up of opportunities. Equally, white employees may perceive
it as the end to promotion. To management it may imply lowering of
standards. These perceptions/needs must be addressed with
appropriate programmes, systems and processes. The objective is to
identify clients according to their interests, needs and expectations.

2.5.!1.4 ~arketulgStrategy

The final phase would be to develop marketing strategies to satisfy the
diverse needs, according to Fitz-enz (1990). For example, if local
government wants to change its image to a non...racial, non-sexist
employer it would need to launch an advertising campaign internal
and external to the organisation to change current perceptions.

Finally, it is through timely and effective servicing of key customer
needs that a contribution can be made towards achieving
organisational goals with regard to affirmative action.

2.5.6 Emorcement of Affirmative Action Policies and Programmes

Affirmative action can be enforced at a national as well as at industry or
organisational level. The purpose of this section is to examine some of the
options.

2.S.6.1 National Legislation on Aftirmative Action

Sachs (1992) cautions that tne equal rights clause of the ANC's Bill
of Rights should not be used to hinder the achievement of equal
rights. In fact the crucial issue with regard to Article 14 (see p. 4)



is to ensure that the courts do not play down affirmative action
programmes simply on the grounds that they are designed to procure
the advancement of the disadvantaged groups (Sachs; 1992).

Affirmative action in the public sector will receive special attention,
Clause 6 ci>Article 15 states that positive measures "shall include the
implementation of programmes aimed at achieving speedily the

.....balanced strn=uring in non-racial form of the public service, defence
...-and police forces and the prison service according to the principles of

representivity, competence, impartiality, and accountability" (Sachs,
1992, p.124).

This means that affirmative action at local government level will be
accelerated. This does (rot necessarily mean that quotas will be
imposed. In fact, Sachs (1992) says that quotas should never be the
main means of redressing the injustices and inequalities created by
apartheid.

Albertyn (1993) speculates that a future bill of rights for South Africa
will have to be supplemented by legislation on discrimination,
affirmative action and employment equity which will determine to
what extent employers will be compelled or permitted to implement
affirmative action. She states further (1993, p. 24) that such
legislation can faJl into one of the following categories :

"* Affirmative action is voluntary and legislation relies on the
courts to define the limits of affirmative action.

* Detailed legislation which specifies the required nature and
scope of affirmative action.
Legislation which allows the collective bargaining process tn
define the nature and limits of affirmative action" .

*
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2.5.6.2

Blumrosen, Blumrosen and Human (1993) propose in their draft
affirmative action legislation for South Africa the establishment of an
affirmative action commission which will advise employers and
contractors and monitor their actions.

The statute allows trade unions and employers to negotiate their own
affirmative action programmes so long as they are consistent with the
principles of the Act. Where there is no union, an employer and the
commission may agree on a plan which will produce satisfactory
improvement in opportunities, even though the plan may differ from
the statutory requirements (Blumrosen,Blumrosen andHUman, 1993).

Joint Control Over Enforcement by Management
and Trade Unions

Samwu (1993) states that affirmative action wi!1 only be effectively
implemented if monitoring, evaluation and adjustments are jointly
controlled by employer and employee organcations, To this end an
Affirmative Action and Human Resources Development Board needs
to be established. It should be composed of an equal number of
representatives of management and the trade unions. Dimes (1992)
proposes a similar board with very much the same duties.

In the Numsa Code of Employment (1992) it is recommended that the
Industrial Council appoint a committee of experts which shall consist
of suitably qualified professionals agreed by management and the
unions. The committee will, inter alia, monitor the application of the
code, settle disputes in connection with the code and so on.

Given the long history of discrimination, some kind of legislation is
necessary to create an environment conducive to affirmative action.
The principles enshrined in such legislation must serve as a guideline
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for unionised and non-unionised organisations. Finally, legislation
must be flexible enough to allow all stakeholders to participate in

hammering out customised policies and programmes as well as having

some input to influence national policy.

2.6 AFFIRMATIVE ACTION CONTROL MODEL
FOR LOCAL GoVERNl\IIENT

Based on the international and local experience with affirmative action (?~

covered in the literature review) a theoretical affirmative action control model

for local government was developed (see Figure 2.4) following a systems

approach.

Figure 2.4:
Affirmative Actio •.' Control Model for Local Government

EXTERNAL eNviRONMENT I
RatepaYer Assoc;li\tions I Track! Unions Employer Orgarllsalions

L INTERNAL ENVIRONMENT L
Employees Councillors/CiVic: Associations

INPUT PHASE t PROCESSING PHASE t OUTPUT PHASE t

..
COllcles and Programmes1, Stakeholders 1. ~evalop AA p<llicie!l and ..

• £:mployees programmes. • ImplemGnt to Sl:!tisfaction
• Black Managors of all stakeholders.
, White Managers 2. Develop and Impiement
Trade Unions 00 and Marketing 2, Improve trust relationship

Strategies. amongst union,
2. Organisational. Culture .. m~:magement & employoes.

• Audit attitudes & p.9rcept!on~ 3, Align HAM systems and
strategic planning with .. 3. posr«ve Image of AA

3, Human ResoufC9 Systems AA, Intemally & externally.
• Audit Human ResourcEl

systems 4, Develop .trust relationship 4. Diverse Workforce on all
• Audit Strategic: Planning baIWeen Management and organisational leva Is.

Union.
4. Management/Unions 5. Affirmative Action

Rela~ionshlp 5, Develop control systems. Agreement.
• Audit Management/Union

relationship

I I ~ I ~ I I~... FEEDBACK ~

I Nlltlonal Legislation Local Community I
on Affirmative Action

Economy Technology Political Parties
,--, .- -
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2.6.1 Input Phase

The model assumes that a future government will legislate affirmative action.
For such legislation to be effective it will have to be negotiated amongst

government) local government, employer organisations and employee

organisations. Furthermore, it is vital that enough flexibility be built into the

law t() allow individual local authorities and trade unions to negotiate policies

and programmes that will best serve local needs. However, affirmative

action principles enshrined in the law should be taken into consideration when
formulating individual policies and programmes. Stakeholders such as

managers (black and white), employees, shop stewards, union officials,

employer organisations, cour cillors and civic associations would be involved

in policy formulation and programme design.

For affirmative action to be effectively controlled, attitudes and perceptions
should be continuously monitored. Likewise, human resource management

(hereafter : HRM) systems and strategic planning should be reviewed.

Special attention should also be paid to the level of trust that exists between

management and trade union.

2.6.2 Process Phase

This phase will focus on processes. In this phase the development and

implementation of affirmative action policies and programmes are a product

of negotiation. Human resource management systems and strategic planning

will be aligned. to support affirmative action. Appropriate control systems

will ensure compliance to affirmative action policies and programmes. These

systems will be developed by management and the trade unions. Finally,

affirmative action legislation will specify enforcement requirements.
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Based on the input phase, organisational development (hereafter: OD) and
marketing strategies will be employed to change negative attitudes and

perceptions towards affirmative action (hereafter : AA), both internal and

external to the organisation. Furthermore, processes will be developed to

improve trust between management and the trade unions.

2.6.3 Output Phase

This phase will be the acid test. M~or outputs in this phase include :

• Stakeholders satisfaction with the control of AA policies and
programmes.

• An improved relationship of trust between management and the trade

unions.
• Affirmative action lcl positively perceived by both internal and

external stakeholders (including the community it serves).

A more diverse workforce at all organisational levels which will

ideally reflect the demographics of community it serves within a

realistic time frame.

• An affirmative action agreement.

2.6.4 Feedback Phase

If outputs are not achieved special attention will be paid to the input and

processing phases to rectify any discrepancies. The model also indicates

constant input toboth the external and internal environment with a view to

change input and output requirements.

2.6.5 Conclusion

The Affirmative Action Control Model will be refined based on the research

findings (see Chapter Five). This will enhance the validity of the model

since the views of all the major stakeholders will be considered for inclusion.
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2.7 THE RESEARCHQUEStION

In conclusion, this research into the control of affirmative action is unique,

since nowhere in the literature has any emph',;cttl research been conducted in

this area. Drawing on input from experts in affirmative action as well as the

literature review has P'-avided the context and framework in .which the

research questions below, are stated.

2.7.1 Main Question

How oest can control systems for affirmative action policies and programmes

be implemented to serve the interests of all major stakeholders?

2.7.1.1 Sub-Questions

What is the extent of involvement of major stakeholders in the

control of affirmative action policies and programmes?

(ii) Should affirmative action policies and programmes be inte-

grated with human resource management systems and strategic

planning?

(ill) Which parties should be involved in the enforcement of affir-

mative action policies and programmes?

(iv) How can affirmative action policies and programmes be en-

forced'?

Finally the research will be used to refme the theoretical affirmative

action control model for local government detailed in Figure 2.4.
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CHAPTER 3

RESEARCH :.METHODOLOGY

3.1 INTRODUCTION

The purpose of this section is to .deal with the methodology used to
investigate the research questions identified in the previous two chapters.
Specific attention will be paid to the method of data collection, the design and

structure of the questionnaire, sample size and sampling method, method of

data analysis and the limitations of the research.

3..2 METHOD.OF DATA COLLECTION

The triangulation method of data collection was employed. Triangulation is

broadly defined by Denzin in Pirow, (1990) as the combination of methodolo-

gies in the study of the same phenomenon. According to Babbie (1989), in

triangulation several different research methods are used to test the same

finding. He further advises that to get the best of all worlds, one's design

should bring inmore than one research method to.bear on the topic.

For this study both the survey and documentary analysis methods were

selected. In the documentary analysis method data from policy documents

were content analysed in terms of the key variables critical to the control of

affirmative action in local government. In the survey method, questionnaires

were used to assess the key variables critical to the effective control of

affirmative action policies and programmes.

The investigation was conducted in four phases.
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3.3 PHASEONE :

IDENTIFICATION OF KEY VARIABLES

The aim of phase one was to identify the key variables critical to the

successful control of affirmative action policies and programmes. Key activi-

ties in this phase included: in-depth documentary research; a review of the

literature on affirmative action; and obtaining expert opinion on critical

success factors in controlling affirmative action policies and programmes.

The output of phase one was used to develop the questionnaire for phase

three. The process is described in section 3.5.

3.4 PHASETWO :
CONTE~'T ANALYSIS

In this phase the content analysis technique was used to analyse local

documentary data on affirmative action policies and legislation.

Pirow (1990) states that the basic objective of content analysis is to take a

verbal, non-quantitative document and transform it into quantitative data.

Stone etal; (1966) quoted by Bailey (1987, p. 300) defines content analysis

as ,•... any research technique for making references by systematically and

objectively identifying specified characteristics within a text".

Bailey (1987) states that content analysis is the equivalent in document study

to survey research. He notes further that it is similar to structured analysis

applied to documents rather than to observation of non-verbal behaviour.

This means it is a structured document-analysis technique in which the

researcher first constructs a set of mutually exclusive and exhaustive

categories that can be used to analyse documents, and then records the

frequency with which each of these categories is observed in the documents

studied.
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The major requirement is that categories be appropriate for the purpose of the
study. After having defined the goals of the study, relevant categories can

be constructed. Categories should be constructed by examining the documents

to be studied and ascertaining what COffimOJ1 elements they contain. Only in

this way can the goals of mutual exclusiveness and exhaustiveness be met.

Categori •. ' constructed without prior inspection of documents would no doubt
exclude many important categories and include many that are superfluous or
unnecessary (Bailey, 1987).

Groenewald (1989) states that the advantage of the content analysis design is

that it provides sufficient opportunity to implement the requirement of

controllability in science, This opportunity occurs in any design whose data

base is readily available for re-examination. Furthermore, he concurs with
the claim of some authors that documentary resources in general imply
greater scientific objectivity than any other data sources. In addition, he

nov 3 that the documentary data source is the least reactive data and is hence

free of disturbance.

vfter reviewing the literature" the goals of this research, as well as the
documentary data, the following categories were identified as appropriate :

Categorie§

1. The extent of stakeholder involvement in affirmative

action.

2. Integration of affirmative action with human resource systems and

strategic planning.
3. Parties directly or indirectly involved in enforcement of affirmative

action policy and programmes.

4. Setting affirmative action outputs.

5. How affirmative action policies and programmes are enforced.
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A content analysis was conducted on the following documents :

• Affirmative Action and Human Resources Develogment Agreement.
(Prepared by: South African Municipal Workers Union
(SAMWU) , 1992)

• Code of Practice to End Unfair Discrimination in Employment
Practice.
(Proposals submitted by NUMSA to Employers in the It'.,., and Steel,
Motor and Automobile Manufacturing Industries, 1992)

" Fifteenth Report on the SigI).atory Companies to the Statement of
Principles for South Africa.
(Sullivan Principles, 1991)

III Affirmative Action Policy and Human Resource Development
Guidelines.
(prepared by : The Centre for Community and Labour Studies for the
Democratic Integrated Municipal Employees Society, DI1vIES, 1992)

Elements of a Possible Affirmative Action Statute for South Africa:
Research Project.
(Prepared by AW Blumrosen, RG Blumrosen and L Human, 1993)

" Nam;bian Draft Legislation on Affirmative Action. 1992.

• South African. Chambe~ of Business Policy on Affirmative Action
f.SACOB). 1993.

• Federation of Employers' Organisations Policy on Affirmative Action
Policy , 199~.

3.5 rHASE THREE :
QUESTIONNAIRE DESIGN

According to Pirow (1990) the most frequently used method of collecting

measurable and observational data for survey research is that of the

questionnaire, As the research involved the perceptions of stakeholders

nationally, the questionnaire was considered the best method of collecting

survey data.
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Babble (1989) states that the term questionnaire suggests a collection of

questions, but an examination of a typical questionnaire will probably reveal

as many statements as questions. When using statements, the researcher tries
to determine the extent to which respondents hold a particular attitude or

perspective. Furthermore, both questions and statements may he used

profitably giving the researcher more flexibility in the design of items and

can make the questionnaire more interet .ing as well. Thus, this research

involved the use of both statements as well as questions. Some of the pitfalls

of questionnaire design that Bailey (1987) outlines has relevance to this

research and are as follows ;

i) Double-barrelled Questions

Refrain from including. two or more questions in one since such questions

typically lead to hesitation and indecision on the part of the respondent,

il) Ambiguous Questions

Ambiguity is sometimes difficult to avoid. Some words are themselves vague

and ambiguous.

iii) Level f)f Wording

In the wording of questions the educational level of respondents needs to be

taken in consideration. The wording can greatly affect the answers received.

iv} Abstract Versus Factual Questions

Questions should refer to concrete and specific matters and have specif'c

answers if possible. Abstract concepts in turn are much more difficult to

answer. In addition these questions may have low reliability.

v) Leading. Questions

Questions should be carefully structured in order to minimize the probability

of biasing the respondent's answer by leading him or her and thus artificially

increasing the probability of a particular response.
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Researchers have two optior.s. They may ask either open-ended or closed
questions. Open-ended questions are used for complex questions that cannot
be answered in a few simple categories but require more detail and

discussion. They are used to elicit the respondents' unique views, philo-
sophy, or goals (Bailey, 1987).

Closed questions in tum should be used when the answer categories are
discrete, distinct, and relatively few in number. Most closed questions

measure variables that are nominal (eg. gender), ordinal (eg. educational

level), or internally measured questions that have been collapsed into

relatively few ordinal categories (Bailey, 1987).

As the data was non-parametric, a five point Likert rating scale was used.

The idea of using scaling methods is that instead of learning whether or not
a respondent i ~rvourably inclined on an issue, one gets a measure of his or
her actual position on the att,t:lde continuum. Instead of being satisfied with

differences in kind, one attsmp.s to measure differences in degree (Moser and

Kalton, 1979).

The questionnaire was developed in consultation with practising affirmative

action ,IJractit\oners in leading South African organisations, in both the private
and public sectors. Experts affiliated to professional bodies sud:: as tl.e Black

Management Forum, the Institute for Personnel Management as well as the

National Affirmative Action Alliance were interviewed for their inputs.

Moreover, visiting international experts were also consulted. Finally, the

questionnaire was refined using inputs from \.i.e literature review in Chapter

Two.

The questionnaire used in this research was seven pages long, available in
both English and Afrikaans and comprising open-ended and closed questions

(see Appendix 4). It in I .ded four sections that the respondents had to

answer. 'rhe ques .ionnaire was accompanied by a covering note from the re-
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searcher and research co-ordinator as well as a personal note from the
researcher. A page on biographical information was attached.

In Section One, respondents were asked to indicate their level of

agreement/disagreement or otherwise in terms of. the involvement of

stakeholders in the control of affirmative action in local government.

In Section Two, respondents were again asked to indicate their level of

agreement/disagreement or otherwise in terms of how affirmative action

should be linked to personnel and training policies as well as strategic

planning.

Likewise in Section Three, participants had to express their opinions with
regard to the enforcement of affirmative action in local government.

Section Four afforded respondents the opportunity to express their views on

how affirmative action should be monitored and enforced in local

government.

3.6 PILOT STUDY OF THE QUESTIONNAIRE

Leedy (1989) believes that all questionnaires should be pretested on a small

sample in what is often referred to as a pilot study, to test whether there are

any items that respondents may have difficulty understanding or that may not

ask exactly what the writer of the questionnaire is seeking to determine.

The questionnaire was initially administered to a pilot group, composed of a

human resources director, training officer and a councillor at the

Johannesburg City Council. The aim was to ensure that the instrument was

easily understood, consistently interpreted and to make amendments if and
where required.
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Feedback from the study revealed an urgent need to define key concepts to

ensure consistency in answering questions. The group also advised that the

Likert scale format must be standardised in all the sections where it is used.

This would make filling in the questionnaire a less arduous and cumbersome

process. The relevance of the questions were also questioned which resulted

in major changes to the questions in section one of the questionnaire.

A similarly composed group including a union official as well as a typist

were pre-tested using the revamped questionnaire. During questionnaire

administration it appeared that the participants experienced no difficulty in

interpreting and answering the questions. The duration for completion of the
questionnaire did not exceed twenty minutes.

Feedback from the respondents was that the research instrument was easy to

understand and to complete.

3.7 PHASE FOUR :
REFINEMENT OF AFF'Jm!IATIVE ACTION CONTROL MODEL

Finally, in this phase the findings of the survey and document analysis were

used to refine the theoreticar affirmative action control model for local

govemmcnt developed in Chapter Two. The input from major stakeholders

was vital for incorporation into the model, since any model that ignores such

input would lack credibility and thus would not be able to be implemented

successfully,

3.8 POPUI ..ATION TO BE RESEARCHED

The research approach opted for an all stakeholder perspective. This

approach is necessary especially in an environment whereby the exclusion of

key stakeholders will have serious legitimacy problems. In view of this, the

target population was carefully constituted.
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The population was constituted as follows :

• Local authorities (i.e. municipalities) in the Republic of South

Africa.

• Trade unions party to industrial councils or recognition agreements in

the local government sector.

Civic associations.

• Employer Organisations.

3.9 SAMPLE SIZ:E·AI\"USAMPLINGMEmOD

The sample for the questionnaire in phase three was constituted as follows :

i) The Major Cities, i.e. Bloemfontein, Cape Town, Durban, Johannes-

burg, Pietermaritzburg, Port Elizabeth and Pretoria Municipalities.

Ii) Major labour movements involved in the Major Cities.

iii) Civic associations.

IV) Employer organisations.

The method of sampling used was non-probability sampling. In non-

probability sampling, there is no way of forecasting, estimating, or

guaranteeing that each element in the population will be represented in the

sample. This method of sampling is selected in situations in which it would

be either impossible or inappropriate to select probability sampling (Babbie,

1989). Given thetype of research to be conducted it was deemed appropriate
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to select a sample on the basis of the researcher's and experts' knowledge of

the population, its elements, and the nature of the research aims. This type

of non-probability sampling is referred to as purposive or judgemental
sampling by Babbie (1989).

This method. of sampling was .selccted since the main stakeholders were
chosen selectively rather than randomly. The Major Cities which constitute

30% of the local government sector, were for example chosen since they are

currently playing a major role in shaping a new order in local government.

The smaller local authorities will have limited influence on a future
dispensation.

Questionnaires were furnished to .the following stakeholders :-

Manr;lgement, Councillors 25
& Unions

Cape Town City Council
Durban City Council
Johannesburg City Council
Pietermaritzburg City Council
Pretoria CitY Council
Port Elizabeth City Council
Civic Associations
Employer Organisations

25
2.5
125
25
25
25
26
4

"
n

"
"
"
"

Officials
Officials

TOTAL

The total targeted sample size was 305. Attempts were made to involve

Councillors with divergent political affiliations. For example, in the case of

Johannesburg City Council, questionnaires were distributed to National Party,

Democratic Party, Conservative Party and Independent Councillors.
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3.10 METHODS OF DATA ANALYSIS

This area of research is indeed a new area and can hence be considered

exploratory research. Descriptive statistics were calculated 011 the

questionnaire data and the model was built based on those statistics.

Inferential statistics were also used. The NeSS package was u~ed t::)' anal~':;;e

the data.

3.11 LIMITATIONS OF THE RESEARCH

This research is limited in that the perceived major stakeholders were

involved. For example, only the seven Major Cities were involved in the

research. The smaller local authorities were excluded. Likewise, only the

civic associations and labour movements were included in the study.

Ratepayer associations were not included in the study as they are represented

by councillors.

Finally, it was not possible to test the model's effectiveness as part of this

research report.
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CHAPTER 4

RESEARCH RESULTS

4.1 INTRODUCTION

This Chapter deals with the documentary and survey research results. A

discussion on the results follow in Chapter' 5.

4.2 DOCUMENTARY STUDY

Affirmative Action documents relevant to South Africa and in particular to

local government were selected for analysis. The aim was to compare and

contrast common points of view on control of affirmative action.

The significance of the analysis is that it expres: common and different

views on affirmative action control mechanisms. This information will be

invaluable in refining the proposed affirmative action model in Chapter Two.

Moreover, it will serve as an useful guide to unions and local government

employers in negotiating affirmative action policies and programmes.

The documents listed in 3.4 were analysed in terms of five categories, as

discussed in section 3.4. The content analysis technique was used to analyse

the documents. The results are shown in the next section.

4.3· CONTENT ANALYSIS RESULTS

This section deals with a comprehensive analysis of the documents and

summaries of. common and different points of v~ew on affirmative action

control mechanisms.

4.3.1 Comparison of Policy Documents on Control of Affirmative Action.

Table 1 compares views on affirmative action control systems and processes.

The results are detailed below:
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TABI.E 1 : COMPARISON OF POLICY DOCUMENTS ON AFFIRMATIVE ACTION

1. The
extent of
Stake-
holddr
Involve-
mentin
Affirma-
tive
Action

1. Minimal involve-
ment by Government
in regulating Affirma-
tive Action
2. Chief Executive
Officer personally
responsibla in imple-
menting programme
3. Establish an
Affirmative Action
Committee represen-
tative of employeas at
all levels, including
union representatives
to advice the ~':O and
the Affirmative Action
Office.
40 The AA plan shall
be formulated, imp le-
rnented, monitored
and evaluated in con-
sultation with trade
union or unions.
5. Employment Equity
Commission should
meet with unions and
AA Committee to
secure worker and
union evaluation of
Afflrmative Action
programmes of the
employer, as well as
other interested
parties.

1. Shop Steward
and Union
representative
must be permitted
to observe all
interviews.
2. Management
must consult with
Shop Stewards in
the selection of
personnel for
training.
3. Unions tc be
involved in
reviewing and
redssigning
training
programmes.
4. Unions and
Management
should be jointly
involved in
monitoring and
evaluating AA.
5. Union
representation in
decision-maklnq
process of
promotions.

1. Top
management
should be
involved in
implementation
and monitoring
of AffirmatiVe
Action.
2. AA objectives
should be
determined in
consultation with
HOD's.

1. Employment
EqlJity
Commission will
be an independent
Agency to
regulate AA.
2. Procedure:
Consult
employees and
their
representatives
about the
Affirmative Action
programme.

1. Unions to ne informed
timeously of all vacancies.
2. Selection criteria to be
neg"tiated with the union.
3. Shop Stewards to be
informed timeously of all
vacancies.
4. Recruitment of foreigners to
be negotiated with Trade
Union.
5. Employment Interview
questions to be determined in
consultation with union repre-
sentatives.
6. The number of interviews to
be negotiated at factory level.
7. In the case of a dispute,
psychometric test score results
should be divulged to a
psychologist appointed by
NUMSA.
8. NUMSA to be consulted on
the standard format of refer-
ence check letters.
9. NUMSA to be informed
timeously of all promotions.
10. Union to negotiate promo-
tion policy.
11. The issue of seniorltv and
how i' is accumulated shall be
negotiated with N!JMSA.
12. Inequality in remuneration
and benefits to be negotiated
with N!JMSA.
13. Industrial Council to
appoint Committee of experts
to monitor application of the
Code.

1. Govt should
promote redressing
inequalities.
2. Govt should not
be prescriptive.
3. Unions should
De consulted on AA
only. They should
not be called upon
to define or Veto
programmes.
4. Formulation,
implementation and
control of employee
advancement pro-
grammes must be
supervised by the
CEO,
5. Line Managers
must be evaluated
in achiaving Goals in
AA.

1. Shop Stewards
should jointly irnple-
ment and monitor
AA with manago-
rnent.
2. AA and HRD
programmes must
be monitored, evalu-
ated and adjusted
by both manage-
ment and the
employees.
3. Management
should promote AA.

1. Management
and Employells.
:!. Represen-
tatives of
employees.
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2.
Integra-
tion of AA
with HH
systems

~
Strategic
Phnning

1. Ensure equality in waglls,
hours. terms, conditions and
privileges of employment.
2. Revise wage inequalities
and informe. conditions to
assure meaningful equality.
3. Review exlstinq practices,
procedures, tests and policies
and remove or revise non-
essential barriers to the
inclusion. of blacks and women.
4. Corporate environment and
culture will be open to persons
of diverse backgrounds and
attitudes.
5. Recruit,. amploy, develop
and promote qualified blacks
and women into positions not
open to them.
6. Provide career counselling.
7. Develop organisational
talent to enhance pro-
motabllitv,
S. Train white employees,
supervisors and managers to
be open to diversity and helpful
in assisting blacks and women
in performing their jobs weI!
and in accomplishing the transi-
tion into the corporate culture.
S. Reward managers who
successfully engage in acti-
vities which include blacks and
women in the work force.
1o. Labor, relations systems.

1. Reonlit"l1ent;
recruitment of
foreign labour;
salecti<lil; applica-
tion forms, inter-
views; testing;
reference checks;
human resource
development
policy and
training; career
advancement and
promotion: single
conditions of em"
ployment (Equal
remuneration and
equal benefits and
conditions of em-
ploymentl; Labour
relations systems.
2. Removal of all
forms of discrlml-
nation.
3, Dismissals.
4. Resolution of
disputes.

RecrUitment,
selection,
testing,
performance
management,
career
advancement,
training and
development,
conditions of
service, removal
of discriminatory
practices.

1. Review exist-
ing discriminatory
practices in
employment deci-
sions such as:
al Recruitmant
procedures;
b] Sell.1:::tion
procedures for
appointment or
hiring employees;
cl Selection of
Training:
d] The promotion.
demotion or trans-
fer of employees;
e) Conditions of
Service;
fl Provision of
special training
programmes for
disadvantaged
groups.

1. Recrui nent :
• Internal

Recruitment;
• Recruitment of

retrenched
workers:

• External
Recruitment;

-Press Advertising;
-Recrultrnent

Agencies;
-Dept of Manpower;
-Recruitment in
Bantustans:

-Recruitment of
foreign skilled
labour;

-The use of referrals
2. Selection:
• Application forms

3. InterViews
4. Testing
5. Referance checks
6. Tralninq
7. Career advancement
S. Terms. and Condi-
tions of Employment:
• Equal Remuneration
• Dlsmlssals

1. Efimina:ion of all
forms of overt,
indirect or covert
dlacrimlnatlon.
2. Enhancement of
skills and capacities
of disadvantaged
groups.
3. Initial
preferential policies
the recruitment or

promotions of disad-
vantaged groups in.
preference to
others.
4. Employee
development should
be part of the busi-
nass plan.
5 . .Review all
current recruitment
and promotion prac-
tices for overt,
subtle or inadvertent
discrimination.
6. Career planning.
7. Training and
bridging pro-
grammes.
S; Newly advanced
employees should
have support
systems.

1. Recruitment.
2. Se,sction and
Appointment pro-
cedure.
3. Human resource
development and
training.
4; Carcer
development.
5. Grievances,
negotiations and
disputes.

1. Equal and
feir
Employment
Practice:
- lnltiatlon
and

Development
of
Training

pro-
grammes

for

disadvantaged
groups.
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3. Parties 1. Equf.l!Opportunities An Independent Chief Executive The Employment Employer and Employee 1. The Chief 1. Joint control by 1. Independent
directlll or Commission. Board conaiflting Officer (Town Equity organisation (Trade Executive Officer employer and Agency.
indirect!ll 2. Involve unions and AA of all equal Clerk), Heads of Commission. an Union). and Une Managers employee. 2. 3ene:iciaries
involved Committee in evaluation of number of repre- Departments as Independent with support from 2. An AA and of AA.
ill programme and other senratives from well as Council. agency atteched human resource Human Resource
enforce- interested parties. the Council and to the Ministry of managers and an Development and
!ll!!.!l!.Qf the Trade Unions Labour for admini- Affirmative Action Training Board to be
AA Po!icJe in terms of a strative purposes. Officer. composed of en
and Pro- legally binding 2. Govt should equal number of
grammes agreflment. promote rather than management and

police the action of trade union
business to redress representation.
inequality. 3. The Board to be

assisted by an AA
officer and sub-
co.nmlttee.
4. Decisions to be
reached through
consensus or alter-
natively on a vote of
a majority of 2/3'$
of the Board.

4. Setting Set goals and timetables. Diversity of 'Work Set goals and Set goals and DivHsity of work force 1. Focus on input- Qualified quota Setting of goals
Affirma- force to reflect timetables. timetables. to reflect sooietv at all based policies - the provision. and objectives.
tive society at all levels of the organise- enhancement of
Action levels of the tion. skills and capacities
Outputs organisation. of disadventeqed

groups,
2. Setting of goals
and objectives.
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5. How
.Ill!!.
Affirma-
ive Action
Policies
and Pro-
grammes
Enforced?

1. Employers are required
to submit Affirmative
Action Reports.
2. Fallure to submit
reports timeously will result
in paying expenses of the
Commission in enforcing
the requirements and a civil
penalty of Hxxxxxxx.
3. The Commission may,
upon its own inltlative or
upon the complaint of any
person, investigate an
organisation's affirmative
action plan in consulteticn
with unions, AA commit-
eas and other interested
parties.
4. Fines may elso be
imposed as well as not
awarding any government
contracts or subsidy during
the term of non-
compliance.
S. Colloctiva bergaining
agreement between an
employer and trade unions.

1. Collective
Bargaining
Agreement
between
employer and
trade unions.

1. Management.
2. Grievance
Procedure.
3. A code of
conduct to elimi-
nate
dlscrirninetion.
4. Disciplinary
action against
discriminatory
behaviour.
5. :::hief
Exacutive Officer
and Heads of
Department to
enforce policy
and provide
Council with
regular feedback
on progress.

The
Employment
Equity Com-
mission may
obtain en
order of court
to enforce the
final Review
Panel
(appointed by
the Commis-
sion) te
ensure
compliance to
tha AA Act.

* MLL = The University of South AfriclI's Minimum Living Level for 15 family of five.

.. HSL = The University of Port Elizabeth's Household Subsistence Leve! for a family of six.

1. The Agreement is
legally binding insofar
as:
1.1 any employer or

ernplover's
association ratifies
the Code.

1.2 the Code or
provisions thereof
are, by agreement,
promulpated as
provision of an
Industrial Council
under s 48 of the
Labour Relations
Act;

1.3 Make provision
for a Committee
of Experts to
monitor the Code.

1. Manaqement's
responsibility to
enforce.
2. Do not
recommend enforce-
mant by
government.

Collect've Bargain-
ing Agreement
between employer
and the trade
unions.

1. Requires annual
independent evaluation of
individual company activity
in South Africa.
2. Beneficiaries are
consulted on evaluation of
affirmative action
programme.
3. Publicly owned
companies submit an
independent auditor's report
to verify monetary
contributions and other
quantltive information.
4. White managers are
evaluated on their
performance in developing
disadvantaged groups.
5. Reports are verified by
an Accounting firm;
i) Total payroll.
ii) Total

employment.
iii) Percent by which the

lowest-patd employee's
pay exceeds the
MLL/HSL.

Iv) Total expenditure
made for education,
community develop-
ment and social
justice programmes.
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Tables 2 to 6 summarise and quantify the results in Table 1.

4.3.2 Category One:
The Extent of Stakeholder Involvement in Afimnative Action

Seven SUb-categories were identified in this category and the number of

documents which concur with the sub-categories are listed below :

Table 2 :
Extent of Stakeholder Involvement in Affinnative Action

2.1 Union involvement in the devetoprnent, 6 75
monitoring. and evaluation nf Affirmative
Action

2.2 Government enforcement in Affirmative
Action 4 50

2.3 Management prerogative to monitor and
evaluate Affirmative Action 2 25

2.4 Management and the unions should jointly
control Affirmative Action' 2 25

2.5 Employees should be involved in the
implementation of Affirmative Action 8 100

2.6 ShopStewards should be involved in the
implementation of Affirmative Action 5 62

4.3.3 Cateeorv Two :
Integration of AffIrmative Action with Human Resource
Systems and Strategic Planning

In this category, documents were analysed to establish whether affirmative

action is integrated with human resource systems and strategic planning.
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The results are listed below :

Table 3 :
Integration of Affirmatite Action with Human. Resource Systems and Strliftegie Planning

3.1 Integration of Affirmative Action
with Human Resources Systems

3.2 Integration ()f Affirmative Action
with Strategic planning

8

12.5

4.3.4 Parties Directly and Indirectly Involved in Enforcement of AfIll"lllative
Action Policy and Programmes

100

1

In this category three sub-categories were identified and the number of

documents that concur with the sub-categories are listed below :

Table 4 :
Parties Involved in the Enforcement" of Affirmative A..ction.Policy and Programmes

4.1 An external independent board such as 4 50
an Equal Opportunities Commission

4.2 An internal independent board composed 3 37.5
of an equal number of management and
union representatives

4.3 Management only 2 25
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4.3.5 Category Four : Setting Afimnntive Action Outputs

In this category two sub-categories were identified. The documents examined

reflected the following results:

Table 5 :
Setting Affirmative ActWn Outputs

5.1 Setting goals and timetables

5.2 Setting quoras 3

5 62,5

12/5

4.3.6 r,ateeocy Fiv~ :
How to Enforce Afflrmative Action Policy and Programmes

In this category four sub-categories were identified. The analyses are

reflected below :

Table 6:
How to En/OI'CeAffirmative ActWn Policy and Programmes

6.1 Annual Reports
6.2 Imposition of Fines
6.3 Collective Bargaining Agreement
6.4 Enforcement via Court Orders

4.4 CONCLUSION

8
2
7
2

100
25

87,50
25

The results of the content analysis are interpreted and integrated with the

literature review and the survey research results in Chapter Five. Finally it

was used to refine the Affirmative Action Control Model for Local Govern-

ment in Chapter Five.
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4.5 SURVEY RESEARCH RESULTS

The sample composition, the statistical techniques employed and the corres-
ponding results of the survey will now receive attention. The results are

discussed and interpreted in Chapter Five.

4.6 SAMPLE DEMOGRAPHICS

Three hundred and five questionnaires were mailed to council officials,
councillors, unions, civic associations and employer organisati-ons. One
hundred and fifty two questionnaires were received which equates to a 49

percent response rate, which was regarded as adequate.

The low number of union, civic association and employe: organisation replies

were adequate in that they are highly representative of organisations involved

\..1 the Major Cities.

The number of questionnaires received per occupation group and city

categories is detailed in Figures 4.1 and 4.2.
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Figure 4.1 ..Questionnaires Received
By Occupation Groups
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Figure 4.2 - Questionnaires Received
By Major Cities
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4.7 SIJRVEY QUESTIONNAIRE

In Sections 1,. 2 and 3 of the Questionnaire, the Categories 'Strongly

Disagree' and 'Disagree' as well as the 'Strongly Agree' and 'Agree' Cate-

gories were consolidated, giving a three-point scale to simplify interpretation.

The frequency percentages were calculated based on the raw data scores for
each occupation group.

In addition to the employment of descriptive statistics to analyse the data, the

chi square test of independence was also used. That is, the test was used to
determine if the answers given to the questions were dependent on the

occupation category of the respondent. According to Leedy (1989), for

frequency evaluation, chi square is probably the most appropriate statistical
technique, Moreover, it is the most commonly used nonparametric test, and
is generally used in causal comparative studies.

The chi square test was calculated only for the occupation groups : council

officials, councillors and union officials, since the sample of civic

associations and employer organisations were too small for analysis purposes.

The test was carried out at a significance level of O,OS USing the raw

numbers. The null hypothesis being accepted implies that the occupation

category does not influence the answer given. The null hypothesis being

rejected implies that the occupation category does influence the answer given.

The results of the chi square test are summarised in Tables 7, 8 and 9, and

given in detail in Appendix 5.

4.7.1. Stakeholder Involvement

The purpose of Section 1 of the Questionnaire was to determine the extent of

involvement of major stakeholders in the control of affirmative action policies

and programmes. The results are tabled on the following page.
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Table 7- Council Council- 1 Employer
Responses on Stakeholder Involvement Officials lors 1 Unions Civics Organisations TOTAL Chi
in Affirmative Action N=88 N==47 ~=11 N=4 N=2 N==152 Square

Questions Rating Fro(juancy Percent
Results

1.1 Central Government Neither Agree Nor Disagree 9,09 10,87 - - 50 9,3
should advise local Accept
authorities in developing Strangly Disagree & Disagree combined 46,59 43,48 18,18 - 50 42,4 Ho
affirmative action policies

Strongly Agree & Agree combined 44,32 45,65 81,82 100 48,3and prourammes ~

1.2 Shop Stewards should Neither Agree nor Disagree 9,09 4,26 " 9,09 - - 7.2
be involved in implamenting

Stronglv Disaqrae & Disagree combined 2.3,86 12.77 9,09 - - 18,4 Accept
affirmative action policies Ho
and programmes Strongly Agree & Agree comblned 67,05 82,98 81,82 100 100 74,3

1.3 Participation of Disad- Neither Agree nor Disagree 6,82 10,64 9.09 - - 7.9
vantaqed managers in the .. Accept
development and implemen- Strongly Disagree & Disagree combined 4.55 8,51 - - - .5.3 Ho
tatlon of affirmative action
programmes is vital Strongly Agree & Agree combined 88,64 80,85 90,91 100 100 86,a

1.4 White managers Neither Agree nor Disagree 5,68 4,35 - - - 4.6
involvement in the develop-

Strongly Disagree & Disagree combined 2.27 4,35 18.18 25 .:
4.6

Accept
ment 0.1 affirmative action - Ho
policies and programmes Strongly Agree· & Agree combined 92,05 91.30 81,82 75 100 90;7

1.5 Affirmative action Neither Agree nor Disagree 3,45 4,44 - - - 3,4
policies should be negotiated

Strongly Disagree & Disagree combined 10,34 1'::33 - - - 10.1 Accept
between management and Ho
the trade unions Strongly Agree & Agree combined 86.21 82,22 100 100 100 86,6

1.6 All employers should be Neither AgrF;e nor Disagree 6,90 8,51 - - - 6,6
consulted on the

Strongly Disagree & Disagree. combined 22.9 19,15 50 19,9 Accept
development of affirmative - - Ho
action programmes Strongly Agree & Agrea combined 70,11 72,34 100 100 50 73,5

1.7 Councillors should be Neither Agree nor Disagree 9,0'1 10,64 9,09 - - 9,2
involved in neg -tiatinq

Strongly Disagree & Disagree combined 32,95 8.51 9,09 50 50 24,3
Reje(.~

affirmative acti 10 policies Ho
Strongly Agree & Agree combined 57,95 80,85 81,82 50 50 66,4

1.8 Civic Associations Neither Agree nor Disagree 15.91 12.77 9,09 - 50 14.5
should play a role in

Strongly Disagree & Disagree combined 40.91 38,30 27,21 50 313,2
Accept

developing affirmative action " Ho
policies Strongly Agree & Agree combined 43,18 48.94 63,64 100 - 47,4
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4.7.2 Integration of Affmnative Action Policies and Programmes

This section of the Questionnaire dealt with how affirmative action should be linked to personnel and training policies as well as strategic
planning in local government.

The research results are tabled below :

Table 8- Council COl·--tl- Employer IResponses on Integrating Affirmative Action with Personnel ..nct Officials Unions Civics Organisations TOTAL Chi
Training Policies and Strategic Planning N=88 N=7>C N=ll 1'..i=4 N=2 N=152 Square

Questions Rating Frequency Percent Results

2.1 For affirmative action to Neither Agree Nor Disagree - 2,13 - - - 0,7
be effectively controlled it Accept
should form part of Strongly Disagree & Disagree combined 1,14 2,13 - - - 1,3 Ho
employment and training

Strongly Agree & Agree combined 98,86 95,74 100 98policies and procedures 100 100
2.2 Affirmative action Neither Agree nor Disagree 1,14 2,13 a 0 a 1,3
should be included in the

Strongly Disagree. & Disagree combined 6,38 a 0 0 2. Accept
strategic plans of local - Ho
authorities Strongly Agree & Agree combined 98,86 91,49 100 100 100 96,7

2.3 Management should be Neither Agree nor Disagree 3,41 6,38 - - - 3,9
held accountable for the

St(ongly Disagree & Disagree combined 2,27 6,38 9,09 3,9 Accept
execution of affirmative - - Ho
action strategic plans Strongly Agree & Agree combined 94,32 87,23 90,91 100 100 92,1
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4.7.3 Enforcement of Affirmative Action

This section of the Questionnaire dealt with how affirmative action should be enforced in local government.
The results are detailed below :

Table 9- Council Council- 1 Employer I
Responses on Enforcement of Affirmative Action in local Government Officials lors Unions Civics Organisations TOTAL Chi

N=88 N=47 N.=11 J N;:4 N=2 N=152 Square- Results
Questions Rating Frequency Percent

3.1 Affirmative action Neither Agree Nor Disagree 17,05 10,64 18,18 25 50 15,8
should be enforced by

Strongly Disagree &. Disagree combined 65,91 76,60 27,27 50 50 65,8 Reject
central government Ho

Strongly Agree. &. Agree combined 17,05 12,77 54,55 25 - 1BA

3.2 Affirmative action Neither Agree nor Disagree 9,09 4,26 - - - 6,6
should be enforced by way Accept
of agreement between indi- Strongly Disagree & Disagree combined 23,86 36,17 - - - 25 Ho
vidual local authorities and
their respective trade unions Strongly Agree &. Agree combined 67,05 59,57 100 100 100 68,4

3.3 Affirmative action Neither Agree nor Disagree 15,91 4,26 18,.18 - 50 12,5
should be enforced by way Reject
of agreement between Strongly Disagree &. Dil>~gree combined 37,50 36,17 - - 50 33,.6 Ho
employer and employee

Strongly Agree & Agree combined 46,59 59,57 81,82 100 53,9organisations -

3.4 Central government, to- Neither Agree nor Disagree 17,05 10,64 18,18 - - 14,5
gether with employer &. em- ACCept
ployee organisations should Strongly Disagree. &. Disagree combined 3',82 34,04 18,'8 - 50 30,9 Ho
reach consensus on arfir-
mative action legislation for Strongly Agree &. Agree combined 51,14 55,32 63,64 100 50 54,6
local government

3.5 Quotas should be set as Neither Agree nor Disagree 2,27 2,13 27,27 50 - 5,3
a means of controlling

Strongly Disagree. &. Disagree combired 95.45 95,74 54,55 25. 100 90,81
Reject

affirmative action Ho
Strongly Agree & Agree combined 2,27 2,13 18,18 25 - 3,9

3.6 Setting objectives is a Neither Agree nor Disagree 5,68 4,26 9,09 - - 5,3
more flexible and realistic

Strongly Disagree &. Disagree combined 3,41 8,51 50 5,3
Accept

way to control affirmative - - Ho
action Strongly Agree & Agree combined I 90,91 87,23 90,91 100 50 89,5
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Table 9- Icontd~ ," Council Council- Employer
Responses on Enforcement of Affirmative Action in Local Government Officials lors Unions Civics Organisations TOTAL Chi

N=88 N=47 N=11 1'11=4 N.:=2 N=Hi2 Square

Questions Rating Frequency Percent
Results

"
,

3.7 If affirmative action Neither Agree Nor Disagree 17,24 - 18,18 25 - 11,9
objectives or quotas are not Reject
achieved, central Strongly Ilisagree & Disagree combined 75,86. 91,49 45,45 50 100 78,1 Ho
government should impose
fines on such iocal Strongly Agree & Agree combined 6,90 8,51 36,35 25 - .$..,"9
authorities

3.8 It is the role of Neither Agree nor Disagree 2,27 - 18,18 - - 2,6
management to monitor and

Strongly Disagree & Disagree combined 2,27 6,38 36,36 25 6,6 Reject
evaluate affirmative action - Ho
policies and programmes Strongly Agree & Agree combined 95,45 93,62 45,45 75 100 90,8

3.9 Trade unions must be Neither Agree nor Disagree 11,36 8,51 - - - 9,2
involved in the monitoring Accept
and evaluation of affirmative Strongly Disagree & Disagree combined 13,64 14,89 - - - 12,5 Ho
action policies and

Strongly Agree & Agree combined 75,00 76,60 100 100 100 78,3programmes

3.10 Affirmative action Neither Agree nor Disagree 21,84 23,91 18,18 - 50 22
Accept Ipolicies and programmes

Strongly Disagree & Disagree combined 49,43 36,96 27,27 25 - 42,7must be evaluated by an Ho
independent body Strongly Agree & Agree combined 28,74 39,13 54,55 75 50 35,3
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4.7.4 Conclusion

The results in 4.7.1 to 4.7.3 will be discussed in terms of toe Literature

Review in Chapter Five.

4.7.5 Analysis of Open-Ended Questions

In Section. 4 of the Questionnaire, respondents were asked two open-ended

questions to afford them an opportunity to give their views on :

(i) how affirmative action policies and programmes should be enforced

in local government; and

(ii) how affirmative action policies and programmes should be monitored.

Answers to the open-ended questions were content analysed. Based on the

content analvses, eight sub-categories were derived for Questions 4.1 and

seven for Question 4.2 The results are presented in Tables 10 and 11.

4.7.6 Enforcement of Afimnative Action Policies

In Question 4.1, participants were asked to give their views on how

affirmative action policies and programmes should be enforced in local

government. The results are tabled below.
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Table 10:
Frequency on how AI,{imultive Actio« ]'ol1cies and. Programmes
should be :En/orced in Local Government :

- G(,'1ernment enforcement
- Co-determined guidelines. by Government,

- Unions and Local Authorities
.. /\.)untary
- Management Control
- Training, Development & Attitudinal Change
~ Preferential Policies
- All Stakeholder Involvement
- Joint enforcement by Management and

the Trade Unions

3,3

13,8
6,6

28,3
16,4
2,6

10,5
23,7

4.7.6.1 Enforcement by central and! or regional
government legislation

Only 3,3 percent of the participants stated that central and/or regional

government should enforce affirmative action policies and

programmes. One respondent noted tha.t a future metropolitan

government could fulfil the same role.

The issue of fines was raised in the event of non-compliance to

legislation as well as providing incentives to those local authorities

who would be adhering to the provisions in the act.

4.7.6.2 Co-determined national guidelines by government,
local authorities and employee organisanms

In total, 13,8 percent of the sample indicated that national guidelines

on affirmative action are necessary. However individual local

authorities and trade unions should negotiate their own policies within

such a national framework.
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4.7.6.3 Voluntary

The respondents in this category who represent 6,6% of the sample,
strongly endorsed their opposition to government enforcement. In
fact they stated that if enforced it would not work.

4.7.6011 Management control

In this category respondents expressed the view that affirmative action

should be enforced by management systems and processes. SO.71e

noted that it should form part of the strategic management process and
be managed via a performance management system. This implies that

affirmative action should be one of the key performance areas of

managers and supervisors and that they should be rewarded for

performance in this area.

One respondent highlighted the importance of affordability and stated
that policies and programmes should be developed in a responsible

manner W'.d accountability.

Contributions to this category amounted to 28,3 % of the total sample.

4.7.6.5 Training, development and attitudinal change

In tota116,4 percent stressed that training, development and attitudinal

change should be the cornerstone of any affirmative action

programme. A very interesting observation was made by an

executive official, namely that, management should be continually

sensitised (e.g. workshops, courses) to affirmative action to ensure

their support and commitment to such policies and programmes.
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Members of disadvantaged groups should receive appropriate training

and development, with particular emphasis on coaching and
mentoring. Instead of making so-called token appointments,
disadvantaged candidates with potential should be identified and

developed. This would also ensure that performance standards would

be maintained and possibly improved.

One of the respondents stated that as far as training and development

is concerned, an increased proportion of time, effort and resources
should be focused on marginalised groups.

4.7.6.6 Preferential policies

Some of the views proposed are that policies on affirmative action

should not be a separate document. An integrated approac« ,:>1JOlJld

be followed; for example, it should form part of the conditions of

service.

However, it was cautioned that a legalistic approach is.no guarantee

that eiaployers would be serious enough to implement such policies.

General policies need to be backed by collective action by the trade

unions.

Furthermore, it was suggested that initially quotas on recruitment and

promotions should be set, based on clear criteria for appointments,

specifying minimum levels and an agreed plan of progress to

acceptable levels of both performance and qualifying criteria. Quotas

should be a temporary measure only.

One respondent stated that in the case of appointments, when the
primary criteria of merit, suitability and development potential have
been met, a member of the disadvantaged group should be given pre-
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ference. Fi11aUyit was also suggested that appointments of whites to
positions where they are well represented should be stopped for a
period of five years to restore the imbalance in current employment
profiles.

Two respondents cautioned against focusing affirmative action policies

on elite groups. One of them noted that : "Affirmative action should

not be an elitist programme promoting black orland female faces

!tlerely for the sake of window dressing".

In total 2,63 percent contributed to this. category.

4.7.6.7 AU stakeholder involvement

The views expressed by respondents were that council officials,

councillors, unions, civic associations, churches, polincal parties and

movements should be involved in enforcing affirmative action. In this

category a response rate of 10,5 percent was obtained.

4.7.6.8 Enforcement by man unent and trade union agreement

This category elicited a 23,7 percent response. Essentiall; the
respondents in this category favour a management/union agreement on

enforcement of affirmative action rlicies and programmes.

The view was expressed that unions should only take industrial action

to ensure enforcement as a last resort. Instead, regular feedback

sessions regarding affirmative progress should be used as a forum for

management and employee representatives to iron out difficulties,
using a problem solving approach.
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4.7.7 l'tIonitoring Affirmative Action Policies and Programmes

ill Question 4.2 participants were asked to state how affirmative action
policies and programmes should be monitored. The results are tabled below:

Table 11:
Frequency on How AffinntJltille Action Policies and Programmes Should oe Monitored

independent Professional Body
Management Control
Management, Trade Unions, Councillors & Civic Associations
Independent Board : Management, Trade Unions,

Councillors & Civic ASsociations
Central and Regional Government
Reports
M!magement and Trade Unions

1,3
38,8
6,6

8,6
2,6

23,0
21,7

4.7.7.1 Independent professional body

Only 1,3 percent of participants responded to this category.

It was proposed that an independent professional body should

monitor affirmative action policies and programmes.

4..7.7.2 Management control

This category elicited substantial support. In total 38,8

percent responded. This category must be seen in relation to

4.7.6.4. In essence, it means that the objectives set for

affirmative action must be monitored by management. This
will be controlled via the performance management system
mentioned in 4.7.6.4.
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4.7.7.3

4.7.7.4

4.7.7.5

4.7~7.6

Forum:
management, trade unions, councillors
and civic associations
In this category, 6,6 percent stated that a representative forum
constituted by management, trade unions, councillors and civic
associations should monitor affirmative action policies and
programmes.

Independent Board :
management, trade unions, councillors and
civic associations

In total 8,6 percent responded. The view was expressed that
management, trade unions, councillors and civic associations
should reach consensus on the composition and function of an
independent board to monitor affirmative action policies and
programmes.

Central and regional government

Only 2,6 percent concurred that central and regional govern-

ment should monitor affirmative action policies and
programmes.

Reports

The issue of reports 011 affirmative action enjoyed substantial
support. As much as 23 percent responded, Different views
were expressed on how to report. Some suggested quarterly,
bi-annually and annual reports to all the relevant stakeholders.
Others suggested that reports should be open to puolio scrutiny
as well.
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4.7.7.7 IVlomtoring by management and the trade unions

Essentially, the main thrust of this category was that manage-

ment and u ..:! trade unions should agree on how to monitor

affirmative action policies and programmes. Some suggested

that part of monitoring should be via human resources
personnel acting as internal auditors, In addition, shop

stewards should observe and monitor progress on a daily

basis, with the full knowledge that they have recourse to the
grievance and dispute mechanisms prescribed for by the

conditions of service.

An Affirmative Action and Human Resources Development
and Training Board as well as an Affirmative Action Officer
should meet at least every three months to monitor progress.

In total 21,7 percent contributed to this category.

4.8 CONCLUSION

This Chapter presented a summary of the research findings and statistical

analysis. In Chapter Five the results will be discussed and interpreted with

reference to the Literature Review in Chapter Two.
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CHAPTER S

DISCUSSION AND INTERPRETATION OF RESULTS

5.1 INT'R.ODUCrION

In Chapter Five the research results presented in Chapter Four will be
analysed and integrated with the literature review. Possible solutions to the
research questions stated in Chapter Two are explored and discussed in

detail.

The results of the content analysis are integrate' '1) the literature review in

the next section.

5.2 !=!ATEGORYONE :
STAKEHOLDER INVOLVEMENT

III this category, the content analysis dealt with the extent of stakeholder
involvement in affirmative action,

The results in Table 2 indicate that 7. percent of the documents analysed

concur that unions should be involved in the development, monitoring and
evaluation of affirmative action policies and programmes.

At an operational level, 62 percent concurred that shop stewards and 100

percent concurred that er iployees should be involved in implementing

affirmative action programmes. In Table 1, it is recommended that

government involvement in affirmative action should be minimal and not be
prescriptive. The role of management is highly emphasized in one of the

documents. The learning point, however, is that managers are also key

stakeholders in affirmative action.
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Tables 1 and 2 clearly highlight the importance of government, unions and

employees as key stakeholders in affirmative action. This notion is supported

by the international experience, in particular, the Scandinavian experience

where the collective bargaining process takes precedence (Albertyn, 1993).

In these countries government involvement is minimal.

In the current South African experience the importance of an all stakeholder

approach is becoming a new national value. Lessons learned in broader

society are that in the debate on the education crisis and the National Peace

Accord for example, a consistent theme has been the importance attached to

"le~itimacy" of decisions taken and programmes implemented. The bottom

line is that decisions taken without the meaningful participation of those

involved are not accepted (Hofmeyr, 1993).

"

The researcher strongly supports the notion that all the relevant stakeholders

should be involved in the development, monitoring, evalua.tion and

enforcement of affirmative action policies and programmes. South African

society is deeply divided and hence trust can only be built amongst the groups

if all the players are involved in co-creating policies. Only in this way can

they take ownership for any new initiatives.

5.3 CATEGORY TWQ :
INTEGRATION OF AFFIRMATIVE ACTION WITH
HUMAN RESOURCE SYSTEMS AND STRATEGIC PLANNJNG

The results in Table 3 are unanimously in favour of integrating affirmative

action with human resource systems. Only one document refers to the

inclusior, of affirmative action in the business plans of the organisation.

Waterman Jr et al (1991) asserts that systems make strategy work. This.

notion is supported by Fowler (1988). He specifically s(~·es that securing

genuine equality of opportunity needs to be seen as an integral element of

human resource management and not as some form of optional extra.

Moreover, traditional human resource systems fail to recognise the strength

of a diverse workforce.
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Pennington (1993) makes the point that affirmative action proved to be
successful in organisations where it has be- 1 integrated in the business

planning process with full commitment from the chief executive officer.

An organisation's commitment to affirmative action can be assessed in terms
of the allocation of resources flowing from strategic planning. Policies alone
are not enough to make strategy work, Itmust be accompanied by ongoing
strategic planning.

5.4 CATEGORY THREE:
PARTIES DIRECTLY OR INDIRECTLY INVOLVED
IN ENFORCEMENT OF AITFIRMATIVE ACTION
POLICY AND PROGRAMMES

The purpose of this category is to establish which parties, both internal and
external to the organisation should be involved in enforcing affirmative

action.

In Table 4, 50 percent concur that an external body, independent of the
organisation should be involved in enforcement while, 37.5 percent proposed

'Ul independent internal body to monitor and enforce affirmative action policy

and programmes. Moreover, it is proposed that shop stewards should be
involved at an operational level in monitoring policies and programmes (refer

5.2).

Independent bodies such as equal opportunity employment commissions are
common in the United States and Europe (Albertyn, 1992). In the United

States of America the commission established quotas or statistical goals, for

the employment of certain minority groups. In fact mandatory programmes

are common in the public sector and large organisations (Albertyn, 1992).

The researcher believes that the more inclusive the parties involved in

monitoring and enforcing affirmative action policies and programmes are, the
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more transparent the process will be, which in tum improves the legitimacy

of the process. A management driven approach as suggested by two of the

documents will have limited success and legitimacy.

5.5 CATEGORY FOUR :
SETTING AFFIRMATIVE ACTION OUTPUTS

This category deals with setting affirmative action outputs in terms of goals

or rigid quotas.

The majority of the documents indicate a preference for flexible goals and

timetables as opposed to fixed quotas. In fact, 62.S percent concur that

setting goals and timetables is preferred. Only 125 percent indicated a

preference for quotas whilst the rest were silent on both quotas and goals.

The international experience indicates that flexible goals and timetables are

more acceptable than fixed quotas. The American, Indian, Malaysian and Sri

Lankan experience support the notion that measures based on fixed quotas (or

figures) are counter-productive. In Malaysia, appointments in the civil

service were made on a ratio of four Malays to one non-Malay which resul-

ted in resentment. In Sri Lanka preferential selection policies favoured

Sinhalese speaking applicants, which excluded the majority of theTamils who

were not Sinhalese speaking (Weiner, 1993). This led to resentment that

finally culminated in an armed struggle.

The controversy continues over quotas while goals and timetables are

generally acceptable as a means of expanding opportunities for minorities

(Weiner, 1993). The researcher concurs with the majority view indicated by

the results and the international experience namely that flexible goals and

timetables are more acceptable than fixed quotas. His main rationale for this

stance is that for affirmative action to work more emphasis is required on

development and less on rigid quotas. In fact, quotas suggest a quick fix to
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redressing historicalimbalances. These inequalities cannot be rectified in the

short term. The quota system can only work if the skills profile in the labour

market is equal for all groups.

5.6 CATEGORY FIVE.:
HOW AFFIRMATIVE ACTION POLlCIES
AND PROGRAMMES ARE ENFORCED

The purpose of this category is to determine how affirmative action policies

and programmes should be enforced.

Table 6 shows that 87.5 percent of the documents are in favour of negotiating

an affirmative action programme via the collective bargaining process. As

part of the enforcement process, 100 percent of the documents propose

formal progress reports on affirmative action programmes. There seems to

be very little support (25 percent) for affirmative action policies and

programmes to be enforced by the imposition of fines or court orders.

It is interesting to note that the Canadian Employment Equity Act makes

provision for what is expected. from federally regulated employers in the

private and public sectors in terms of employment equity. Fines are imposed

for non-compliance to the provision of the Act (Albertyn, 1992). There

seems to be very little support in the analysis of the documents for this

stance.

The Canadians have achieved more with this form of control in contrast to

the previously low success rate of voluntary programmes (Albertyn, 1992).

In the Scandinavian Countries, the collective bargaining process takes

precedence. The law plays an auxiliary role and operates in the absence of

any collective bargaining agreement. In Sweden the law applies to collective

bargaining agreements as well (Albertyn, 1993). The results indicate that we

have to opt for collective bargaining agreements to enforce affirmative action

policies and programmes.
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Given the legacies of apartheid, the researcher is of the opinion that South

Africa needs legislation on affirmative action. Such legislation must be a

product of negotiation with all the relevant stakeholders. It should not be

rigid but must make provision to take corrective measures in the event of

non..compliance,

Failure to address the expectations of the disadvantaged can be fatal.to a

peaceful political settlement. The researcher feels that at local government

level the need to apply corrective measures will be vital. However, these

measures should ideally be a product of negotiation,

5.7 SURVEYQUESTIONNAIRE

The purpose of this section is to discuss the output of the Survey

Questionnaire with reference to the Literature Review in Chapter Two, The

research results summarised in Tables 7,8,9,10 and 11 serve as a basis for

the discussion.

5.7.1 Stakeholder Involvement

This section deals with the involvement of stakeholders in the control of

affirmative action in local governments.

5.7.1.1 Question 1.1 :
Central government involvement

Research Question 1.1 examined whether central government

should advise local authorities in developing affirmative action

policies and programmes. The results indicate a split in the

vote of 42,4 percent (mainly council officials and councillors)

against government advice versus 48,8 percent (mainly unions

and civics) in favour of government advice. However, it is
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5.7.1.2

clear from the results that councillors and officials are not

quite sure whether central government should play a role in

affirmative action in local government. Central government

involvement could perhaps be perceived as making inroads

into the power base of councillors and officials. One can

already sense a level of resentment to government involve-

ment, in particular a new government due to be elected in

April 1994. As in the Malaysian and Sri Lankan experience

civil service officials resented affirmative action policies of the

new ruling political parties who represented the majority of the

population. (Weiner, 1993).

This is no doubt an area that requires further investigation to

enable all stakeholders to make informed decisions.

Question 1.2
Shop steward involvement

The issue of shop steward involvement in implementing affir-

mative action policies and programmes received attention in

Question 1.2. Agreement on shop steward involvement was

strongly endorsed (74,34 percent). Since shop stewards are

both employees and union representatives, it appears that

management feels more secure in involving them in affirma-

tive action. This stance is welcome since trade unions

represent a vital stakeholder group, and their involvement,

input and observations are essential according to Hofmeyr

(1993),

It is particularly critical at this level since this is the closest

level in dealing with the beneficiaries of affirmative action and

hence will have a bearing on the legitimacy of the process.
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5.7.1.3

Furthermore, the researcher is of the opinion that the results
of this question indicate a major leap forward in management's
acceptance of the crucial role shop stewards have to play.
This change in mindset is particularly significant if one

considers that shop stewards were alienated in the past by

management.

Question 1.3 :
Involvement of disadvantaged managers

Question 1.3 considers the importance of involving disadvan
taged managers in the development and implementation of

affirmative action. The different occupation categories were
in total agreement (86,8 percent) of this role. The chi square

results confirm this in that the occupation category did not

influence the way in which the question was answered.

Hofmeyr (1993) concurs that disadvantaged managers are

important stakeholders. He further proposes that they should

be involved on an individual basis, in task teams, on projects

and in discussions on affirmative action. Honeyborne (1987)

in tum asserts that it is pointless to design an affirmative

action strategy without understanding the needs and concerns
of the stakeholder groups.

The researcher supports the notion (. 'vantaged manager

involvement in that the, can bring to ue I4ble a perspective

that white managers do not have. Their input will add value

to the relevance of the process.
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S.7.1...'A

5.7.1.5

Question 1.4 :
White manager involvement

As in the previous question, write manager involvement is

endorsed to the tune of 90.7 percent. The chi square results

indicate that occupation category did not influence the way in

which this question was answered.

Hofmeyr (1993) states that white managers could be a source

of resistance and should therefore be included in the debate on

policy formulation. The researcher supports this view since

alienating white managers will adversely affect the successful

implementation of affirmative action strategies,

Question 1.5 :
Management and trade unions should negotiate
afflrmatlve action policies and programmes

Throughout the research there appears to be strong support for

the management/union agreements. The research results

indicate a strong preference (86,8 percent) for such

agreements. The chi square results support agreement on this

question by all occupational groups.

The results are also supported by a survey conducted by

Anthea McGregor and Associates (1993) which indicated tlt-'It

organisations that had union presence, suggested that the

unions and shop stewards should be involved in every stage of

development of the affirmative action process. Emtzen

(1993), the General Secretary of the South African Municipal

Workers Union concurs that all parties should be involved.
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5.7.1.6

The results indicate that South Africa should adopt the

Scandinavian model, whereby the collective bargaining process

takes precedence. The law plays an auxiliary role or operates

in the absence of any collective bargaining agreement

(Albertyn, 1992).

The research supports the Scandinavian model since the

collective pre-cess is well established in South Africa and in

particular in local government. Any other process or system

that is not democratic in principle as well as inclusive will be
less successful in the South African context.

Purcell (1979) agrees with the notion of involving all the

parties. He asserts that to negotiate policies such as

affirmative action, they can be employed to utilise and

reinforce an acceptance of a common. interest between workers

and management. Such policies create an impression of

participation and partnership whilst maintaining management's

right oflast say. In the final analysis this will legitimise the

role of unions, develop trust between the parties and

encourage friendliness between the negotiators.

Question 1.6 :
All employees should be consulted on the
development of affirmative action programmes

This question was not too clear to some respondents. The

issue was that not all employees, but that repres~~ntativesof all

employees should be consulted on the development of

affirmative action programmes. Despite apparent problems

with clarity. the question elicited sufficient consensus (73,5

percent). This score was endorsed by iite chi square result.
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5.7.1.7

Hofmeyr (1993) asserts that input from employees is vital in
the design and development of such programmes since the
majority of employees would be the main beneficiaries. Many

would like to improve themselves and would like to see
affirmat ...ve action extend beyond the ranks of supervision and

management (Hofrneyr, J993).

The researcher feels strongly that affirmative action should not

be an elitist programme, This means that it should not be
developed in smoked-filled boardrooms. MarginaIised groups

should be involved in the development of such programmes to

ensure its acceptability.

Question 1.7 "
Involvement of councillors in negotiating
affirmative action policies

The chi square result indicates that there is a difference in the

way the various occupation groups responded to this question.

Council officials felt differently about the involvement of

councillors than did unions and councillo J. In fact a strong
minority (32,95 percent) of officials were against the involve-

ment of councillors in negotiations.

Hofmeyr (1993) advocates that politicians can contribute

towards shaping affirmative action legislation. Councillors are

politicians operating at a local government level and would be
in a position to influence future legislation on affirmative

action.

The attitude of officials in their response to this question WdS

essentially shaped by the value and norms C7 the I',:'isting

system of local government, whereby officials are not

encouraged to speak to councillors, let alone negotiate with

them.
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5.7.1.8

What is definitely emerging is that local government is in the
process of moving from an exclusive to a more inclusive,

transparent system. The researcher is therefore of the opinion
that councillors should be involved in negotiating affirmative
action policies. The researcher concurs with Kilmann (1989)

that the organisation's culture must support the behaviour that

is needed for organisational success today. This means that

the culture in local government must change so that officials

and councillors can interact freely if and when required .

.oJ!e..qtion 1.8 :
Civic associations should play a role in
developing affirmative action policies

The chi square result indicates that the different occupation

groups did not respond diffe=ntly to this question. The

frequency percentage of 47 percent in favour of civic
association involvement is not conclusive. As many as 14,5
percent were uncertain about civic association involvement and!

38,2 percent against their involvement.

Like political parties! bodies of civil society such as civic

associations who are currently involved in shaping a new local

government dispensation, should have an input ill affirmative

action policy formulation (Hofmeyr, 1993).

The role of civic associations is perhaps not very clear to the

majority of the respondents. In the opinion of the researcher,

they will play a pivotal role in a future local government

dispensation and hence their involvement in affirmative action

policy formulation is important.
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5.7.1.9 Comparison of survey and documentary results
on stakeholder involvement

The documentary results in 5.2 highlight government, unions,

shop stewards and employees as key stakeholders in affir-
mative action. This corresponds with the survey findings in

this section. However, the survey findings in addition,

include both councillors and civic associations as key stake-

holders.

'Ihe results of both findings are overwhelmingly in favour of

management and trade unions negotiating affirmative action

policies and programmes. The documentary results support

was 87,5 percent (see 5.6) and that of the survey 86,6 percent.

5.7.2 Integration of Affirmative Action Policies

This section of the Questionnaire dealt with integrating affirmative action in

management processes and systems.

5.7.2.1 Question 2.1 :
Integrating afflrmative action with
employment and training pofleles

Question 2.1 deals with integrating affirmative action with

employment and training policies and procedures. Consensus

on this question is extremely high, that is 98 percent and is

supported by the chi square result.

The research results are supported by Fowler (1S;a8)· who

asserts that securing genuine equality of opportunity needs to
be seen as an integral element of human resource

management, not as some optional extra. Pennington (1993)
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notes that important support systems for affirmative action
strategies include: stringent recruitment and selection;
orientation training; training and development; performance

appraisal; coaching and mentoring; and integrated human

resource systems.

The researcher supports the consensus on the question since
failure to formalise affirmative action strategies implies that it

is not really an issue and furthermore, 110 safety net

mechanism will be in place to make it possible to lodge a
complaint in respect of affirmative actior , It could end up

being driven by the whims and wishes of management which

at best can be inconsistent.

Question 2.2 :
Including afflrmatlve action in the strategic plans

Consensus on this question was 96,7 percent and was
supported by the chi square result.

Pennington (1993) states that affirmative action proved to be

successful where it has been integrated in the business plan-
ning process with full commitment from the chief executive

officer.

Affirmative action must be linked to the business needs of

organisations. If~" is not considered a strategic issue it will

most certainly be side-lined.
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5.7.2.3 Question 2.3 :
Management accountability for execution
of afflrmatlve action strategic plans

The parties were practically unanimous with reference to

Question 2.3. Consensus of 92.1 percent was supported by

the chi square result.

Without the full commitment from the chief executive officer,

affirmative action strategies will be less successful according

to Pennington (1993). However, this should not imply that a

"top down" approach in initiating and driving such policies

should be the order of the day, according to Hofmeyr (1993).

A pre-condition would be for management to understand the

needs and concerns of all the stakeholder groups (Honeyhome,

1987).

The researcher fully supports the notion that management

should be accountable for executing affirmative action

strategies since they control all organisational resources.

However, they should ensure that the process is legitimate

from a stakeholder perspective.

5.7.2.4 Comparison with documentary findings

Both the documentary (refer 5.3) and survey results indicate

almost unanimously, that affirmative action policies and

programmes should be integrated with human resource systems

such as employment, training and development,

~,,1'3 Enforcement of Affbmative Action Policies

This section of the Questionnaire dealt with the enforcement of affirmative

action in local government,
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5.7.3.1 Question 3.1 :
Enforcement of affirmatlve action by central government

The chi square results indicate that there was a difference in

the opinions of occupation groups answering this question.

Council officials (65,91 percent) and councillors (76)G.percent)
agreed that central government should not enforce affirmative
action, whilst the unions (54,55 %) did not conclusively

support this stance.

The international experience cautions that government should

not be over prescriptive in enforcing affirmative action.

Enforcing quotas in Malaysia and implementing preferential
policies in Sri Lanka resulted in resentment and finally
culminated into an armed struggle in the latter (Weiner, 1993).

Steiss (1982) asserts that too much control can stifle initiative
and encourage behaviour to beat the system. Likewise, too

little control can increase the probability that the desired

results will not be achieved.

The researcher is convinced that some form of government

enforcement will be necessary, in particular at local govern-
ment level. However the parties should be given ample

latitude to reach consensus on policies that will best serve their

unique circumstances.
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5.7.3.3

Question 3.2 :
Enforcement by way of agreement between local
authorities and their respective trade unions

The frequency percentage for this question indicates consensus

and is supported by the chi square result. In total 68.4

percent is in favour of enforcement as per agreement at a local

level between unions and management.

The results of this question indicate that there is a convergence

about enforcing agreements concluded on a local rather than

a national level. The reasons why it is more acceptable to

enforce at the local level is stated by iofrneyr (1993) as

follows:

• People understand more about something they have

contributed to

• People are more committed to something they have

contributed to

Agreements between trade unions and management at local

government level is not a new phenomenon. The researcher

therefore agrees that preference should be given to enforce

agreements at the local level.

Question 3.3 :
Enforcement by way of agreement between employer
organisations and employee organisations

The chi square results indicate a difference in the answers of

occupation groups to this question. Consensus of 53.9 percent

is not conclusive.
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5.7.3.4

As in the previous question, the result indicates a preference

by council officials and councillors to negotiate at a local

rather than a national level. Unions ill tum have no difficulty

in negotiating at a national level since it could strengthen their

bargaining position.

The researcher is of the opinion that national or regional level

agreements should serve only as a guideline, and that

agreements at the local level should enjoy preference.

Question 3.4 :
Consensus on affirmati1fe action by government,
local authorities and employee organisatlons

There seems to be fair support (54,6%) for reaching consensus

on national legislation. Moreover, occupation groups did not

differ 10 answering this question.

The Namibian experience indicated that national legislation

cannot be developed by government alone. Namibia's draft

legislation on affirmative action, developed by the

International Labour Organisation, has been placed on the

back burner since the Government accepted as part of its

policy on labour and manpower development, the policy of

tripartism (Luff, 1993). This in effect means that any future

affirmative action legislation will have to be negotiated by

government, employers and employee organisations.

The 7-lmbabwean experience was dominated by a political

directive to Africanise the civil service, The directive was not

supported by national legislation or employment policy.

However the effects of affirmative action was dramatic.

Affirmative action goals were achieved by massive increases

in the size of the Civil service, emigration and retirement.
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5.7.3.5

This option is a quick and dirty option that can have
devastating effects on the economy of a developing country.

As in the' case of the NamibilAnexperience, the researcher

concurs that national guidelines will have to he negotiated with
involvement by allthe stakeholders. It will be naive to leave

the issue of affirmative action only to management and the

trade unions. Some kind of policy environment will have to

be created to encourage management and the trade unions to
expedite progress on affirmative action. The absence of clear
guidelines C}.! result in confusion, resentment and possibly an
armed struggle.

Question 3.5 :
QUotas as a means of controlling affirmative action

Ninety point 8 percent of the respondents did not support a
quota system. However the chi square result indicates that

there was a significant difference in occupation groups when
answering this question. Unions garnered 18,18 percent

support for quotas whilst27,27 percent were uncertain. This

implies that within union ranks quotas could stilI be an option.

The quota system adopted in India to encourage lower caste

children's education, was a low-cost strategy since the
Government accorded a low priority to developing the primary

and secondary school system. Since a minimal investment was

made in mass education, very few untouchables and tribals had

access to universities and employment on an equal basis
(Weiner, 1993).

In Malaysia and Sri Lanka fixed employment quotas resulted

in resentment and in Sri Lanka it had devastating effects on
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the economy. In the United States of America the issue of

quotas is still controversial whilst goals and timetables are

generally acceptable as a means of expanding opportunities for

the disadvantaged groups. (Weiner, 1993),

Quotas as a control mechanism to enforce affirmative action

is too mechanistic by nature, in that it specifies exactly what

tasks are required and how they should be carried out. This

means that very little personal judgement is demanded and

hence at best initiative can be stifled and measures can be

counter-productive at Worst.

Moreover, it can lead to tunnel vision in that an employee

carries out instructions even though it becomes apparent that

the desired objective is not going to be achieved (Otley,

1987).

The researcher supports the notion that quotas are too rigid a

" seasure to enforce affirmative action. Such a system could. .' ..
hI the end cause more damage than addressing the burning

issues in affirmative action. More flexible and effective

measures should be adopted.

Question 3.6 :
Setting objectives as a way to control affirmative action

Consensus on setting objectives to control affirmative action

was very high (89.5 percent), This view was supported by the

chi square result in that there was no difference in occupation

groups when answering this question.
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The international experience clearly indicates that setting goals

and timetables is more acceptable as a means of expanding

opportunities for disadvantaged groups (Weiner, 1993). Otley

(1987) asserts that by setting targets one creates space for

initiative and creativity as opposed to setting rigid quotas. In

Canada, for example, employers must work to achieve a

representative workforce reflecting the demographic make-up

of the population in the area. To this end employees. must

prepare an annual employment equity plan with timetables and

goals (Albertyn, 1992).

Pennington (1993) mentions that affirmative action proved to

be successful in organisations where it has been integrated in

the business plans. This means that targets were set that

include racial profile objectives, training objectives, develop-

ment objectives and budgets.

The researcher strongly supports the view that setting

objectives is a m9re flexible and realistic way to control affir-

mative action. This will make it possible for individual local

authorities to plan affirmative action ln line with local

conditions, such as the availability of disadvantaged groups in

the labour market.

Question 3.7 :
Imposing fines for non-compliance

The chi square result indicates that there is a difference in

occupation groups when answering this question. Unions are

not entirely opposed (45,45 percent) to the imposition of fines

for non-compliance with affirmative action plans, whilst

councillors (91,4 percent) and officials (75,86 percent)

disagree strongly.
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The researcher does not support the idea of imposing fines
unless the parties agree to it. Enforcement should be

amenable to negotiation between the parties. The point is that

there must be some acceptable and reasonable way of ensuring

that affirmative action plans are executed.

Question 3.8 .:
Management's role to monitor and evaluate
affirmative action policies and programmes

The chi square result indicates that there is a difference in

occupation groups when answering this question. Officials

(95,45 percent) and councillors (93,63 pr zcent) support
management' s role in monitoring and evaluating affirmative
action policies and programmes. The unions had some

reservations. Only 45,45 percent support management

involvement. The reason could be that the unions perceive

monitoring and evaluation of affirmative action to be a joint

responsibility.

Erntzen (1993) agrees that there can be no affirmative action
programme under the apartheid system. He makes the point

that current civil servants are overtly political and harbour
innate hatred against inevitable transformation. It is for this

reason that monitoring and evaluation of affirmative action

policies and programmes should be a joint venture. This will
ensure that the process is more transparent and inclusive.

The researcher believes that both unions and management

should agree on how to monitor and evaluate affirmative

action policies and programmes. In this way the parties will

ensure that the process is open to scrutiny by all concerned.
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5.7.3.10

Question 3.9 :
Trade union involvement in monitorlng and evaluation of
affirmative action policies and programmes

The result" indicate substantial consensus (78,3 percent) on
union involvement in monitoring and evaluating affirmative

action policies and programmes. This is supported by the chi
SqUID~t;results.

The, involvement of trade unions in monitoring and evaluating
affirmative action will legitimise the process according to
Hofmeyr (1993). Pennington (1993) supports this stance and

states that to legitimise business practice, the requirement of .
all stakeholders including unior

Moreover, Honeyborne (1987)

corporate strategy fails to take act.

support will not be rorthcorning.

considered .

that if
., -oups,

The researcher supports the view that trade unions should be

involved in monitoring affirmative action policies and

programmes. Their involvement will make the process more

credible and acceptable,

Question 3.10 :
Independent body involvement in evaluating affirmative
action policies and programmes

There seems to be no consensus on this issue. The chi squere

result indicates that there is no difference betwe n occupation
groups in responding to this question. Support for an indepen-

dent body is only 35,3 percent. As high as 22 percent is un-
certain and 42 rerc~nt against it. However, the question did

not define an independent body which made it difficult for

participants to respond appropriately.
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Clearly 1 the results indicate that the involvement of an
independent body in evaluating affirmative action policies and
programmes 13 not favourable. This is no doubt an area that
needs further investigation to ultimately enable all stakeholders
to make informed decisions.

5.7.3.11 Comparison wilth documentary findings

The documentary results in 5.6 revealed very little support (25
percent) for affirmative action policies and programmes to be
enforced by irnposing fines or court orders. This is in
agreement with the survey findings which indicated very little
support (9,9 pe-rcent)for such fines.

The documentary results in 5.4 indicate slightly more support
(50 percent) for an external independent body to be involved
in enforcement of affirmative action policies and programmes.
The survey findings were only 35,3 percent in support. Both
results indicate a fair amount of reluctance to involve indepen-
dent bodies. Both findings indicate consensus on goals and
timetables versus quotas. In the documentary results (refer
5.5) 62,5 percent supported goals and timetables whilst 89,5
percer,: were in favour thereof in the survey findings. For
quotas, the documentary findings indicated a 12,5 percent pre-
ference and the survey findings a mere 3,9 percent. These
results therefore indicate conclusively that goals and timetables
are acceptable as opposed to a quota system,

5.8 OPEN-ENDE.UQUESTION ON ENFORCEMENT
OF AFFIRMA1"1VE AC'rION

The purpose of this section is to focus only on those sub-categories not
covered by Sections 1,2 and 3 of the Questionnaire.
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Please bear in mind that this section deals with responses to open-ended
questions and hence percentages are expected to be very low. This is sc
since the responses only come from people who feel strongly about certain
issues.

5.8.1 V()iuntary Affirmative Actlor ..Policies and Programmes

Only 6,6 percent stated that affirrative action should be voluntary.

It would be idealistic; to assume that affirmative action would result from a
voluntary basis. A policy environment needs to be created to encourage
organisations to implement such programmes in a responsible and
professional manner. The Canadian experience supports the notion of
creating a policy environment since C'1lladaachieved more by legislating for
affirmative a.::~on in contrast to their previously low success rate when
requesting voluntary programmes (Albertyn, 1992).

As mentioned previously, Emtzen (1993) makes the point that there can be
no affirmatt ve action under the apartheid system, He argues that the current
civil servants are overtly political and harbour innate hatred against inevitable
transformation.

The researcher feels strongly that a voluntary approach to affirmative action
within the South African context would be tantamount to wishful thinking,
However, to make the process acceptable, inclusivity and transparency would
be the values that will drive the process.

5.8.2 Training, Development and Attitudinal Change

The 16.45 percent of respondents who mentioned training, development and
attitudinal change endorsed these strategies as the cornerstone of affirmative
action.
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South Africa is on the eve of a new political dispensation. However the
legacies of apartheid will not disappear overnight, in particular at government

and local government level. In view of this, Hofmeyr (1993) states that

advancement programmes should focus on transforming institutions, enabling
the disadvantaged and shifting mindsets of White managers. This stance is
supported by Pennington (1993) whostates that affirmative action proved to

be successful in organisations where targets were set that induced training and
development objectives and budgets, In addition, these organisations had

spent considerable time "sensitising" all staff members to the requirements

of affirmative action.

The researcher fully supports the notion that training, development and
attitudinal change are central in making affirmative action work. To ensure

that these strategies have impact, it needs to be carefully monitored, evalua-

ted and where necessary, adjusted.

5.9 OPEN-ENDEDQUESTION ON HOW TO MONITOR AFFRMA TIVE
ACTION POLICIES AND PROGRAMlVlES

The purpose of this section is to focus on those sub-categories not covered
or not covered sufficiently in Sections 1, 2 and 3 of the Survey Question ...

naire.

Please remember that this section! as the previous one, deals with open-ended
responses and hence percentages are expected to be very low. This is so
since the responses come from people who feel strongly about certain issues.

5.9.1 Independent Professional Body

Very few participants (1,3 percent) concurred that an independent pro-

fessional body should monitor affirmative action policies and programmes,

unless such a body is agreed to by all the relevant stakeholders. The resear-
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cher supports the notion that if an independent body is considered it should
be acceptable to the relevant parties.

5.9.2 Internal and External Reports

In total 23 percent expressed the need for a formal reporting system on

affirmative action progress.

The need for reports on affirmative action is common practice in the interna-
tional experience. In Canada, employers must prepare an annual report on
affirmative action results, showing inter alia, the representation of groups in
respect of hiring, salary, occupation, promotion and termination of jobs

(Albertyn, 1992).

This view is supported by Steiss (1982) who states that in the public sector,
systematic application of control techniques have recently been employed.

Moreover, emphasis on transparency in local government makes the adoption

of effective management control techniques critical. This is in line with
increased pressure for accountability in the public sector. Reports would in

the view of the researcher, be an ideal control mechanism that should be

available to the public and other stakeholders for scrutiny.

5.9.3 Comparison with Documentary Findings

The documentary results (see 5.6) were unanimously in favour of formal

reports on affirmative action progress. In the survey findings 23 percent of

the total sample noted that internal and external progress reports are

important. Both results indicate a need for a report system on affirmative

action activities.
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5.10 REVISED AF}1RMATIVE ACTION CONTROL MODEL
FOR LOCAL GOVERNMENT

The purpose of this section is to review the theoretical affirmative action

control model for local government. first developed in Chapter Two and

refine it based on the empirical findings of the content analysis and survey

questionnaire. See figure 5.1 on page 111 for the revised model.

The implementation of affirmative action policies and programmes is

imminent as discussed in Chapters One and Two. The rapidly changing

socio-political environment as well as the complexity of implementing such

policies and programmes are foreign to local government. In view of these

changes in the internal and external environment of local government, the

researcher decided to develop a control model to assist local authorities in

implementing affirmative action policies and programmes effectively.

Internationally, pressure is mounting on the public sector to become more

transparent and accountable in all its activities. Likewise in South Africa,

organisations of civil society, such as civic associations a :' non-racial labour

movements are increasingly insisting on transparency and accountability in

local government. Affirmative action will no doubt be Ol1f ~. the maier

activities where transparency and accountability will be crucia, 1'his makes

the adoption of effective management control techniques as discussed in

Chapter Two critical to ensure that organisational goals are achieved.

The Model in Figure 5.1 was developed to serve as a guide in controlling

affirmative action effectively. The model is based on the systems approach

theory as discussed in Chapter Two, page 26. This approach implies that the

organisation is an open system which has a specific relationship. with its

internal and external environment. In this regard, management needs to be

continuously attentive and sensitive to change in the internal and external

environment in order to enable timely adaptation to such changes. In this

way, the model has the capacity to rectify itself Lcd a.ssuch sustain itself.
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Moreover, the systems approach process is repetitive in nature which means
there is continuous interaction between the internal and external environment
as well as continuous feedback between the phases (refer Figure 5.1) This
interaction and feedback will ensure that organisational goals are achieved.

A discussion follows on how the revised model works.

Figure 5.1 :
Revised Affinnative Action Control ModelJor Local Government (Major Cities)

EXTERNAL. ENVIRONMENT I
Ratepayer Associations Trade Unions Employer Organisations
Government

1 INTERN;,L ENVIRONMENT 1
Employeas Shop Stewards COl!ncilrorslCivlc Associations

INPUT PHASE I PROCESS PHASE t OUTPUT PHASE I

..
1. Obtaln stakeholder Input 1. Develop and negotiate k 1. Affirmative Action

affirmative acllon poiicias Agreement negotiated by
2. SUlVey attitudes all the relevant slake-

2. Develop and implement holders
3. Identify training and training, development and

dsvelopment needs attitudinal change strategios 2. Improved diversity of.. workforce on all
4. Review employment profiles 3. Dovelop management control employment categories

systems ~
5. Audit employment, training 3. Affirmative Action Progress

and developMent policies 4. Sat and agree 011 goals and Reports

~

timetables

1 I ~ I - I I

I -- FEEDBACK -
I National Leg($!atlon Local Community t

on Affll'llU,tlv8 Action
Economy Tacl1f1ology Political Parties

5.10.1. The Input Phase

Five key dimensions were identified and will be discussed separately.

5.10.1.1 Obtain stakeholder input

The survey (refer Table 7) and documentary (refer Table 2) results

emphasised the importance in involving employee representatives,
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supervisors/managers, shop stewards and trade unions in the

development of affirmative action strategies. In addition, the survey

findings (refer Tables 7 and 11) revealed that counclllors and civic

associations should also be involved in affirmativa acnon.

The inputs of councillors, ci9ic associations and unions will essen-

tially be at a policy and strategy formulation level. The sUP-20rtfor

these occupation groups was generally well received as revealed in the

survey and documentary analyses (refer Tables 7 arid 2 respectively).

Shop S1",. zrds and other employee representatives should provide

input to ensure adequate control in applying policy and implementing

programmes. Support for this kind of involvement was highly

recommended by all occupation groups in the survey findings (refer

Table 7) as well as in Table 2 of the content analysis.

5.10.1.2 ~Y'Attitudes

The open-ended questions revealed that for affirmative action to work

the "mindsets'' of management, needed to be changed. In fact, 16,4

percent of the sample mentioned the importance of this aspect in

responses to the open-ended questions. The input required will hence

be to survey attitudes and perceptions towards affirmative action.

5.10.1.3 Identify training and development needs

In total, 16,4 percentage percent stated in answer to the open-ended

question that training and development should form the cornerstone

of affirmative action. The input required in this phase will be to

identify training and development needs that will support affirmative

action strategies. By simply focusing on appointing people from

disadvantaged groups to positions without adequate training,

development, coaching and mentoring, there will be little likelihood

of success.
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5.10.1.4 Review employment profiles

As part of the input phase it would be vital to establish benchmarks

for employment profiles, These benchmarks would establish which

job categories are poorly represented by disadvantaged groups, This

Information will be critical in human resource planning as well as in

formulating en.ployment, training and development policies and

procedures with a view to address the imbalances in these areas,

5.10.1.5 Audit employment, training and development policies

The content analysis (refer Table 3) and survey findings (refer Table

8) strongly support the importance of integrating affirmative action

with employment, training and development policies and programmes,

The purpose of the audit is to establish whether such policies and

programmes are supportive of affirmative action interventions and if

not, to align them with affirmative action,

The next phase deals with processing the information obtained in this phase,

Processing Phase

In this phase four dimensions were identified,

5.10.2.1 Develop and negotiate afflnnatlve action policies

During this phase affirmative action policies will be developed and

negotiated. This could include a policy statement as well as

integrating it with employment, training and development policy.

Furthermore, it should include enforcement procedures, In fact, the

survey findings support the view that management and the trade

unions should negotiate such policies (refer Table 9).
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A forum, as suggested by 6,6 percent of sample in the open-ended
questions of the survey (refer Table 11), should be constituted by
officials, councillors, civic associations and unions, to develop and
reach consensus on policies.

5.10.2.2 Develop and implement training, development
and attitudinal change strategies

The open-ended survey findings revealed that the development of
training, development and attitudinal change programmes are critical

in the successful implementation of affirmative action interventions.

These programmes will contribute towards building capacity amongst
the disadvantaged groups as well as changing negative attitudes and

perceptions towards affirmative action.

5.10.2.3 Develop management control systems

In total, 28,3 percent noted in the open-ended findings that affirmative

action should be enforced by management systems and processes.

This implies that it should form part of strategic planning and should

be controlled via the performance management system. This means
that affirmative action should be one of the key performance areas of
managers and supervisors and that they should be rewarded for

performance in this area. To legitimise the management control
process, unions in particular should have an input in this process.

5.10.2.4 Set and agree on goals and timetables

The survey (refer Table 9) and the content analyses (refer Table 5)
convincingly endorsed a preference for setting goals and timetables as

opposed to setting rigid quotas. These goals and timetables should

meet the approval of the proposed forum mentioned in 4.7.7.3. How-

ever, shop stewards, management and employee representatives

should be consulted on it prior to endorsement by the forum.
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5.10.4

The next phase pays attention to the outputs of the model.

Output Phase

This phase will be the acid test. Major outputs in this phase include:

• A more diverse workforce at all organisational levels which

should ideally reflect the demographics of the community it

serves within a realistic time frame.

A negotiated affirmative action agreement.

• Affirmative action progress reports.

Both the content analysis (refer Table 6) and the survey findings

(refer Tsble 11) supports the view that progress reports should be

made available at regular intervals to all the stakeholders. These

reports could include information on appointments, promotions,

training and development, change in attitudes towards affirmative

action and so on. Reports should also provide statistics on the

diversity of the workforce.

Internal Environment

The model considers employees! shop stewards, councillors and civic

associations as part of the internal environment of local government.

Like councillors, civic associations represent constituencies in the

community. However, civic associations reject the current apartheid

structures in local government and they are currently playing a major

role in democratising the system. In the current local structures coun-
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5.10.6

cillors have decision-making authority in all the affairs of the council.
Civic associations will in a new dispensation have similar powers.
Both stakeholder groups hence have a direct interest in local

authorities and as such are considered part of the internal

environment.

External Environment

The model proactively anticipates changes to the external
environment. It is for this reason that it is assumed that a future

government will legislate for affirmative action. However, for such

legislation to be effective it needs to be a product of negotiation
between government, local authorities and trade unions at a national
or regional level.

The mooel considers trade unions and employer organisations to be

external to local authorities in that they are defined as organisations

in their own righ, and have a focused interest in local government.

The main goal of trade ~nions and employer organisations is to look
after the interest of their members. This narrow focus qualifies them

to be part of the external environment only,

Ccnclusloni Usefulness of the Mode!

The model to a large extent encapsulates dimensions on which
consensus was reached in both the survey and documentary findings.
These findings to a large degree are in alignment with useful practices
in the ir:~ernational and African experience Although the research

was confined to the Major Cities, the researcher believes that it could

be applied in smaller local authorities on condition that local

conditions are taken into consideration.
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The Model incorporates the theory on control as discussed in Chapter
Two. The main purpose of the control process in terms of the Model

is to achieve affirmative action goals.

The control types suggested by Otley (1987) namely~ behaviour,
output and input form an integral part of the Model. The Model
provides for behaviour control by way of affi- mative action policies
and programmes. These policies and programmes give direction and

could serve as a safety net in the event of disputes arising, The

output control of the Model is catered for by means of affirmative
action goals and timetables. This creates ample space for user
creativity and innovation. Finally, input controls such as training,

development and attitudinal change strategies play a pivotal role in
support of output and behaviour controls. The application of all three

control types enhance the effectiveness of the model, according to

Otley (1987).

The Model also deals adequately with constraints identified by

Marciariello (1984) a~ management style, policies, goals and

objectives. The Model assumes a participative management style via,

amongst others, the inclusion of trade unions which will enhance the

legitimacy of the process. Affirmative action policies should be

formulated in line with the overall goals of the organisation. In this

way, affirmative action will be linked to it. business needs and will

hence be effectively managed and controlled.

Finally, control without setting measurable goals is bound to fail.

Through the management control process, key variables critical to

affirmative action are identified and performance measures set

accordingly. This is controlled via the performance management

system which rewards behaviour supportive of affirmative action
goals. This form of control reinforces acceptable behaviour m a non-

threatening manner.
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The model is useful in that it simplifies the complexity of affirmative
action) particularly in an. environment where the learning curve levels
are low or non-existent, The uncertainty in dealing confidently with
the issue of control of affirmative action is certainly one of the major

reasons why progress in this area is slow. The model will provide
local authorities with sufficient guidelines to control affirmative action
effectively. Finally, it is critical for affirmative action to succeed in

order to ensure a peaceful and stable transition to a new dispensation
in local government.

5.11 CONCLUSION

This, Chapter presented a summary and interpretation of the major findings

as well as a revised version of the Affirmative Action Control Model. In

Chapter Six, conclusion will be drawn, limitations discussed and.

recommendations for future research made,
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CHAPTER 6

CONCLUSIONS AND SUMMARY OF THE RESEARCH

6.1 INTRODUCTION

The purpose of this chapter is to highlight the main findings of the

investigation and to draw final conclusions. Specific attention will be given

to stakeholder involvement in the development, implementation, monitoring

and evaluation of affirmative action policies and programmes. Limitations

will be highlighted and recommendations for further research will be made.

6.2 SCOPE OF THE RESEARCH

The main purpose of the research was to establish how adequate control

systems for affirmative action policies and programmes can be implemented

in local government. CUrrent political changes in transforming local

government prompted this study. The successful transition to a non-racial

non-sexist democratic government will, to a large degree, d.epend upon the

diversity of the workforce in local government. This implies that for the

disadvantaged to enter the mainstream of local government, employment,

training and deve'opment policies and strategic planning processes will have

to be reviewed and aligned accordingly. To ensure equality in local

government control will have to be exercised.

The output of the research was to develop an affirmative action control model

for local government, based on the literature review, content analysis and

survey research. A theoretical model was developed in Chapter Two and re-

fined in Chapter Five.

The research methods employed was highly effective in that the results of the

content analysis supported the survey questionnaire findings.
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The main findings were as follows :

• Consensus on negotiating affirmative action policies between
management and the trade unions at individual, local authority level,

was exceptionally high.

• There appears to be a reluctance to involve government in enforcing
affirmative action policies and programmes by council officials and

councillors, The involvement of government is more acceptable for

unions and civic associations.

• There is some support that civic associations and councillors should

be involved in formulating affirmative action policies and
programmes. However, officials are not keen to involve councillors
in negotiating affirmative action policies and programmes.

Government involvement in affirmative action should at best be to

provide guidelines. These guidelines must be negotiated by all the

parties at a national level.

• The involvement of shop stewards in the implementation of affir-
mative action policies was exceptionally well received by all

respondents.

There was very high consensus on the involvement of trade unions in

monitoring and evaluation of affirmative action ~olicies and

programmes.

o Favourable consensus was demonstrated on enforcement of affirmative
action by agreement between management and the trade unions.
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• That training, development and attitudinal change strategies should
form the cornerstone of affirmative action, was well supported.

• Affirmative action processes must be transparent and inclusive .

Special mention was made of progress reports on affirmative action.
These reports should be available for public scrutiny,

• Affirmative action should be integrated with employment and training
policies as well as with strategic planning.

• The control of affirmative action should be jointly managed by trade
unions and management.

• Trade unions favour negotiation on affirmative action on a sector
basis more than do councillors and officials.

Imposition of fines by government for non-compliance was not well
received,

• Setting goals and timetables as a means of controlling afi.rmative

action were preferred as opposed to setting rigid quotas.

6.:1 LIMITATIONS OF IRE RESEARCH

The research was limited in that only the perceived major stakeholders were

involved. For example, only the Major Cities were involved and as such, the
findings may not be generalised unconditionally across all other smaller local
authorities. External organisations such as unions and civic associations were

included in the study, but ratepayer associations were excluded since they are
represented by councillors.
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The Implementation of the model presented in Chapter Five may only be
useful in the Major Cities. It COUld,however, be used in smaller local

authorities as a guide with the proviso that local circumstances are
considered.

Unfortunately very few ~ivlc associations responded to the survey
questionnaire despite several attempts to obtain their views.

Finally it was not possible to test the model's effectiveness.

6.4 RECOMMENDATIONS FOR FURTBER RESEARCH

The following areas of research are recommended for further study

the effectiveness of the affirmative action control model developed in

this study could be tested in future;

the role of councillors and civic associations in negotiating affirmative
action policies should be explored;

tile methods of dealing with affirmative action disputes at industrial
council level should be investigated;

the role of training and development in building capacity in a new

local government dispensation shouldbe reviewed;

the role of government in affirmative action at local government level

sheuld be explored; and

the role of affirmative action committees in controlling affirmative

action policies and programmes at an operational level should be
investigated.
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6.S CONCLUSION

The nature of the research was exploratory and took the form of theory

building as opposed to theory testing. For the first time in South Africa and

possibly in the world, an attempt was made to assess how best control

systems for affirmative action policies and programmes couldbe lll'rp1em2:tlted

in local government. The input from key stakeholders in local ~ovetrntl~nt

made it possible to develop amodel that Gouldbe used to control affirmative

action policies and.programmes. It thus suggests that there is wide scope for

future research in the area of control of affirmative action in local

government,

Local government is on the eve of revolutionary changes. Affirmative action

is no doubt a key issue that needs to:'oe .addressed, The affirmative action

control model developed can assist local authorities to effectively implement

such policies and programmes.

Finally, government should take note for their future involvement in affir-

mative action. A prescriptive unilateral stance could be chaotic. National

legislation will have to be negotiated by all the relevant stakeholders.
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REPORT OF TI-IE fv{A.NAGEMEI'fTCOMMITrEE OP TIlE. LGNF

MEMBERSHIP AND PARTICIPATION IN THE LGNF

INTRODUCTION:

The Management Committee of the LONF considered various proposals and options and

consequently proposes that the following be dopted officially by the LGNF:

1. RELATIONSHIP WITH THE MULTI-PARTY NEGOTIATING FORUM

It noted that the MPNF has already commenced discussions on issues related to local

government. It resolved to make representations to the appropriate structures of the

MPNF, on the following:

a) Local government issues in general;

b) To motivate its proposal that the Sub-Council on Regional and Local

Government to be formed, should become a member of the LGNF and

participate in its structures;

c) The MPNF should agree that the decisions of its Sub-Council on Regional and

Local Government should be taken with the concurrence of the '"·«"iF.

It is important to include political parties and organisations within the LGNF process.
The Management Committee considered that the Multi Party Negotiating Forum

(MPNF) should participate in the LGNF process. Prior to the establishment of a TEG

and its Sub-council, the LGNF should maintain direct and regular contact with the

MPNF. Af:er its establishment the Management Committee should arrange for the Sub-

Council on Regional and Local Government of the proposed TEC, to participate at all

levels of the LGNF.



2. MEMBERSHIP:

2.1 The power to acce~lt or reject membership to the Forum is hereby delegated to
:-

the Management Gommittee. It will inform the LGNF oeall applications which
were approved or :tefused.

2.2 The Management Committee will consider every applicatlon , on its own merits.

Requests will be considered on the basis of the following:

* The applicant should be an organisation which is national in character; and

* the applicant should be a local government stakeholder or motivate its

particular interest in local government.

Each applicant should subscribe to the mission statement of the LGNF and

submit the following in writing.

(i) Its constitution

(ii) A list of office 'bearers

(iii) Details of membership

(iv) Relevant extracts from minutes of its last AGM

2.3 Applicants should indicate and motivate whether they wish to be regarded as part

of the statutory delegation or of the non-statutory delegation.

2.4 When considering applications, due cognisance should be taken of the logistical

and financial capacity of the LGNF.
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3. OBSERVER SfATUS:

3.1 Also in the discretion of the Management Committee, is the granting of observer

status with participatory rights. Such observers should be represented by a

maximum of two persons in the LGNF plenary meetings. They:

* will have the same speaking rights as members, to participate in LGNF

plenary meetings. except in the process of decision-making;

may be invited to participate in structures of the LGNF on such

conditions as may be stipulated; and

* shall be responsible for their own subsistence and travel expenses.

.
3.2 It is the responsibility of the Management Committee to establish liaison with

other relevant negotia~;'-:3 forums. It will address invitations to such forums to

delegate no mote than two representatives per forum to attend plenary meetings

of the LGNF as observers,

4. OTHER PARTICIPATION:

,

4.1 As a general rule, the public and media will be welcome to attend ail plenary

meetings of the LGNF. Media liaison remains the function of the Co..

Chairpersons of the LGNF.

4.2 The LaNF may receive or request relevant written proposals from organisations

and individuals not represented on the LGNF.
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REPORT·. cut. WE M;ANA,JEMENT· COMMITtEe OF THE LONE

LOCAL GOVERNMENT· TRAINING PRINCIPLES

1. GENERAL

L 1 Appropriate skill based training and development is the _ foundation of an

effective and accountable local government service,

1.2 Training, education and skill development for all employees should be viewed as

part of human resources management and an investment in the future.

1.3 Employers and employees and their respective representatives should jointly

determine education, training and development policy fai the local government

sector.

1.4 Education, training and development needs must be prioritised.

1.5 Training must be task orientated.

1.6 Education, training and development programmes and results must be evaluated.

1.7 The education, training and development initiative and structures created as a

result of the training initiative should be local government orientated.

1.8 Local authorities have a responsibility to contribute to the uplifting standards of

education and training, including literacy and numeracy to raise employee skills.
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1.9 Education, training and. development must be continually updated to meet the
needs of charging communities and a developing economy.

1.10 Education. and training should be modular and competency based and flexible

combinations of modules should be possible.

2. DUTIES Oi.': EMPLOYERS

2.1 The employer has a duty to train and continue to train employees with a view to

developing the employee to realise his/her full potential within the objectives of
the organisation.

2.2 The employer is a democratically elected representative ofthe community. The

employer acting on behalf of the community, stipulates what services are to be

rendered and what posts are required to facilitate the rendering of such services.

2.3 The employer. through its management, is responsible f.or executing education,

tralning and development policy and programmes.

2.4 Employers must of necessity act Collectively, so as to maximise the utilisation

of management :evel expertise to promote and manage the education, training

and development initiative.

3. FINANCES FOR TRAIAING

3.1 The financing of education, trainin.~ and development should be the ce.lective

responsibility of the employer, but external financial resources should also be

made available.



-3-

3.2 Sufficie?t resources mus~ be budgeted for by every local authority to. meet the

reasonable education, training and development requirements of employees and

employers alike.

3.3 Since the central government has a vested interest in the proper functioning of

local government, the primary source of external funding must be provided by
the central state, but the central state's role should be .confined to that of

facilitator rather than as a initiator of education, training and development
required.

3.4 Provincial/regional government has an obligation and duty to assist in the process
of education, training and development.

4. RIGHTS AND DUTIES OF EMPLOYEES

4.1 The employee, as a worker, has the right to be trained and to continue to be

trained to realise his/her fun potential.

4.2 Employees have a responsibility to use and participate in the education and

training so provided in the furtherance of the objectives of their employers and

their careers.

4.3 All employees have the right to paid time off at their normal rates of pay for

accredited education and training courses and for agreed study purposes in

accordance with an agreed policy.

4.4 Employees that will or may become redundant have a right to training and

retraining to equip tf(ilemfor alternative employment.

4.5 The role of trade unions is crucial to the participatory process.



5. TRAINING STRUCfURES

'.;

5.1 There should be a single education and training board for the local government

sector to ensure a coherent and co-ordinated approach to education. training and
development in all local authorities.

5.2 Employers and employees should enjoy equal representation on the education and

training boaz-i.

5.3 Trade union representation ou education and training boards should be

proportional to trade union membership.

5.4 An education and training strategy which emphasises the development role of

local governn:ent administration must be determined by the Board.

5.5 There must be clear links and bridges between formal education, the local

government education, training and development system and other education and
training systems,

5.6 The local government education and training board has a role to play in:

5.6,1 raising community awareness of the role, functions. structures and

procedures of local government;

5.6.2 capacity building:

5.6.3 community development; and

5.6.4 in facilitating constructive relations between local authorities and the

commurdries they serve.
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5.7 The education and ti'aini~g board should provide for the education, training and
development and orientation of councillors.

6. TRAINING AND OCCUPATIONAL GRADING

6. t Base line criteria to fill local government posts should be determined by

employers and employees jointly.

6.2 Minimum educational/competency levels must be determined for each post.
category.

6.3 A structured development programme should be introduced to equip employees

for their present jobs and provide them with future career opportunities.

6.4 Every local government employee has a fight to a career path with the prospect

of advancement upon the' completion of accredited education, train1.ng and

development courses within the limits of the approved organisational str icture.

6.6 All employees should receive' appropriate rewards and incentives for education,

training and development and the completion of accredited courses, in terms of

an agreed policy.

6.7 There should be a clearly defined and agreed upon articulation between local

government education, training and development, adult basic education and job

grading within local authorities.

6.8 No job grade or employment position should require any formal qualification

which is not inherently required for the job.
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6,9 All eduction, training an,d development should be based on standards applicable
to the local government undertaking and broad-skill bands defined within the
sector while at the same time providing particular work place skills and paying
the base for further development and training.

7. AFFIRM.<\TIVE ACflON

1.1 Allpractices which have the effect of unfairly discriminating against employees

on the basis of race or sex: on any other basis are detrimental to the delivery of
an efficient and accountable local government service.

7.2 Education, training and development form the cornerstone of any affirmative

n programme to be agreed upon by employers and employees.

7.3 The lack of formal educational qualifications, or any other disadvantages from

which employees may suffer as a result of unfair discriminatory practices,

should not in any way prevent employees who are capable of advancement from

receiving education. training and development and improving their skills.

7.4 Eduction and training programmes must include provision for recognition of prior

learnlng, however or where ever it was acquired, provided that the learnt skills

can be verified and tested.

8. ,ADULT BASIC EDUCATION

8.1 Adult basic education must be accommodated in education, training and

development programmes according to the following guide-lines:

8.1.1 trade union involvement in all aspects of literacy training;
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8.1.2 courses must be designed to take learners to nationally recognised

standards;

8.L3. local authorities must provide facilities and support programmes for the

training of trainers.
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LOCAL GOVERNMENT NF.GOTIATING FORUM

MANAGEMENT COM1vD.1TEE

TRANSmONAL LOCAL GOVERNMENT S'I'Rt1CTUR.ES

Attached hereto for noting is a Progress Report dated June 30 together with its annexures,
viz:

A. Statutory Delegation's proposed objectives;

B. Non-Statutory Delegations's proposed objectives;

C. Demarcation Boards: draft;

D. Forum guidelines: draft.

Management Committee recommends the following mot'ins for adoption by the Plenary

Session:

1. Phasing:

That the process of transition towards fully democratic non-racial local

government should take place in phases. as follows:

1.1 PRE-IN'l'ERIM PHASE, from the present until .elections have been held for

interlmltransitional structures, This logically has two distinct stages, .viz.

A. from the present until transitional legislation is in place (perhaps by the

end of September. 1993) and changes are effected in terms thereof at

the local and metropolitan levels; and

B. from commencement of such arrangements until interim' local and

metropolitan structures ate elected.
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1.2 TI~e INTERIM PHASE, to commence with local and metropolitan elections

for a body or bodies which would (subject to national/regional guidelines) then
act as council/so

1.3' The FINAL PI-IASE, which would commence with the implementation of the

final constitutional model at local level.

2. Legislation:

That a Local. Government Transition Act be drafted to repeal the Interim

Measures Act. 1991, the Black Local Authorities Act. 1982 and other

discriminatory legislation affecting local government, and to make suitable

provisions in their stead and ,that a drafting committee be appointed by- the

Management Committee. and that they should proceed with preparation of

de-tailed proposals for a draft of such' legislation.

3. Appointed Structures for the Pre-Interim

3.1 That the concept of appointed transitional local councils (TLC's) and

transitional metropolitan councils (!MC's) be accepted. linked to:

elections to be held for interim local government structures within a

stipulated time after national elections;

nominations for these pre-interim council structures to be made by

forums to be constituted in each local/metropolitan area;

FORUM.3U8
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appointed .councils to be nominated on a 50/50 bcsis between the

statutory and non-statutory components.

3..:::'· that as a general principle transitional councils will be appointed to unite

politically those areas where local government has been divided into Separate

racially-determined units;

3.3 that for a metropolitan area there will be an appointed TMG and either Tl.C's

or metropolitan sub-structures for units within it, and for all other local

government areas TLC's would be appointed;

3.4 that objectives for the pre-interim and interim phase are to be incorporated in

a "package" to include provisions for delivery of services and payment therefor

and the necessary administrative and financial arrangements.

4. Differentiation

that there must be appropriate differentiation between various complex

situations, e.g. metropolitan, non-metropolitan and rural areas; and

that enabling legislation should. allow for local adaptations and without

prejudices to the national framework.

5. Demarcation Boards

that in accordance with national guidelines a Demarcation Board should 1-;,

constituted for each Province/region to conduct investigations and report b..ci<

to the Provincial/regional authority in consultation with the Regional

Monitoring Commission on the demarcation of metropolltan and local

government areas for the purposes of demarcating TMC and TLC boundaries

for elections and also for conflrmation of forum areas in cases of dispute.
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6. Finance and services

that in the light of the above resolutions the questions of arrears, finances.

tariffs, provision of services and payment therefor are referred back to the

Management Committee with instructions to submit recommendations for

consideration at the next meeting of the Forum.
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LOCAL GOVERNMErIT TRAJNING BOARDS

THE MANAGEMENT COMMIITEE OF THE LONE RECOMMENDS:

l , That it be resolved that the attached draft agreement on the Local Government

Training Boards be adopted as an agreement of the LGNF.

2. That the principle of only one Training Board in the. Local Government

Undertaking be endorsed.

3. That as an interim measure, the Minister of Local Government exercise his

powers in terms of the Local Government Training Act (Act 41 of 1985) to re-

constitute the Training Board for Local Government Bodies on the basis detailed

in the attached dr~ft agreement.

4. That the constitution of the Apprenticeship Training Board for LOcal Authorities

be amended in order for its composition to be re-constituted in the same manner

as that of the re-constituted Training Board for Local Government Bodies.

LOCAL GOVERNMENT TRAINING PRINCIPLES

That the attached document on Local Government Training Principles reflecting

the substantial agreement reached on said principles. be noted and referred back

to Working Group 3 for adjustment and final ratification as an agreement of the

LGNF. at its next meeting.
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R.EORGANlZA.TION OF LOCAL GOVERNMENT ADMI~nSTRA110NS

THE MANAGEMENT COMMITIEE OF THE LGNF~..RE.COMMENDS:

1. That the attached document on the above be noted and-the general framework

for dealing with amalgamation and reorganisation be referred back to Working

Group 3 for further negotiation, referral to principals and final adoption as an

agreement at the next meeting of the Forum.

2. That the necessity be noted that every Local Authority take steps to do a

detailed audit of its personnel which include information on occupations, skills,

age, years of service, wages and conditions of service, and such other

information as will facilitate analysis of how different staff complements of

separate Local Authorities can be amalgamated or re-organised, This should be

communicated to each Local Authority now, so as to encourage them to take

steps in this regard.

3. That the proposals for clause 7 (p.54) be adopted.



REPORT OF THE MANAGEMENT COMMITrEE OF THE LGNF

PROPOSED PR.OCEDURE FOR DEALING WITH TIlE AMALGAMATION

OF PREVIOUSLY SEPARATE·. ADMINISTRATIONS ~R THE

REORGANISATION OF AOMINI$IRATIQNS

1. IMMEDIATE TASK:> AND FUNCOQNS OF_ WMltHb<jTRATIONS DUNNG

TI-IE INTERIM PpRlOD

1.1 During the interim period, interim authorities must conduct and complete the

audits referred to in sections 3 and 4 hereof, and complete the process of em..

ployer/ernployee bargaining envisaged in section S. At the same time they must:

1.L 1 service interim political structures;
1.1.2 continue to operate and maintain services at appropriate levels;

1.1.3 rehabilitate services in need of rehabilitation; and
1.1.4 identi..:y urgent development needs in areas which are under ..serviced or

not serviced at all and ensure that immediate improvements. occur in

these areas.

1.2 In particular the Iollowing tasks and functions must be addressed: '

1.2.1 urgently upgrading service provision to those communities recel Llg loss

than minimum agreed services;
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.
1.2.2 equitable delivery of services in accordance with minimum service re"

quirernents and financing mechanisms determined by the negotiating pro-
cess;

L 1.3 identifying education, training and development priorities to assist af...

formative action programmes and to re-orient administrations to new
tasks and objectives;

1.2.4 the establishment of an efficient and accountable adn.inlstradon to the
whole community;

1.2.5 redeploying staff in terms of agreed principles;

1.2.6 integrating the various employment streams of the respective authorities

amalgamated in terms of negotiated procedures;

1.2.1 preparing for local authority elections within the framework of a local

electoral system agreed via the negotiating process; and,

1.2.8 beginning the process of eliminating disparities and discrepancies between

grading systems and salary scales (including fringe benefits).

2. 'Ilt..bINING NEED§

2.1 The issue of training must be addressed immediately and cannot await the in..

traduction of amalgamated or reorganised administrations.

2.2 Particular attention should be paid to afflrmative action and the existing staff

of black local authorities. Without excluding any other function it should be fa..

.cused towards:

~t.2.1 management and admlnlstration; and

2.2.2 technical training.

2.3 In this regard modular training could speed up the process.
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3. AUDIT OF PERSONNET.t

3.1 In order to addre: the issues of training, affirmative action, location of per-

sonnel iYl-d amal~amatiQn and reorganisation of local authority adrninistratlons,
an audit of personnel in each local authority area should be conducted.

3.2 An audit of all stslff of existing local authorities (including RSC's and JBS's)

currently providing community or bulk services should be undertaken immediate
by the chief executive officer of each such local authoritj' and made available

by each chief executive office of each such local authority to Working Group 3

of the Local Government Negotiating Forum (LONF) on request by Working
Group 3.

3,3 In addition the chief executive officer should report the detail of all contracts

for the delivery of bulk services such as water supply, electricity supply I refuse
collection, etc., normally undertaken by local government.

His report should include the name of the contractor, the annual value of the

contract and the approximate number of employees engaged in providing the ser-

vice.

3.4 The audit should consist of a summary of all existing staff within categories de-

termined by WoJ:ldng Group 3. There should be two audits; one for the purpose

of service delivery I the other fot.' affirmative action and training. The first

audit should include general information, the second should include specific em-

ployee informadon. These audits should be conducted concurrently with the un-

derstanding that the former audit will be easier to compile. Local authorities

should have available a detailed record of all staff in its employ, for use at the

time that amalgamations/reorganisations take place.
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,
The audit should also reflect the occupational grading system used by the coun-
cil, 'Working group 3 should prepare a questionnaire which clearly sets out the

categories require":' to be included in the audit for completion by the chief exe-
cutive officer of each local authority.

4. AUDIT. OF SERVICES

In vie~:1of the impact that the question of service delivery will have on ad-

ministrative structures .and the success and legitimacy of interim authorities,
and audit of existing levels of service' .id future service needs Should be con-

ducted. Working Group 2 should {(i ~e a proposal in this regard.

This audit should focus on areas whlch ate under serviced or not serviced at all

and should cover services sucn QS water; electricity, sewerage, refuse col-

lection, roads, storm-water drainage, health and the State of infrastructure.

5. PROCEQURE . FOR .COMf_ILINO_O_t A.YDn~

The local government departments of the various provincial administrations

Should request each chief executive officer to conduct the requisite: al'i.it and su-

pervise the preparation of the audits. Where necessary, the provincial ad-

ministrations should assist chief executive officers/local authorities in the pre-

paration of the a'leHts. The administrations should also endeavour the request

and supervise the audits in the self-governing territories. As far as the TBVe

States are concerned chief executive officers of local authorities falling within

the borders of South Africa should be requested to investigate possible steps to

enable them to conduct the audit.



6. PROCEDURE FOR REORGANIS@ON AND AMALGAMATION

6.1 Once the boundaries of new Interim Authorities (Il.A's) and Interim Metropo-

lltan Authorities (lMA' s) have been demarcated, their powers identified and in-
terim local authorities have been established, each interim authority must im-

mediately be given those parts of the audit relevant to its _area of jurisdiction.

It must ensure that its audit is complete and then analyze all existing posts and

terms and conditions of employment within its area of jurisdiction and draw up
written proposals for:

6.1.1 short and medium term service delivery requirements and appropriate ad.

ministrative structures and staffing requirements for all such service

functions, including operations and maintenance, capital investment and

development, to be properly provided on an accountable basis;

6.1.2 the manner in which the managerial, administrative and service em..

ployment Streams of the respective authorities shall be integrated;

6.1.3 the proposed redeployment of staff in terms of agreed principles so as to

be able to deliver services equitably and with the maximum efficiency to

the whole community (this proposal must also include details of the

existing office and infrnstructural location of all employees);

6.1.4 eliminating discrepancies between employees engaged in Similar work as

rapidly as is practically possible;

6.1.5 specific training and retraining for the purpose of implementing an 'af-

firmative action programme (for example internship training) as well as

to ensure the maintenance of productivity and work standards, and to

orientate the ILA or lMA towards a development perspective;



6.2 Indrawing up the proposals, interim authorities should take into account new de-

velopment projects and. Ul particular the need to urgently upgrade services in
areas which are under-serviced or not serviced at all, and the possible need for
additional staff in this regard.

6.3 The proposals should 'b-e prepared as a matter of the gre~t urgency following

the establishment of lLA's. Appropriate urgent deadlines should be established.

7. NEGOTIATIONS ON. llIE INTEGRATION OF CONDmONS OF SER ..

VICES AND .WAGES AND· OTHER BENEFITS

7.1 A Task group of Working Group 3 comprising:

50% representatives of local government employers; and

50% representatives of local government employees;

and which is sufficiently representative of all major unions and employers should

be established to:

7.1. 1 investigate the establishment of a national and/or regional industrial

council/Is) or other suitable body and draft a proposal for the

establishment of such a national and/or regional industrial council/Is) or

other body/bodies;

develop a deadlock breaking mechanism to deal with failures to reach7.1.2 .
consensus under item 8.4; and

7.1.3 formulate recommendations for broad guidelines regarding the re-

organisation and amalgamation of administrations in the period prior to

the establishment of a national industrial council or other suitable body.



8. EMPLOYER-EMPLOYE.E BARGAiNING

8.1 Those proposals drawn up by interim authorities in terms of paragraph 6 above

which affect employer-employee relations must be tabled at local level bar-

gaining forums representative of the interim authority (as employer) on the one

hand and of the. unionparties which have sufficient representation amongst the

affected employees on the other.

8.2 Each forum should consult and negotiate in an effort to achieve consensus on the

proposals.

8.3 Each forum should be bound in its consultations and negotiations by principles ne-

gotiated at the LONF and/or the national industrial council or other suitable

body.

8.4 If no consensus is reached, or if it is not possible to reach consensus on certain

issues, then the failure to reach consensus or the issues on which it was not pos-

sible to reach consensus should be referred to the deadlock breaking mechanism

determined by the Task Group referred to in paragraph 7, the decisions of such

deadlock breaking mechanism to be final. In general deadlocks relating to po-

litical issues should be referred to the LGNF for resolution. Deadlocks re-

lating to terms and conditions of employment should be referred to the deadlock

breaking mechanism for resolution ..

8.5 Once consensus is reached, each employee must te informed of their new de-

signation and posting by the interim local authority. Each unionised employee

may lodge any appeal or grievance concerning such proposals through their union

within a specified time period. Non-union employees should lodge ap~

peals/grievances directly within the local bargaining forum.



8.6 Failing a consensus agreement at the local bargaining forum or LGNF the is-

sues should be referred to an Arbitration Board established on a basis agreed to

by the LGNF which should consider the issues in dispute in the collective con-

text and in the context of the objectives of the particular. amalgamation and

make a final decision. Such Board should also determine whether any grievance

or dispute arose or does not arise from amalgamation where this is in dispute.

On the establishment of such Board the compulsory arbitration provisions of the

labour relations Act and the provisions of any other labour relations agreements

should be suspended for any disputes determined by the Board to have arisen

directly out of amalgamation.
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S~ULE· OF SOME KEY PROBLEM AREAS LIKELY

TO BE. ENCOUNTERED IN THE

AMALGAMATIONlREOB,GANISATION QF .. ADMINtSIRATIONS

1. Key problem areas which are anticipated include the following:

1.1 Refusal of existing authorities to co-opera.te with the national audit.

1.2 Refusal by key parties to negotiate and/or negotiate in good faith and/or to

participate in interim authorities.

1.3 Resistance of staff to redeployment.

1.4 Resistance by staff threatened with redundancy.

1.5 Lack of experience of local government on the part of many appointed members

of Il.A's and IMA's.

1.6 Lack of capacity on the non-statutory side.

1.7 Inadequacy of existing training programmes.

1.8 Finance for provision of infrastructure, buildings. etc. for redeployed staff.

1.9 Problems arising from discrepancies in wages and conditions ofernployrnent.

1.10 Integrating disparate grading systems.

1.11 Dealing with disputes regarding outstanding loans, debts and contracts.



EMPLOYMENT COMPOSITION OF THE
PUBLIC SECTOR - 1990

- Central Government Departments
- Provincial Administrations

PUBLIC SERVICE 748 302 2,4
(G,8)

EXCHEQUER PERSONNEL

- Public Service
- Self-governing Territories
- Parastatals:

Scientific Councils
Cultural Institutions
S.A. Development Trust

- Universities and Technikons

PUBLIC SECTOR

- Exchequer personnel
- Transnet
- Posts & Telecommunications
- Local Authorities
- Agricultural Control Boards
- Public Corporations (eg. Eskom)

! 31,2
13,3

44,5
11,1
1,5

2,7

59,8
10,8
5,9
15,1
0,2
8,2

1 006737

1 662335

3,3
(9,1)

5,4
(15,0)

Source: Commission for Administration: Exchequer personnel 1990.
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SIZE OF SENIOR MANAGE:MENT

CADRE OF PUBLIC SECTOR

L --'
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2.3 Size of Senior Management Cadre of Public Sector
(with racial and gender breakdown)

Whites Coloureds Indian Black

Director-General, Male 197 1 1 2
deputy-DO or Female 0 0 0 1
equivalents, Total 197 1 1 3

[202]

Ambassador, 11.a1e 10 0 0 0
Commissioner- Ferna.1e 1 0 0 0
General, etc. Total 11 0 0 0

[IIJ

President, Male 16 15 0 8
Chairman cf a Female 0 0 0 0
Council or Total 16 15 0 8
Commission [39] .

Director or 11a1e 4434 17 21 52
equivalent Female 119 2 6 6

Total 4 553 19 27 58
[4 657]

Executive :Male 224 0 0 6
OfficvJ Female 63 0 0 0
/CIJniro I level) Total 287 0 0 6

[2931

Town Clerk, 11a1e 621 3 5 9
-Treasurer Female 102 0 0 1

Total 723 3 5 10
[741J

Governme /11 Male 1139 9 16 ~ . 108
Administrator, Female 38 0 3 2
& related Total 1 177 9 19 110
managerial [1 315]

Grand Totals 6 564 47 52 195
(Source: Central Statistical Services, 1989 Manpower Survey}
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-
Questionnaire

Control of
Jl1ffirmati;l'e$fction

•zn
£yeal Government

Completed Qyestionnaires
should be returned by :

$riday
5 JV'ol'ember 1998



Human Resources Directorate
CITY OF JOHANNESBURG PO. Box 10638

Johannesburg 2000

Tel: (011) 836·3711
Fax: 492-1263

21 October 1993
Dear Participant

Research Project:
Affirmative Action Control Model for Local Government

Affirmative action is currently enjoying prominence on the agenda of both private
and public sector organisations. Given the international experience, the need to
control affirmative action will no doubt be a key issue.

In view of the above I have decided to conduct research on the Control of
Affirmative Action in Local Government, for the purposes of completing a Masters
Degree in Management at the Wits Business School. The objective of the research
is to develop an Affirmative Action Control Model for Local Government.

To make the above research possible, kindly complete the attached questionnaire,
which will take no more than 20 minutes of your time, and return it in the envelope
provided or fax to (011) 492 1263, on or before 5 November 1993. Since only the
Major Cities, Unions and Civic Associations will be involved in the study, it is vital
that every· questionnaire is returned. Responses will be handled with strict
confIdentiality and neither you not your organisation will be identified in any way
in the research report.

If you wish to clarify nIlY matter concerning the research or the questionnaire kindly
contact me at :

(011) 836 3711 (work)
(011) 945 5076 (home)

If you would like to have a summary of the research findings, kindly complete the
attached application form.

Thank you fOl' your valuable assistance.

Yours faithfully

,~.9~~...:._
CHARLES CAIN
Studtnt

Pta brief salin ,6·'"ikllolns<lJnU g.e$lvurword Indl~ Udit binne selWl ciaon.l diu datUITIhiCtbo sknftetlk .."tSQeK,5SC5fSIiIH(
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UNIVERSITY OF THE WITWATERSRAND, JOHANNESBURG

The Graduate School of Business Administration
2 St Dlilvid's Place, Parktown, Johannesburg, .219.3South Africa 181 POBox 98, WITS

2050 South Africaro 'Embark'
.n' 4·27125 SA
rJ~ (Oll) 643.6641
Fax (011) 643·2336

This confirms that Charles Cain is a registered Masters of Management
(Human Resources) student at the Wits Business School and that the aforementioned
research project is being conducted as a requirement t( 'wards his degree, Your 00-

opera~ ,;jeting and ~mirtg the attached questionnaire will be appreciated.

DR M BENDIXEN
Research Ce-erdlnator

the Unlvl;!rslty of the Witwatersrand rejects racism and racial segregation, 1\ts commltted to non-dlscrlrnlnatlon particularly in the constltutlon of its
student bOdy, in the selectlon and promotlon oflt.s starr, and in its administration.



BIOGRAPHICAL DETAILS

1. Please indicate your current position by ticking the appropriate option.

Council Official (Executives only)

Councillor

Other: (please State It).·· :

2. Please indicate the local authority you are currently involved in by making
a tick next to the applicable City.



DEFINITION OF KEY CONCEPTS

Please familiarise yourself with the definitions of the following key concepts used in
the Questionnaire before answering the questions on pages 2 to 8.

1 t\ffll'D1ative Action: Means to make special efforts to train, coach, mentor,
recruit, select and promote disadvantaged groups (i.e, coloureds, blacks,
Asians and women) in local government.

2 Mfarmative Action Programmes : Means training, education, coachingand
mentoring programmes. to make it possible for disadvantaged groups (bJlacks,
coloureds, Asians and women) to compete on an equal footing with advan-
taged groups (white males).

3 Control of Afimnative Action: Means ensuring that the aims of affirmative
action ate achieved by monitoring, evaluation, co-ordinating, policies,
procedures and enforcement.

4 Measurement: Means determining how effectively affirmative action goals
are achieved.

5 Strategic Planning : Overall plans that local authorities need to implement
to provide an effective service to ratepayers and residents.

6 EmpUoyee : Local Government employees,

7 Management: Local Government supervisors/managers.

8 Employer Organisations : ~,.ocal Government organisations.

9 Employee Organis1liioDS ::Unions



Control of Affirmative Action
in Local Government

Each question in this questionnaire relates to affirmative action in local
government.

This section deals with the involvement of stakeholders in the control of
affirmative action in local government. A stakeholder is any grouping or
individual that has an important interest in the welfare and prosperity in local
government. It is any group or individual who is affected by the organisa-
tion Is purpose.

lNSTRUCnONS

For the statements listed below please indicate your level of agreement,
disagreement or otherwise by ticking the option you prefer.

NB . THERE ARE NO RIGHT OR WRONG ANSWERS. 1 AM
SEEKING TO DETERMINE HOW DIVERSE OPINiONS ON
THESE ISSUES ARE.

Example

1. Employees should be consulted on affirmative action issues.

Strongly . ..: Dliagrea Nelther Agree
Dlsl!lgntfl .••.> ;)' ~G,:1)~~~.: •..

Strongly
.. Agree

INTERPRETATION

This means t'1at you strongly agree that employees should be consulted on
affirmative action issues.
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1.5 Afflrrnative action policies should be negotiated between managementand the
trade unions.

Strongly Disagree I Neither Agree Agree Stron
Disagree l Nor Dis8{JI'B13 Agt

f

1.6 All employees should be consulted IOnthe development of affirmative action
programmes.

Nelthei' A9I'ae
Nor 1Disagree

Strongly
Disagree

AgreB ·St(l)ngly
Agree

1.7 Councillors should be involved in negotiating affirmative action policies .

1.8 Civic Associations should play a role in developing affirmative action
policies.

•. Strongly
.: Agree

..< Stron{tfy
.•...••.••.A~f!$

Stroogiy ••·••·.••···•·••...•..•.......Disagree/ ••..•.·•. NsitJ1lM,~tre~ ...
P!se!Jl'ee··· . HC)fJjI"agre. .
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1. STAKEHOLDER INVOLVEl\1ENT

INSTRUCTIONS

For the statements listed below please indicate your level of agreement, disagreement
or otherwise by ticking the option you prefer.

1.1 Central government should advise local authorities in developing affirmative
action policies and programmes. .

i Strongf"y
Dlsl!lJ'e9 ..

flieithsr A:lI'e.
Ncr Distlg(fl$

St{oogry
Agree

1.2 Shop Stewards should be involved in implementing affirmative action policies
and programmes.

..·.011891'8& Agree

1.3 Participation of disadvantaged managers in the development and
implementation of affirmative action programmes is vital .

1.4 White managers should be involved in the development of affirmative action
policies and programmes.

SU«)OgIy
··A,,"

.~=::•••••••.•..•••:•. Stronglv
'.' :AgrM

•., Sucnf~Y.....•.
..•.•Llllar.l~( .

. Stft'bngly....·.~~mt;
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1.5 Affirmative action policies should be negotiated between management and ~he
trade unions.

Strongly Di38gree Neither Agree Agree Strongly
Olsagr8O Nor Dise"roe " .greG

1.6 All employees should be consulted on the development of affirmative action
programmes.

Agreo Strongly
Agree

Strong-Iv
Disag70e •.

Dlsagr66 NeitlW Agree
.Nor Oisagf8e

1.7 Councillors should be involved in negotiating affirmative action policies.

Strongly
·········.··.·Aorec

Strongly
.• ·DI18gr ...

Neither Agree.·
Nor.Oisegflltt.· ••

1.8 Civic Associations should play a tole in developing affirmative action
policies.

...•.Strongly
......> Agree

Swa:ruelv ....: .. ., Dlsalll'H. •. . Neither ADi'ElO.•...
Ulsegrc:) . Nor·l)"${Ite..·
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SECTION 2

This section deals with affirmative action and how it should be linked to personnel
and training policies as well as strategic planning in local government.

INSTRUCTIONS

For the statement listed below please indicate your level of agreement, disagreement
Or otherwise by ticking the option you ",tefer.

2.1 For affirmative action to be effectively controlled it should form part of
employment and training policies and procedures,

Strongly .' .Disagree
DI.agr~e .. I

'. Neither Agree"
.•. JI,IorplS$.Ji'8a ..

••••

Strongly
Agree

Agree

2.2 Affirmative action should be included in the strategic plans of local
authorities.

Strongly' .
• D,I.sur" ...',,'.

······•·.••Strongly···... Aurea

2.3 Management should be held accountable for the execution of affirmative
action strategic plans .

.',:'.Strongly >'
',' Oll.gr..

Weith ... Agree .•':
N~ Olsagrae .:>

. Strong!y
AgrGO
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SECTION 3
:'::':;':;::::Ui;:'\i:\\: :::\:::::\n\::!:;:;:;;C?:i/:!:::~I·;::;:-?::(
:.:;/:::::;:::;::: :::-,:<:::>:::::::;:::;::::;,::-.::

This section deals with the enforcement of affirmative action in local government.

INSTRUCTIONS

For the statements listed below please indicate your level of agreement, disagreement
or otherwise by ticking the option you prefer.

3.1 Affirmative action should be enforced by central government.

I .Strongly. . Disagree Neither Agree Agree Strongly
01$817" Nor Disagree Agree

I

3.2 Affirmative action should be enforced by way of agreement between
individual local authorities and their respective trade unions.

Nelth81 Awes
f\lor DIsttgf8e ....

$tI'oogiy ...,:"
J)llagree· .,:,•....•.•

... Stronglv
··Agree

Agrse

3.3 Affirmative action should be enforced by way of agreement between
employer (local authority) organisations and employee organisations (Eg.
Unions) .

.'. ~gly·)C·
Dlsame ..

P1II!JgrM ..., Nelthar Af;{' •.. :.
Nor Dllutgrfe ....:.:.

. $trcmgiy
.'.. Agrao

3.4 Central government, together with employer (local authority) organisations
and employee organisations should reach consensus on affirmative action
legislation for local government.

. Stron~
•...•.Plta~ ....•.·..·.•

NelthlN' Agr~ •
Nor OIUiJto~
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3.5 Quotas (for example, eighty percent of all job categories should be filled by
blacks and twenty percent by whites) should be set as a means of controlling
affirmative action.

Nelt~'(lrAgad
~()r .tJisegt09

Agree Str(Jngly
Agree

~tl)ng,yI ..D!Sagr.&iI
L_,_--'----------'.-~ __ ~____'

Disagree

3.6 Setting objectives is a more flexible and realistic way to control affirmative
action.

Stroog{y
Disagree ..

01989' .....86_. _...__; ....::_t~_r:a_...~_~~ t_A ...W_O,...O__ . .l...I __ $~_r;_. &e_~ ]

3 ~~
• I If affirmative action objectives 01' quota,

should impose fines on such local aut.
"'cntral government

SUOOlt{
.• DI$eQl'~ •.•••...

. $lrongly
Ag.:&a .

3.8 It is the role of management to monitor and evaluate affirmative action
policies and programmes.

.Stronglv··· ...
. [)1~.Ql'~).

..Neither Aor.,.
~Oi'~e' ..·/

3.9 Trade Unions must be involved in the monitoring and evaluation of
affirmative action policies and programmes.

Disagree·· SUOa1QlV
.A.grd .
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3.10 Affirmative action policies and programmes must be evaluated by an
Independent Body.

St~cngly 01$13{1r611 Nolthot Ag~ee Agral'! Strongly
DIstlgt66 Nor Disagree Agree
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em_,.,. FF17IIiM, ....... p - ==...
4.1 Give your views on how affirmative action policies

and progremmes should be enforced in local government

------,--""-------""--,_,--~,-~--~---------,--~--""--------"""",,,,.--,,,,-----

-----_,,_... ...._ ---------------------------_----

4.2 State how affirmative action
pdltleG land prourammos,should b& monltorod

a a an ......

------""--------""""--,....,,,,,----,~~------,,,,---------------------~-

Thank you lor completing this Questionnaire!
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Dlrektoraat Menslike Hulpbronne

STAD JOHANNESBURG Posbus '10633
Johannesburg 2000

Tel: (011) 836-3711
Faks: 492-1263

21 Oktober 1993

Geagte Deelnemer

NA VORSINGSPROJEK :
'N BEHEERMODEL VIR REGSTELLENDE A KSIE

IN PLAASLIKE BESrUUR

Regstellende aksie staan tans hoog op die agenda van organisasies in' sowel die
privaat as die openbare sektor, Gegewe die ondervinding op intemasionale gebied,
sal die noodsaaklikheid om regstellende aksie te beheer ongetwyfeld 'n sleutelkwessie
wees.

Met die oog op bostaande het ek besluit om vir die doeleindes van 'n Meestersgraad
in Bestuur aan die Wits Sakeskool navorsing oor die beheer van regstellende aksie
in plaaslike bestuur te doen. Die doelwit van die navorsing is om 'n Beheerrnodel
vir Regstellende Aksie in Plaaslike Bestuur te ontwikkeL

Om bogenoemde navorsing moontlik te rnaak, word u vriendelik versoek om by-
gaande vraelys in te vul en dit voor of op 5 November 1913 terug te stuur in die
koevert wat voorsien word, of cit te faks na (011) 492~1263. Dit b .ort nie rreer
as 20 minute van u tyd in beslag te neem nie. Aangesien slegs u }root Stede,
Vakunies en Civic Associations by die studie betrek word, is dit belangrik dat elke
vraelys teruggestuur word. Antwoorde sal streng vertroulik behandel word en n6g
u nog u organisasie sal op enige manier in die navorsingsverslag geidentifiseer word.

As u oor enigiets met betrekking tot die navorsing of die vraelys duidelikheid wil he,
skakel my asseblief by :

(all) 836~3711(werk)
(all) 945-5076(huis)

As u 'n opsomming van die navorsingsbevindings wil he, vul asseblief bygaande
aansoekvorm in. Dankie vir u hulp.

Die uwe

CHARLEY CAIN
Student
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Hiermee word gesertifiseer dat Charles Cain '0 Meestersgraad in. Bestuur

(Menslike Hulpbronne) student by die W!.ts Sakeskool is en dat die bostaande
navorsingsprojek 'n vereiste is vir sy meestersgraad. U samewerking om die=: en terug te stuur Sal waardeer word.

((, DRMBENDIXEN

Navorslngskoordlneerder

rile l'nil('r5i!~ or tile Witwatersrand rejects racismJnd radillsegregatlon, II is committed IOl1on'discrimin,lt/on pal!iw/,ll'h illl/h' r '."',111,,!)< >ll01 it;
student bod), in the ';ctection JI1d promotion ol it~ starr, and in its Jc1ll1ini~trath)11



BIOGR~FIESE BESONDERHEDE

1. Dui assebllef. u huidige posisie aan deur die toepaslike epsie te merk.

Raadsbeampte (slegs uitvoerende beamptes)

2. Dui asseblief'aan by watter plaaslike bestuur u tans betrokke is deur die
toepaslike stad te merk,

Pietermaritzburg

Port' Elizabeth

Pretoria

.»



Maak u asseblief vertroud met die ornskrywings van die volgende sleutel-begrippe
wat in die vraelys gebru'k word voordat u die vrae op bladsye 2 tot 7 beantwoord.

1 Regstellende aksie : Die aanwend van spesiale pogings 001 agtergeblewe
groepe (d.w.s, Kleurlinge, Swartes, Asiers en vroue) in plaaslike bestuur op
te lei, te onderrig, raad te gee, te werf,te selekteer en te bevorder.

2 Programme vir regstellende aksie : Opleidings-, opvoedings-, onderrig-
en adviesprogramme wat dit vir agtergeblewe groepe (Swartes, Kleurlinge,
Asieirs en vroue) moontlik maak om op gelyke voet met bevoorregte groepe
(Blanke mans) mee te ding. .

3 Beheer van regstellende aksie : Om toe te sien dat die doelwitte van
regstellende aksie deur monitering, evaluering, koordinering, beleid,
prosedures en afdwinging bereik word.

4 Meting: Om te bepaal hoe effektief regstellende aksiedoelstellings bereik
word.

5 Strategiese beplanning: Oorkoepelende planne van plaaslike besture om
'n doeltreffende diens aan belastingbetalers en inwoners te verskaf.

6 Wedmemer: Plaaslike bestuurswerknemers,

7 Bestuur : Plaaslike bestuurstoesighouers/bestuurders.

8 Werkgewerorganisasies: Plaaslike bestuursorganisasies.

9 Werknemerorganisasies: Vakunies.



BEHEER VAN REGSTELLENDE AKSIE
IN PLAASLIKE BESTUUR

Elke vraag in hierdie vraelys het betrekkinq op regstellende aksie in
pJaaslike bestuur.

AFDELING 1 ~~: .:.,.i :.'.[:.~.•.'.~.:.:~..:.: :.•.: :.•.:.: :.i ~.j.:.:.:.~.!,~:.: ..•.: :.,::. :.::....: :...•.:..:.. : .:.'.'.'.~.:-.:.:..~:.'~.;.::.....•...:.:,::.•.:.',:,:',:.:.'.i,?,..:.:.~.•:.:.',:.:,::.. ,:,::.::.,! ,: ".: :: ~:;;;:::::: ~:::::::::::::::;::;:::: ::::::::' ,

. . , ',' ,',' ',- . ',' ;.:-:::.:';.:::'.:'.;::::::.-:.',::.::;;::::;/ :~::;::i~:(i::~:::::::::-:<

Hierdie afdeling gaan oor die betrokkenheid van belanghebbers by diebeheer van
regstellende aksie in plaaslike bestuur. 'n Belanghebber is enige groep ofindividu .
wat 'n besondere belang by welsyn en welvaart in plaaslike bestuur het. Dit is enige
groep of individu wat deur die organisasie se doel geraak word.

OPDRAGTE

Vir die stellings hieronder, dui aan of u saarnstem, nie saamstem nie, of andersins,
deur die opsie te merk; wat u verkies,

LW : DAAR IS GEEN REGTE OF VERKEERDE ANTIv'OORDE NIE.
EK FROBEER VASSTEL HOE UITEENLOPEND MENINGS
OOR HIERDIE KWESSIES IS.

VOORBEELD

1 Werknerners moot oor kwessies rakende regstellende aksie geraadpleeg word.

[_.

SteM· glad. nle·
$~emnle

Starn nle
saarnnia

Stern no~ saam
n6g nle' seem 010

Stem
sasm

Stern heslte-
rnal seam

INTERPRETASIE

Dit beteken dat u heeltemal saamstem dat werknemers oor kwessies rakende
regstellende aksie gerazdpleeg rnoet word.
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Vir die stellings hieronder, dui aan of u saarnstem, nie saamstem nie, of andersins,
deur die opsie te merk wat u verkies.

1 BETROKKENHEfD VAN BELANGHEBBER

L 1 Die sentrale regering -noet plaaslike besture raad geeoor die ontwikkeling
van beleid en programme vir regstellende aksie,

Stem glad nle
saam tile

Stemnia
saam nla

Stem n(l~ saam
n6g nle saem nle

Stam
saam

Stem heelte-
mal saam

1.2 Werkvloerverteenwoordigers (Shop Stewards) meet by die implementering
van beleid en programme vir regstellende aksie betrokke wees.

Stem glad l1ie
saam nie

stam nie
saam nle

Stem no9 saarn
n6g nle saam Ilia

Stem
saam

Stem heette-
mal saam

1.3 Deelname van agtergeblewe bestuurders aan die ontwikkeling en implemen-
tering van programme vir regstellende aksie is uiters noodsaaklik,

Stem gl8(l hIe ..
saain nie

Starn nle
saam rtle

Stem no!) saem
I'I6g Ols saam 1110

Stern
seam

Stem heelte-
mal saam

1.4 Blanke bestuurders moet by die ontwikkeling van beleid en programme vir
regstellende aksie betrokke wees.

Stem glad nle
saam nle

Sternnle
saam ola

Stem no~ saam
I'I6g nla saam nle

Stem
saam

Stem heelte-
mal sasm

1.5 Beleid vir regstellende aksie moet tussen bestuur en die vakunies beding
word.

Stem glad nla
seem nle

Stem ole
seam ola

Stem no~ saam
n69 ole saem nla

...

Stem
saam

Starn heelte-
rna! seam
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1.6 AIle werknemers moet oor die ontwikkeling van
programme vir regstellende aksie geraadpleeg word.

Stem glad ola Stem nle Stem nog saam Stem Stem heelte-
saam ole saem nle 06g nle saam nle seam mal saam

1.7 Raadslede moet betrokke wees by die bedinging van
programme vir regstellende aksie.

Stem glad nle
saam nle

Starn oie
sasm ole

Stem I\Og S1,lartl
o6g nle saam nle

Stem
saarn

Stem heelte-
mal ssam

1.8 Civic Associations moet jn rol in die ontwikkeling
van beleid vir regstellende aksie speel,

Stem glad <lDO
saem nle

Stem nia
seam ilia

Stem oog saam
06g ole saam ole

Stern
saam

Stem heelte-
mat Seam

I

AFDEllNG 2

Hierdie afdeling gaan oor regstelle.ide aksie en hoe dit met personeel- en
opleidingsbeleid asook strategiese beplanning in plaaslike bestuur gekoppel moet
word.

OPDRAGTE

Vir die stellings hleronder, dui aan of u saamstem, nie saamstem nie, of andersins,
deur die opsie te merk wat u verkies.

2.1 As regstellende aksie effektief beheer moet word, moet dit
deel van die i-crsoneel- en opleidingsbeleid uitrnaak.

Stem glad oie
saarn nie

Stem nle
$MIl' nla

St~1 nog saam
niS!) 1\10 saam nle

Starn
saam

Stem haelte-
rna! saem
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2.2 Regstellende aksie moet by die strategiese planne
van plaaslike besture ingesluit word.

Stem glad nie
saarn nle

Stem haelte-
mal saem

:stem nls
saem nle

Stem nog saarn
n69 nle saam ole

Stem
saam

Stem no~ seam
1169 nie saam I'll"

2,3 Bestuur moet verantwoording doen van die uitvoering van
strategiese planne vir regstellende aksie,

Stem glad oie
saam rile

stem heelte-
mal saam

Stem nla
saam nle

Stem
seam

AFDEllNG 3

Stem 010
saam nili

Hierdie afdeling gaan oor die afdwinging van regstellende aksie in plaaslike bestuur,

OPDRAGTE

Vir die stellings hieronder, dui aan of L'. saamstem, nie saamstem nie, of andersins,
deur die opsiete merk wat 1,1 verkies,

3.1 Regstellendeaksie moet deur die sentrale regering afgedwing word.

Stem glad nie
seam olE)

stem heelts-
mal saem

Stem no~ saem
06g. ole saem nle

Stem
saam

3.2 Regstellende ak:sie rnoet by wyse van ooreenkorns tussen individuele
plaaslike besture en hulle onderskeie vakunies afgedwing word.

Stem glad nle
saamnle

Stem heeltG-
msl saem

Stem nlG
saam nie

Stem oo~ saam
1169"Ia $ssm "Ie

Stem
saam
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3.3 Regstellende aksie meet by wyse van ooreenkoms tussen
werkgewerorganisasies (plaaslike besture) en werknernerorganisasies (bv,
vakunies) afgedwing word.

Stem glad nie St~mnle Stem nag saam Stem Stem haelte-
saarn ole saarn Ilia n6g ole saarn nie saam mal.saam

3.4 Die sentrale regering, saam met werkgewerorganisasies (plaaslike besturejen
werknemerorganisasies moet konsensus oor wetgewing betreffende regs tel-
lende aksie vir plaaslike bestuur bereik,

Stem glad nle.
saam nle

Stem nle
sasm nie

Stam nog saam
n6gnia seem nle

Stem
saam

Stem heelte-
mal saam

3.5 Kwotas (byvoorbeeld tagtig persent van aile werkkate ~nriee moet deur
Swartes en twintig persent deur Blankes gevul word) moet opgele word as 'n
manier om regstellende at'~ie te beheer,

Stem· glad. nle
seam ....

Stern ole
saem ole

Stem OOg ;~om
n6g nie ."."lim' ,\ia

Stem
,:la:"m

StEim heslte-
malsaem

3.6 Die stel van doelwitte is 'n meet buigsame en realistiese
manier om regstellende aksie te beheer,

~ ..mn..gg~~ .... am~~~......~eaga~a."""~"_!~NF~
Stem glad.."Ie Stem ole Stem nog seam Stom $tem heelte-I

saem ole saam nie n6g nla saem oie saem rnal SHElm I

3.7 Indien doelwitte of kwotas vir regstellende aksie nie bereik word nie, moet
die sentrale regering sulke plaaslike besture beboet.

$Lem glad· rlie
seam nle

Stem nil')
S8am nlo

Stem ri()~ saarn I
n6g nle su~m nia

Stem
saem I SteOl heetta-

I mol saem

i

....'
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3.8 Dit is die rol van bestuur om beleid en programme vir regstellende aksie te
moniteer en te evalueer.

1-Stem haslte-
mal saam

~------.--~~------~~--~--------~---------
Stem glad oie

saam nie
Stem nle
saasn ole

Starn IlQOsaam
n6g nie saam nle

Stem
saam

3.9 Vakunies moet by die monitering en evaluering van beleid en programme vir
regstellende aksie betrokke wees.

Stem glad nie
saem.nle

Stem oia
saam nie

Stem nog saam
n6g ni!it saam nie

M ,

Stem
suam

Stem heelte-
mal seam

3.10 Beleid en programme vir regstellende aksie moet deur 'n onafhanklike
liggaam geevalueer word.

Stem glad Ilia
saam nle

Stem nag seam
n6g ole saam ole

Stem
seam

Stem· haelte-
mal seam

Stem oie
saam nie

I;1
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AFDEllNG 4

4.1 Gee u mening oar hoe beleiden proqrarnme
vir regsteilende aksie in plaaslike bestuur

afgedwing meet wor.d

4.2 Meld hoe beleid en programme vir
reg5tellende aksle gernQniteer moet word.

* Baie Dankie dat u die vraelys ingevu! hetl *

" . c.



* Vul asseblief *
die gedeelte hieronder in en stuur dit aan

MrC F Cain
Posbus 952
SOUTHDALE
2135

LW: Om anonimiteit te verseker, stuur asseblief u aansoek afsonderlik.

NAAM: .,. e', ••••• ', •.•.• : " Ii ".".'. ,., \. '•.• ' ••• " .••••

POSDRES.:

.... "'.' •• -t -,. oj, .•. e' •••.• : .• - '" 'I. .•• 'Iio •• -ot. '.'. e.' ••..•• ' ,_'••• :••• ' " fl.'" '••.• '.,' '.' ••• e_' • e· '•• t· .

••••••••••• ~ •• ~ •••••••••••••••••••••••••••••••••• A ••• ~ ••••••••••••••••••

KODE

*



Question Chi square Probability{P). Accept Ho if P>-.05
Number value Reject Ho if Po: .05

1 .1 5,9325 0,2042 Accept Ho
1.2 4,7671 0,3120 Accept Ho
1.3 2,3303 0,6752 Accept Ho
1.4 6,7867 0,1476 Accept Ho
1.5 2,3291 0,6755 Accept Ho
1.6 4,7403 0,3150 Accept Ho
1.7 11,7454 0,0193 Reject Ho
1.8 1,8789 0,7580 Accept Ho

2.1 2,5247 0,6402 Accept Ho
2.2 6,.8888 0,1419 Accept Ho
2.3 3,2945 0,5098 Accept Ho

3.1 12,8490 0,0120 Reject Ho
3.2 8,9102 0,0634 Accept 1-10
3.3 10,5572 0,0320 Reject Ho
3.4 1,9622 0,7427 Accept Ho
3.5 24,9499 0,000" Reject Ho
3.6 2,6783 0,6130 Accept Ho
3.7 19,6501 0,0006 Reject Ho
3.8 32,1033 0,0000 Reject Ho
3.9 3,7815 0,4364 Accept Ho
3.10 4,3830 0,3566 Accept Ho
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